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 Executive Summary 

Chapter 1 of this report describes the project along with giving a background on its 

design and a concise section on the purpose of the assignment along with the objectives 

and scope of the evaluation and the evaluation question. The objectives of this 

evaluation were to consider the effectiveness, impact and sustainability of the 

Enhanced Agricultural Productivity and Resilience (REAP) Project and to formulate 

recommendations. 

The methodological approach to the evaluation is set out in Chapter 2. This was a 

qualitative study based primarily on field work conducted in October 2021  

(see Annexes 5 and 6 for details of the meetings conducted and questions asked).  

The approach reflects the requirements of the ToR (see Annex 1). Quantitative data is 

taken from Practical Action’s (PA’s) monitoring reports along with other background 

reports (see Annex 4). There is also a discussion on potential limitations of this 

evaluation. The text notes what needs to be done to overcome the identified challenges.  

Chapter 3 includes a discussion of the intervention’s logic and theory of change.  

The theory-based approach which the evaluation adopts is explained. An Evaluation 

Matrix (see Annex 2) was developed in line with the questions outlined in the ToR, 

with the addition of questions set by the Evaluation Team. 

This final Report presents Findings (Chapter 4) with an analysis of the information 

under each major area of investigation. This is followed by Conclusions, a discussion 

on Lessons Learnt, and finally Recommendations for future design and programming 

(Chapters 5 to 7). 

The Enhanced Agricultural Productivity and Resilience Project (REAP) has been 

implemented by Practical Action (PA) from October 2017-January 2021 followed by 

an extension to May 2022. The Project budget was USD 2,543,843 and the no-cost 

extension was due to wider economic disruption which delayed procurement of the 

technology. This was followed by the Covid-19 lockdowns which prevented PA from 

providing planned support to individual groups. REAP aimed to impact 566 

smallholder households, enabling them to increase their incomes and yields by 100%, 

through participation in solar powered irrigation to support the growing of horticultural 

and other staple crops. The Project also aimed to create better performing irrigation 

management and marketing committees, improved access to markets and finance, and 

to increase resilience to climate change. Increased access to finance was offered 

through the strengthening of Internal Savings and Lending groups (ISALs). 

The Theory of Change (ToC) proposed a comprehensive package of interventions 

which would lead to the desired outcomes, primarily being increased and sustainable 
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resilience to climatic variability along with a high degree of local ownership of 

outcomes. The target communities are poor and especially vulnerable to economic 

shocks, including food insecurity, and they have limited livelihood options. PA 

provided a detailed proposal setting out the logic of the intervention.  

The project contracted-out drilling of test boreholes and where sufficient water was 

found PA then contracted-out the installation of solar pumping systems (in 4 larger 

irrigation schemes and 15 small gardens). The project thereby addressed water shortage 

and water pumping problems that are priority issues for the community and the District. 

Support was provided to scheme members relating to the use of Good Agricultural 

Practices (GAP), to the strengthening of their Irrigation Management Committees 

(IMCs) and for the establishment of Marketing Committees. Internal saving and 

lending groups were also supported to bolster their ability to provide access to small 

scale finance. 

Some groups of dryland farmers were included in the original 919 beneficiary target, 

as those receiving solar irrigation was relatively low at around 566. The wider 

community needs to be engaged in protecting their environment at the catchment level 

so this helped achieve this. There is a long-term relationship between dryland and 

irrigation communities and this needed to be enhanced. Dryland farmer groups were 

new to PA, whereas the irrigated schemes were mostly pre-existing and selected on the 

basis that water was available when the testing of boreholes was undertaken. 

The findings of this study illustrate the many challenges that climate change is 

presenting to rural communities in Gwanda District which is in the south west of 

Zimbabwe. Persistent droughts over recent years have further lowered the water table 

such that the boreholes were unable to provide the quantity of water for which the solar 

pumps were originally designed. Initial resistance towards the use of a drip irrigation 

system resulted in the continued use of some flood irrigation on the larger schemes, 

and this is inappropriate. Farming practices must rapidly adapt to the changing 

environment which includes crop selection (higher value horticultural production to be 

favoured against traditional field crops), the timing and amount of irrigation, as well as 

soil preparation and mulching. Each irrigation group had an Irrigation Management 

Committee (IMC) which was institutionally strengthened through PA’s support to 

training on governance best practices. These groups are essential to ensure correct 

management and future maintenance of this new infrastructure. This strengthening of 

these groups however needs to be continued during the final months of the project, 

especially sharpening conflict resolution skills as some schemes have social challenges 

and weak management skills for scheduling irrigation activities. 

Marketing Committees were established within each group, to enable the members to 

better plan for the sale of their crops at optimal times and prices. This is a highly 

challenging concept in a region where markets for horticultural products are not well 

developed. The committees need additional support combined with the development of 

long term linkages to market outlets which can support farmers with better advice on 

crop selection and timing of production, etc. Some transformational changes to the way 
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in which communities are supported to respond to their changing environment will be 

required in order to stem the large-scale exodus of workers (especially males) out of 

the area. The evidence in this evaluation suggests that activities which promote 

transformational change should involve identification of projects that motivate 

community members to participate. For example, the youth favour short cycle projects 

with high potential for financial benefit. 

The major conclusions and recommendations from this study are that the use of solar 

photovoltaic is in its early stages and much more will need to be done to design systems 

that optimise the use of this expensive but essential technology. Design issues will 

focus on the best means of deploying the technology both for irrigation and for many 

other day-to-day purposes all of which are essential to life at this time. A major issue 

for irrigators in particular, is the long term decline of the water table. While the 

presence of irrigation inevitably boosts crop yields, it also exacerbates chronic water 

shortages. Over the years, water catchments have been neglected resulting in a failure 

to optimise the capture of rain water. Much needs to done to address this issue, from 

tree planting to de-silting and to the protection of surface water dams. This declining 

trend of water availability needs to be urgently addressed, especially in the face of the 

increasing effect of climate change. Without access to guaranteed water supplies the 

future of this region is extremely uncertain. 
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 1 Introduction 

 BACKGROUND, PURPOSE AND OBJECTIVES  

The intervention evaluated is the Enhanced Agricultural Productivity and Resilience to 

Climate Change through Solar Powered Irrigation Project (REAP) which was designed 

to contribute to sustainable green economic growth in Zimbabwe by enhancing 

agricultural productivity with renewable energy and water efficient technologies, in 7 

wards of Gwanda Rural District, South Matebeleland. The Project has been 

implemented by Practical Action (PA) from October 2017-January 2021 followed by 

an extension. The Project budget for 3 years of implementation was USD 2,543,843, 

with Sida being the sole donor. Due to unavoidable delays the implementation period 

has been extended on a no-cost basis to May 2022. 

The Project aimed to impact 919 smallholder farming households enabling them to 

increase their incomes and yields by 100%, through participation in horticulture and 

other staple crop value chains. The Project also aimed to create better performing 

irrigation management and marketing committees, improved access to markets and 

finance, and to increase resilience to climate change. In addition, increased access to 

finance was offered through the strengthening of Internal Savings and Lending groups 

(ISALs). 

The objectives of this evaluation are to: 

• Evaluate the effectiveness of the REAP Project. 

• Evaluate the impact of the REAP Project to provide background information 

for developing an operationalisation plan for the new cooperation strategy. 

• Evaluate the sustainability of the intervention. 

• Formulate recommendations on how its management team can improve and 

adjust implementation. 

The Theory of Change (ToC) proposed a comprehensive package of interventions 

which would lead to the desired outcomes, primarily being increased and sustainable 

resilience to climatic variability along with a high degree of local ownership of 

outcomes. 

The target communities are poor and especially vulnerable to economic shocks, 

including food insecurity, and have limited livelihood options. PA provided a detailed 

proposal setting out the logic of the intervention and demonstrating how the four 

principles of non-discrimination, participation, openness and transparency, and 

accountability would be enshrined in every aspect of the intervention. 
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This evaluation, towards the end of the project cycle, is intended to provide insight into 

the effectiveness, impact and sustainability of the Project and serve as input into 

decisions about the future of the Project as well as in regard to the development of the 

new Sida strategy starting in 2022. 

Although not specifically required in the ToR, cross-cutting issues of gender/youth and 

environmental impact were assessed in line with Sida’s emphasis. This was done 

through specific questions in interviews and focus group discussions. In the case of 

primary data, care was taken to include both male and female respondents in key 

informant interviews (including the selection of women's agribusinesses for 

interviews). Focus group discussions included youth where possible. In particular, 

youth and women's access and control of resources was determined from focus groups. 

Environmental impacts of the programme (as opposed to programme responses to 

environmental change) are harder to assess and the reasons for this are set out in 

Chapter 4 on Findings. The fundamental question was: have the interventions resulted 

in any positive or negative impacts on the local environment and communities’ 

resilience to climate change, foreseen or unforeseen?  

The overall objective was to conduct an independent summative evaluation of the 

Project which has been under implementation since October 2017, to document the 

extent to which the envisaged results were met in line with the plan. The main purpose 

being two-fold:  

Accountability: to determine the extent to which the implementing institutions have 

effectively delivered the envisioned programme results and assess progress towards 

achievement of programme objectives; to identify key challenges and any factors that 

may have affected the programme and its implementation.  

Learning and improvement: This is the superior objective of this evaluation. The 

findings and analysis of this review are expected to provide useful information on how 

to improve actions/activities so that impact and sustainability of future interventions 

can be enhanced. The review results will be particularly important in exploring if the 

actions have yielded positive results moving forward. It will provide an opportunity to 

assess sustainability of actions, approaches, structures and systems and provide 

recommendations for Sida’s future development strategy in Zimbabwe 

 EVALUATION OBJECT AND SCOPE 

The assignment had three main objects: 

1. The portfolio of Practical Action’s activities in Gwanda District, 

2. The Results Framework and consequent strategy underlying its work, 

3. The environment within which Practical Action’s interventions have been 

implemented. 

The study adopted a theory-based approach which is rooted in the "Theory of Change" 

(ToC) underlying the programme strategy and design, as set out in the Practical Action 

proposal. It was the project’s results framework (Annex 3) that was the initial focus of 
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the theory-based approach. The process involves an assessment of the strength of 

selected critical ‘causal linkages’ that contribute to the project’s ToC in order to 

determine the project’s contribution in different areas of focus (including primary 

production, technical and institutional capacities, mitigation of climate change induced 

stresses and adaptation, market information systems, trade and ultimately poverty 

alleviation). The evaluation questions were designed to analyse the causal linkages to 

determine their validity during actual implementation. 

The investigation of each causal linkage was primarily observational on the part of the 

Evaluation Team. But conceptually, the linkage can be analysed by considering such 

issues as: is the intended impact the logical result of the intervention (see the ToC 

below)? In what other ways could the observed results have been achieved? What other 

factors might impact the achievement of the results? Such questions create the abstract 

framework for an analysis that can be made more concrete through the addition of real 

observations. 

Observations include both data collected from secondary sources (including 

quantitative data, interviews and case studies), as well as primary data derived from 

interviews with key stakeholders and focus groups of beneficiaries undertaken during 

the course of the evaluation; along with direct observations of the target area and local 

lifestyles and farming systems. 

It should be noted however, that the theory-based approach does not allow for imperfect 

performance, but rather assumes that a poor result is evidence of an ineffective causal 

linkage rather than a poorly implemented intervention. Given the particular 

circumstances of this Project, which faced a combination of economic disruption, 

prolonged drought and a Covid-19 pandemic, the evaluation of outcomes achieved 

have to be viewed against this reality.  

A theory-based approach makes no reference to any parallel interventions that might 

be implemented within the programme area, which could be leveraged to achieve 

enhanced effectiveness and sustainability. This evaluation sought to understand how 

the project could have benefited from such interventions, of which it is understood there 

are a number, also externally funded. 

The overall approach of this evaluation has been to scrutinise the results framework 

underpinning the REAP ToC, and to select causal linkages for investigation. These are 

those that are deemed most relevant to the overall programme purpose of transforming 

crop and horticultural production into commercially oriented enterprises that enhance 

sustainable incomes and nutritional security. The plan for physical visits to Gwanda 

Rural District in Matabeleland South was drawn up to allow for the collection of 

primary and secondary data sets as well as for the collection of performance indicators 

and indicators relevant to the specific cross cutting issues. 

Importantly, the evaluation approach was also utilisation-focused, and conducted in a 

manner that was expected to enhance the likely utilisation of findings, to inform 

decisions and improve performance.  
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 EVALUATION CRITERIA AND QUESTIONS  
The FCG team will apply the agreed DAC evaluation criteria1 to assess the REAP 

Project. 

The evaluation questions are: 

Effectiveness: Is the intervention achieving its objectives? 

• To what extent have the planned activities and objectives been delivered? 

• To what extent have the planned beneficiaries been reached? 

• Have any unexpected results been achieved? 

• Has the M&E system delivered robust and useful information that could be 

used to assess progress towards outcomes and contribute to learning? 

• What is the level of utilisation of the installed drip systems? 

• What are the views and attitudes of the communities towards drip irrigation? 

• Are farmers familiar with and effectively using soil conservation techniques 

along with other appropriate climate smart technologies? 

• Do the beneficiaries have effective access to finance? 

• To what extent are farmers accessing profitable markets for their produce? 

• To what extent did the overall management system of the irrigation scheme 

contribute to results/performance of the irrigation scheme?  

 

Impact: What difference does the intervention make? 

• To what extent has the Project or programme generated, or is expected to 

generate, significant positive or negative, intended or unintended, high-level 

effects? 

• To what extent have the economic wellbeing of women and youths been 

uplifted? 

• Is there any evidence that these irrigation systems have a positive or negative 

impact on ground water levels? 

Sustainability: Will the benefits last? 

• To what extent will the net benefits of the intervention continue, or are likely 

to continue? 

• Did the community financial contribution result in any inclusion or exclusion 

errors in beneficiary targeting? 

• Are there any alternative approaches that will ensure community contribution 

as well as no exclusion of deserving beneficiaries? 

• A closer look into the youths who were part of the Project: What is their 

perception on participating in the Project and was it worth their investment of 

time and money? 

• Are installation and maintenance costs of the solar powered drip irrigation 

systems financially sustainable/profitable and is the technology likely to be 

replicated beyond the clusters directly supported? 

 
1 http://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf 
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• What capacities and relationships were developed to sustain the effective 

functioning of the irrigation schemes? 

In addition, the evaluation specifically assessed the following mainstreaming issues of 

gender/youth. In this regard consideration was given to how gender perspectives were 

integrated when analysing stakeholders’ needs and priorities? What initiatives, if any, 

are facilitating greater inclusion of women and youth? To what extent are these 

initiatives being taken up by women and youth? What has been the impact so far on 

participation in the programme? Were gender perspectives reflected in programme 

objectives and design to address the needs? Were gender perspectives taken into 

account in programme implementation and management? 

Environmental considerations relate primarily to the influence of climate change on 

soil degradation and crop production. REAP Project elements do include these areas of 

focus. The fundamental question is: Have REAP’s interventions resulted in any 

positive or negative impacts on the local environment and the communities’ resilience 

to climate change, foreseen or unforeseen? The evaluation also explored the extent to 

which the programme succeeded in promoting the adoption of climate smart agriculture 

including skills and technology. 
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 2 Methodology 

OVERALL APPROACH 

Observations include both data collected from secondary sources (including 

quantitative data, interviews and case studies), as well as primary data derived from 

interviews with key stakeholders and focus groups of beneficiaries undertaken during 

the course of the evaluation. The team also attempted to use direct observation to assess 

whether the project’s impacts have been felt beyond its immediate beneficiaries and 

the extent to which the technologies introduced have been replicated by surrounding 

farmers.  

It should be emphasised that this methodology does not provide for the collection of 

primary quantitative data. Secondary quantitative data sources were used (see Annex 4 

for a list of the documents reviewed). 

METHODS AND TOOLS FOR DATA COLLECTION  

The evaluation includes three different areas of investigation, each requiring specific 

sets of data in order to reach useful conclusions. These are described briefly below:  

The effectiveness with which available resources have been used and the extent to 

which management has been able to adapt and respond in a timely manner to changing 

circumstances, such as Covid-19 lockdowns, economic decline and climate change, 

was assessed primarily through quarterly and annual reports, as well as through 

interviews with collaborating stakeholders and government officials.  

Programme outcomes and impacts require both primary and secondary data that can 

describe and/or measure the changes brought about by the interventions to date. 

Primary data collection was almost entirely qualitative, drawn from key informant 

interviews and focus group discussions. Key informants were selected from as wide a 

cross section of those involved in the interventions as possible and focus group 

discussions with group members were essential to inform discussions on productivity 

improvements. The Evaluation Team reviewed developments in the areas of food 

security, trade and micro-finance during the implementation period in order to 

understand the context within which results may or may not have been achieved and 

the future prospects.  

Cross-cutting issues of gender and environmental impact were assessed through 

specific questions in interviews and focus group discussions. In particular, youth and 

women's access and control of resources were be determined from focus groups.  

The evaluation assessed specific measures taken by the programme to ensure inclusion 

of women and youth in the programme’s activities. Environmental impacts of the 
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programme (as opposed to programme responses to environmental change) are harder 

to assess, the promotion of conservation farming techniques may, for example, serve 

to reduce soil degradation in the longer term, but outside the implementation period.  

DATA COLLECTION TECHNIQUES 

When conducting the Key Informant Interviews (KII) and Focus Group Discussions 

(FGDs), the team used a semi-structured interview approach which allowed for a 

balance between flexibility and structure. Flexibility gives the respondent the freedom 

to answer accurately and in depth, as their meanings are not restrained by formality. 

The strength of a semi-structured format for qualitative interviews is that it helps the 

researcher to avoid imposing people’s responses along pre-conceived notions and 

confronting his/her biases. In addition, when interviewing in a semi-structured way, the 

discussion would often cover themes that the researcher did not consider important at 

the outset, but which nevertheless turn out to be salient through several interviews.  

This is often very important as it may bring into the research an element that has been 

overlooked at the design stage. Having a semi-structured interview format is not an 

excuse for a lack of control and focus. While it is important not to discourage the 

respondent with formalities, all the key themes of the discussion were covered.  

The interview guides (Annex 6) were structured to ensure that all criteria were 

addressed, and the interviewer could also ask supplementary questions should any 

important topics not have been covered fully. 

SAMPLE SELECTION FOR EVALUATION  

A sample of groups was selected for primary data collection through field visits.  

The selection was done with a strong consideration for the learning objectives.  

To enhance learning, a selection of groups with notable differences in implementation 

performance was selected. The individuals interviewed in FGDs included men, women 

(around 70%) and youth (men and women below the age of 35). From the 

comprehensive list of beneficiaries provided by Practical Action the number of youth 

available are lower than the ET’s original target of 30% of all interviewees. Around 

13% of actual interviewees were below the age of 35.  

Field data was collected during 13 focus group discussions (FGDs) and 16 key 

informant interviews (KII) comprising both public and private sector representatives 

(See Annex 5).  

FGDs involved eight Northern and five Southern farmer groups within Gwanda 

District. The distribution of membership by gender and age of those groups is shown 

in Annex 5. KII were conducted with 16 informants within the District. Of these, nine 

were from Government officials; two were individual farmers; one Non-Government 

Organisation (NGO) that partnered with PA during project implementation; three PA 

Staff members; and one Senior staff member from Foster Irrigation (Pvt) Limited; the 

company contracted to provide and set up the irrigation installations (they did not 

conduct and initial borehole capacity testing). 
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 PROCESS OF ANALYSIS AND DEVELOPING 
CONCLUSIONS 

Data analysis focused on responding to the specific evaluation questions, assessing the 

effectiveness, impact and sustainability of implementation and distilling lessons and 

recommendations that can help improve future programme strategy. Using the 

evaluation matrix (see Annex 2), the team aggregated all information emerging from 

the key informant interviews and focus group discussions that are relevant to each 

evaluation question and this informed the findings and the recommendations. 

 ETHICS AND PARTICIPATION 

The evaluation adopted the widely recognised and tested OECD/DAC quality standards 

for evaluation and was planned and implemented in a transparent and participatory 

manner respecting stakeholders’ views while ensuring the independence of the 

evaluation consultants. 

Recognised research methods in social science were applied throughout the contextual 

analysis and evaluation, such as standard data collection tools and data analysis 

strategies. Standard ethical research criteria were applied, (honesty, objectivity, 

informed consent, respect for anonymity/confidentiality, non-discrimination), 

combined with the do-no-harm guidelines. 

The team followed a participatory approach, with the intention to involve Practical 

Action’s staff and local communities/Government officials in all stages of the 

evaluation. A step-by-step participation serves multiple purposes: to have a shared 

understanding of the evaluation approaches and methods, to verify the accuracy of 

collected data, to understand criteria and logic order/coherence of key findings and 

conclusions and usefulness of concrete recommendations. A validation workshop was 

conducted and the main findings of that workshop are provided at the end of Chapter 4. 

A presentation of findings was given to the major stakeholders prior to finalising this 

report and their comments are reflected in the report’s narrative. This interactive 

process is intended to facilitate utilisation of the report’s findings. 

 LIMITATIONS 

The main challenge facing the Evaluation Team was to assess the extent to which the 

actions of REAP to facilitate, collaborate, network and promote have actually brought 

results. Analysing the actual mobilisation of resources, the analysis of key actors and 

the extent of work on capacity building was less problematical. The temporal aspect of 

the programme’s work, which may achieve benefits in the long-term or in some years 

but not others is another issue. This is especially relevant in the case of agriculture 

where, in some years of good rainfall enhanced irrigation may be less impactful than 

in years of prolonged drought, when such interventions will be highly regarded.  

The Evaluation Team (ET) used its extensive practical experience to address this issue 

and ensure that short term biases did not affect the conclusions of the evaluation. 
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Considering the on-going Covid-19 restrictions and uncertainties relating to how these 

would evolve over the duration of this work-plan it was agreed that no international 

travel would be undertaken.  
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 3 Evaluation Object 

 BACKGROUND TO REAP 

The major features relevant to the REAP project are covered in this Chapter along with 

an introduction which describes the context of Gwanda District. 

The Time Period and Funds Spent 

The Project has been implemented from October 2017 and was planned to be completed 

by January 2021. The Project budget for these 3 years of implementation was USD 

2,543,843 with Sida being the sole donor. Due to the unavoidable delays encountered 

during the initial implementation period, the parties agreed an extension on a no-cost 

basis to May 2022. It should be noted that much of this extension period has, to date, 

also suffered significant disruption due to the on-going Covid-19 pandemic restrictions. 

The Project aimed to impact 919 smallholder farming households (Some of which were 

dryland groups and therefore they did not receive irrigation technology, instead they 

were assisted to utilise savings to invest in other income generation projects; for 

example, purchase improved goats and chicken). Those receiving solar powered 

irrigation infrastructure were to be enabled to increase their incomes and yields by 

100%, through their participation in horticultural production and strengthened market 

linkages. These diverse livelihood activities contributed to the project’s aim of creating 

better performing irrigation management and marketing committees, improved access 

to markets and finance, and increased resilience to climate change. Increased access to 

finance was offered through the strengthening of Internal Savings and Lending groups 

(ISALs). 

Gwanda District Context 

Gwanda District is in the south of Zimbabwe. Along with livestock ranching, this 

District has been a traditional area for irrigated field crops and horticultural production. 

Land ownership is not formally documented and it cannot be bought and sold. Rather, 

a family’s entitlement to use a piece of land is determined by traditional leaders / 

officials. 

Water scarcity for both home use and agricultural production was identified as a major 

issue faced by communities in Gwanda District. Stakeholders were agreed that 

historically the district was classified as within agro-ecological Region V, which is 

normally characterised as having an annual rainfall of less than 500mm, but which is 

also highly variable. These climatic conditions render farming a very uncertain and 

risky business, as moisture for successful cropping under rain-fed farming systems may 

only be adequate one year in every five.  
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Women living in Gwanda remain a socially disadvantaged group, and now many carry 

heavy responsibilities as a significant percentage are becoming the de facto head of 

households, as their absentee husbands have migrated to work in neighbouring South 

Africa. This was observed by the Gwanda Ministry of Women Affairs Community and 

Small Medium Sized Enterprises (SMEs) Development Officer who also pointed out 

that women form 52% of the population in the district and yet remain socially 

disadvantaged. Remittances from the migrant workers are a significant contributor to 

the local economy, most easily evidenced by homestead refurbishment and extensions. 

Youth in the area tend to have less interest in agricultural cultivation as the work is 

regarded as both back-breaking and with low returns and high risk. Many young men 

are attracted to artisanal gold mining, which despite rudimentary methods and very 

poor health and safety, may offer the possibility of high returns. 

Major features relevant to the REAP project 

All activities for which groups had been formed (prior to the initiation of the REAP 

project) had a design which favoured enhancing their resilience by adapting to climate 

change (for example, by their choice of livestock breeds; the use of solar power and 

use of agricultural conservation techniques aimed at improved soil and water 

management). Homesteads within the district tend to be widely scattered, such that 

some group members walk some distance to reach the gardens where they are working.  

The typically harsh climatic conditions in Gwanda have been exacerbated by climate 

change in recent years. According to the Provincial Climatological Officer, Gwanda 

suffers from high temperatures and low rainfall, resulting in dry conditions which are 

an increasing challenge to residents, livestock and wildlife, alike.  

Farmers who participated in the FGDs observed that good rains received during the 

recent 2020/2021 season were preceded by three consecutive years of droughts, leading 

to either reduced productivity or decimated crops. They further stated that whilst dams 

were constructed to mitigate the lack of water back in the 1950’s, the District now faces 

the climate change challenge with badly silted dams that therefore store less water than 

originally intended. The Evaluation Team witnessed first-hand the high siltation levels 

on Mzingwane River, a major river in the District, when they got stuck in sand and had 

to be given a helping hand by locals (see photo below), before managing to cross over 

to the Bhopoma irrigation site. 
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Photo 1:  Evaluation Team stuck in the heavily si l ted Mzingwane Riverbed 

 

The root cause of siltation is poor environmental management and damaging 

agricultural practices. Gwanda District faces many hazards including: long dry 

spells/droughts, strong winds, lightening, floods and increasing heat leading to more 

outbreaks of pests and diseases. In response to these hazards, communities increasingly 

practice resilience building strategies, such as; mixed farming systems (crops and 

livestock) and the adoption of crop varieties and livestock breeds adapted to these dry 

environmental conditions. 

The major crops grown under rain-fed systems include: sorghum, millet, groundnuts, 

and cowpeas; and under irrigation schemes: maize, sugar beans, leafy and tuber 

vegetables, are some examples. The livestock sector comprises both cattle and small 

stock (goats, sheep and chickens) that form an important source of income for many 

farming households. Livestock value chains are however underdeveloped, meaning 

they are not performing to their full potential due to factors such as: drought induced 

shortage of feed, low investment in critical inputs, and the high risk of stock theft.  

The Covid-19 pandemic has worsened underperformance of livestock value chains, 

especially due to the cancellation of Public Auctions which would otherwise be 

conducted monthly by the Rural District Councils to facilitate formal sales. 

In spite of the challenges stated above, some opportunities for improving people’s lives 

were identified by Gwanda residents, as follows: 

Solar radiation in Gwanda has been identified as one of the best in the country. 

There is good land suitable for irrigation in both Northern and Southern parts of the 

district. 
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There is good livestock potential attributed to nutritious animal food materials on 

rangelands (sweet grasses and high protein tree species for browsing). 

The solar radiation found in Gwanda, coupled with land suitable for irrigation presented 

a good opportunity for Practical Action to introduce solar energy technology for 

pumping water essential for both home use and agricultural production. An additional 

dryland component was designed to create new opportunities for disadvantaged 

community members without suitable land, such as women and youth, for whom small 

livestock species are an easy business entry point. This was intended to lead to their 

financial empowerment and ensure some equity in the allocation of the project’s 

resources.  

As mentioned in the introduction, it must be emphasised that the implementation of 

this project was severely hampered by the economic conditions in Zimbabwe 

throughout the duration of the project which disrupted the whole procurement process 

relating to the purchase of the equipment and the delivery of the backup services 

required. This situation was then significantly exacerbated by the Covid-19 pandemic 

and the resultant lockdowns which prevented PA from implementing its planned field 

work. Throughout this report mention is made of the constraints on the project resulting 

from these unprecedented difficulties. The duration of the project has been extended 

and as such it still has around 6 months to continue to bed-in the technology delivered. 

 ORGANISATIONAL SET-UP AND 
IMPLEMENTATION ARRANGEMENTS 

REAP’s project set-up in Gwanda consists of a manager with a team of three field 

officers, along with one monitoring and evaluation officer, an accountant and a solar 

energy technician. The manager reports to the Programme Delivery Manager based in 

Harare. 

Each field officer was responsible for a specific geographic area within project area. 

This enabled day to day planning and coordination with the Government’s Department 

of Agriculture Technical and Extension Services (Agritex).  

At District level the PA Manager liaised with government departments such as the SME 

Department as well as the Agricultural Engineering Department. All contracts were 

signed by the overall PA Director based in Harare. The tender process involved one 

member of the IMC committee, three PA staff members and a Government 

representative. The tenders required included those for solar installation, design of the 

systems and monitoring the quality of installations. 

The Department of Agriculture Technical and Extension Services (Agritex) was 

responsible for crop production training including conservation agricultural training, 

supported by PA’s trainers in agro-ecology. The main approach to training was working 

with Lead Farmers, especially in the case of the dryland farmers. On some installation 

and management systems the IMC would be trained by PA in terms of transformation 
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leadership, and by contractors in terms of the whole system installation. Groups were 

also provided with a manual for operations and maintenance. 

Marketing committees were trained by PA together with the SME Department to 

facilitate and train regarding formulation of bye-laws and business management 

training. No local NGOs were directly involved in implementation. The training 

methodology involved role play on leadership, conflict resolution, holding meetings, 

marketing, stakeholder engagement and setting-up partnerships etc.). 

 DISCREPANCIES BETWEEN PLANNED AND 
ACTUAL IMPLEMENTATION 

The table below presents a summary comparison of implementation outputs with 

baseline data, for key project result areas. These statistics are from a review of Practical 

Action’s Monitoring and Evaluation reports. Some points to highlight are: the outreach 

target of enhancing productivity and resilience for 919 smallholder farmers was 

achieved but some were dryland farmers. Only 62% benefited from the solar irrigation. 

Increased average yields have been achieved at 123% compared to 100%, as planned.  

There was increased access to extension learning. Farmers were trained (on the job) on 

agriculture best practices and farming business management. As a result, they had built 

business relationships with local and more distant input and output market actors. 

Forty-three community groups were strengthened through good governance best 

practice training and the management of Internal Saving and Lending (ISAL) schemes. 

In turn, the ISALs facilitated increased access to finance thereby enabling groups to 

engage in self-funded income generating activities (IGAs) such as rearing of improved 

breed chicken and goats. Covid-19 sanitizers where also being produced and sold. 

 

Table 1: Summary of Key Results Achieved  

 

Planned Key results Achieved Key results 

1. Increased sustainable agricultural 

productivity for 919 smallholder 

farmers 

566 smallholder households in 4 irrigation and 

15 garden schemes accessing newly installed 

irrigation facilities. 

123% increase in yields on irrigation 

schemes 

increased access to extension services 

through good agricultural practices (GAP) 

training and podcasts 

2. Increased access to markets GAP and business management support to 

enable farmers to build relationships with 

market actors. 

Local and formal markets reached. 

3. Increased access to finance 43 community groups capacitated 
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Strengthened ISALs facilitating 

engagement in Income generating activities 

(IGAs) 

4. Increased resilience to climate 

change 

Community productive assets built up 

enabling year-round irrigation production 

Capacity developed at household and 

community level 

5.Strengthened irrigation 

management structures 

Functional IMC structures supported by 

defined task committees/members e.g., 

marketing, operations, maintenance and 

security. 

youth and women’s participation 

 

Source: Practical Action’s M&E reports 

 

 THE INTERVENTION LOGIC 

A review of the Theory of Change (ToC) that underpins the programme has been set 

out below as this is central to the evaluation and determines the focus of subsequent 

field work. 

Goal: To contribute to improved livelihood opportunities for smallholder farmers with 

emphasis on women and youth farmers in rural Zimbabwe through improved access to 

green solar energy for irrigation and layering with other relevant interventions to 

enhance resilience. 

Overall Objective: To increase sustainable agricultural productivity and incomes for 

919 smallholder farmers (at least 75% women and youth) through access to solar 

powered irrigation systems in Matabeleland South. 
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Figure 1: Diagram of REAP’s Theory of  Change  
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 4 Findings 

The major features relevant to the REAP project objectives are covered in this chapter. 

The five project key result areas were:  

• Increased Sustainable Agricultural Productivity, 

• Increased access to markets,  

• Increased access to finance,  

• Increased resilience to climate change,  

• Strengthening of irrigation management committees.  

With the advent of Covid-19, WASHE (Water, Sanitation and Health Education) 

activities were added to this intervention. 

The three criteria which form the subject of this evaluation are Effectiveness, Impact 

and Sustainability. The evaluation questions related to each of these criteria are shown 

in separate boxes in the text below. 

 EFFECTIVENESS 

• To what extent have the planned activities and objectives been delivered? 

Some groups of dryland farmers were included in the original 919 beneficiary number. 

The rationale for this was to increase the number of beneficiaries as those benefiting 

from the solar irrigation was relatively low at around 566. The wider community needs 

to be engaged in protecting their environment at the catchment level. There is a long-

term relationship between the dryland and irrigation communities and this needed to 

be enhanced, as well as to address the need for some equity in the distribution of 

benefits. Dryland farmer groups were new to PA and identified via the Rural District 

Council which is responsible for selecting the wards. The traditional authorities and 

elected Councillors then decide which specific communities/groups that will benefit 

from an intervention, including the gardens to be irrigated, with advice from 

Government extension agents. The gardens schemes selected were mostly pre-existing, 

provided that water was available when the testing of boreholes was undertaken. 

The project initially contracted-out the drilling of test boreholes. Where sufficient water 

was found PA then contracted-out the installation of solar pumping systems in 4 

irrigation schemes and 15 gardens covering 73.3ha and 566 smallholder irrigators. The 

project thereby addressed water shortage and water pumping energy problems that are 

priority issues for the community and District as a whole. Support was then provided 

to the scheme members relating to the use of Good Agricultural Practices (GAP), to 
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the strengthening of their Irrigation Management Committees (IMCs) and for the 

establishment of Marketing Committees. (See Annex 3 for a breakdown of PA’s REAP 

Framework Targets) 

A description of different irrigation schemes delivered and reviewed by the ET is as 

follows: 

Garden schemes: The project set out to install solar pumping systems on the pre-

existing 1-hectare garden schemes, with water supplied from boreholes. The solar 

pumping systems were matched to the borehole water yield capacity which in a number 

of cases was less than what was required to irrigate 1 hectare. The main concern of the 

garden groups interviewed was that the new system was not giving them enough water 

to irrigate their gardens which in most cases were larger than 1 hectare. A teething 

problem related to managing their drip lines, together with the water yield capacity 

issues, were being managed through further interaction with project and extension staff. 

There was an appreciation in the groups that with time they will need to buy 

replacement driplines for themselves. 

 

Photo 2:  Goodhope women showing their  onion crop that was almost 
ready for market.  

 

Small Irrigation schemes 4-5 hectares: The small irrigation schemes (Reinetsi and 

Bhopoma) have 3 boreholes with solar pumping systems installed; and the members 

greatly appreciated the difference the intervention made in their lives, in particular 

access to reliable water and labour saved from the hard work of head-loading water. 

However, their main challenge is insufficient water to match their existing irrigation 

land. Bhopoma Irrigation was particularly negatively affected, as their third borehole 

system never really worked. 
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Photo 3:  A typical small  scheme with solar panels, pump housing (above 
borehole) and two storage tanks connected to drip irr igatio n l ines.  

 

Medium size irrigation schemes 20ha: The Sukwe and Silikwe irrigation schemes 

are old schemes that have gone through cycles of active production and 

low/dysfunctional states and drew water from surface dams. Sukwe had ten boreholes 

installed with solar systems and their main challenge is insufficient water to match their 

existing irrigation land. There was evidence of significant under-utilisation of the land 

as well as some maize crop struggling due to moisture stress and inadequate basal 

fertilizer. Sukwe did not have a working back-up diesel engine to draw water from the 

dam. The plan was to rehabilitate the old diesel engine but this was delayed by Covid-

19 restrictions and eventually the engine was declared to be beyond repair. 

 

Silikwe scheme had a huge investment by the project, with a pumping system of 114 

panels and a standby diesel engine for pumping from the dam. There was sufficient 

water at source but, the challenge seems to be more of the scheme’s organisational 

capacity to make effective use of the investment. There was also a problem of poor 

design on two of the Silikwe irrigation blocks. It is understood that two of the irrigation 

canals were not properly designed under the previous setup. PA’s irrigation engineer 

confirmed that this needs to be corrected. The inherently poor fertility of sandy soils 

on Silikwe irrigation do not lend themselves well to flood irrigation because of the 

heavy leaching experienced. Therefore, a drip system should be the preferred and 

appropriate option. It was however noteworthy that the land put under drip was limited 

due to the farmers’ initial skepticism.  
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Photo 4:  Si l ikwe Irr igation: Solar powered pump taking water from dam 
to new drip l ines and pre -existing canals.  

 

Photo 5:  Reinetsi  Irr igation in Gwanda South: Maintenance team posing 
in-front of  water storage tank  
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• To what extent have the planned beneficiaries been reached? 

According to PA’s monitoring reports, the beneficiaries planned in the original design 

have indeed been reached. However, it should be noted that the total number of direct 

beneficiaries, totalling just 919, for a project costing USD 2,543,843 seems very low. 

The families of these direct beneficiaries will also have benefitted. 

• Have any unexpected results been achieved? 

Some water troughs for animals were provided to benefit the wider community and 

nearby households would use ground water for their own consumption. 

Installations were designed and tested to deliver the expected need for irrigation. Some 

boreholes were required to have a minimum water yield but, in PA’s experience this 

was sometimes insufficient for the size of the plots. In this scenario, it is inevitable that 

some electricity is wasted as the pumps cannot pump. PA have stated that they have 

recently commissioned a report to assess the model and consider sustainability issues. 

This will consider the different scheme sizes and how they can be better designed, and 

how to effectively utilise excess electricity when irrigation is not required or when there 

is no water. Currently, a much bigger scheme in the region is connected to three 

irrigation schemes, local business centres, a school and a clinic. But this scheme does 

not connect to households unless payment is assured. This type of development is likely 

to influence future settlement patterns, as the building of houses will occur where they 

can most easily access electricity. 

• Has the M&E system delivered robust and useful information that could 

be used to assess progress towards outcomes and contribute to learning? 

The project has a robust monitoring system which collates achievement of outputs 

against those planned. However, the M&E system is quantitative and measures 

activities and delivery but does not generate much insight into the actual 

implementation or the changes happening as a result of those activities. It therefore 

does not capture qualitative changes achieved by the project. For example, it does not 

capture information that measures the impact which training is having on the ability of 

groups to manage their irrigation systems or successfully market their produce.  

It also does not therefore fully enable project management to determine the impact of 

the project on gender equity and climate change resilience, for example: the types of 

agricultural practice that were introduced and the progress in adoption of those different 

practices. Case studies are provided in REAP’s narrative reports but these are 

essentially aimed at highlighting successes, rather than presenting outcomes from all 

angles. 
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• What is the level of utilisation of the installed drip systems? 

All schemes visited were not fully utilising their irrigation land for a variety of reasons, 

these being primarily, insufficient water. There were also difficulties encountered in 

efficiently scheduling their irrigation cycles, poor scheme management, and some 

malfunctioning of their newly installed water delivery systems. 

There was more underutilised land in the large irrigation schemes (20 hectares) than 

the smaller ones (5 hectares) and the gardens (up to 1 hectare). 

Cloudy conditions reduce effectiveness of the solar pumping system. This indicates 

limitations of the technology, suggesting a need for a backup mechanism that ensures 

continuity of water pumping and full utilisation of the drip system. A diesel engine, for 

example, was available at Silikwe Irrigation Scheme, an arrangement whereby 

beneficiaries were expected to buy the fuel for running the backup system. The ET 

however found that beneficiary contributions were not able to bear the high cost given 

the quantity of diesel required to adequately pump water for such a large scheme. The 

group members were only buying small quantities of diesel whilst stating that the solar 

system was ineffective to fully utilise the installed drip system. A technical solution to 

this situation, for example, an all-weather solar panel system or installation of back up 

solar power storage batteries, were, according to the District Government Irrigation 

Department and PA engineers, prohibitively expensive. One solution was suggested by 

Foster Irrigation, namely, increasing the number of water storage dams on site, and 

pumping water into these during daytime when sufficient solar radiation is available. 

Another option, suggested by the ET from previous experiences, is a business model 

whereby irrigator marketing committees engage in a commercial partnership 

arrangement on a portion of their scheme’s land, with the aim to boost production and 

thereby strengthen their financial capacity to construct additional storage capacity and 

extend their drip lines. 

The use of diesel generators was not planned in the original project design, but there 

was a big challenge around water use efficiency due to continued use of flood irrigation 

along with issues concerning the scheduling of irrigation. Due to the disrupted 

implementation of the project, installations took place towards the end and there was a 

lack of time to improve practices and adjust cropping pattern. There now remains 

around six months to address these issues. The advice provided by the Government’s 

Agritex offices tends to be very rigid2 so PA’s staff need to be able to influence this 

 
2 It was reported by PA that the government’s extension agents are promoting crops such as maize, 

wheat and beans for the larger irrigation schemes as these are good for food security. These crops 
have a guaranteed market from the Grain Marketing Board. However, the ET understands from gross 
margin analysis (Maize @ 5t/ha approx. US$600/ha, wheat @ 5t/ha approx. US$184/ha) that these 
crops are not profitable for a smallholder farmer. Neither are they profitable for large scale farmers 
unless cropping more than 300ha and achieving yields above 10t/ha. Smallholder farmers are better 
off producing high value horticultural crops on small land allocations, but horticultural crops have no 
organised/formal market for larger outputs. 
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and to build up the communities’ confidence so they are able to better demand the 

services they need. 

• What are the views and attitudes of the communities towards irrigation 

and drip irrigation, in particular? 

It was evident from the FGDs and monitoring reports that smallholder farmers were 

accessing the newly installed solar driven irrigation facilities despite the teething 

problems of adapting to a new technology. These schemes, all of which were pre-

established, had struggled to produce crops prior to the project intervention, and some 

of them were almost non-functional. The project breathed some life into the schemes 

through solar pumped water and there was evidence of increased interest in the 

irrigation schemes from non-participants, as evidenced from dryland farmers and at the 

validation workshop. Access to irrigation was through membership to the irrigation or 

garden schemes, only. The irrigation and garden groups are the de-facto owners of the 

schemes and assets there in, and are responsible for their security and maintenance. All 

groups are properly constituted and access to each scheme is guided by a constitution.  

The FGDs indicated that there were non-project beneficiaries interested to join the 

schemes but, due to limited land and water the current beneficiary groups were not 

admitting new members. The land allocation per member varied according to the 

scheme size but on average each member had between 2 to 7 drip lines of irrigated 

crops per block. This allocation of lines per block ensured equitable access to water for 

all members.  

The larger schemes were also still using some flood irrigation practices. The project 

targeted to put 40% of this land under the drip system, the remainder was meant to use 

the conventional flood system. This evaluation however observed that, whilst some of 

the farmers were reported to have resisted adoption of the drip technology at inception 

of the project, all groups participating in the schemes visited expressed their interest to 

expand the land under the drip system mainly because of the labour-saving benefits of 

the technology.  

Although the planned target of smallholder farmers accessing solar powered irrigation 

was largely met, the Evaluation Team observed that there was a significant percentage 

of underutilised irrigation land in all the schemes visited. The ET understood from the 

farmers, PA, and solar system supplier that the key determinant of land utilisation was 

availability of water. It was noted that in most schemes the current irrigated land was 

somewhat more than the water supply available, especially underground water.  

The solar systems installed were therefore such that they matched to the quantity of 

available water, which in many cases was unable to cover the existing land blocks.  

For example, a garden of one hectare or more may have available water supply capacity 

to cover 0.8 hectare, and would therefore have a pumping system designed to match 

that water availability. There was a sense from the farmers consulted (e.g. at Qhubekani 

and Bhopoma) that water was available underground but that the pumping system was 

a bottleneck. On the other hand, the installation supplier pointed that in effect, the water 
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was less than the ideal quantity required to cover all land on the schemes in question. 

It appeared that there was a gap in understanding and a need for a longer period of after 

sales support, in order to foster the working relationship between farmers and the 

technical service providers, including the equipment suppliers. 

Crop diversity: All four irrigation schemes and five gardens that were visited had a 

variety of crops (maize, tomatoes, sugar beans, carrots, butternut, onions, cabbage and 

other leafy vegetables) on the land and had part of their crop under drip irrigation.  

The FGDs conducted indicated that their cropping programmes were influenced by 

market demand. The ET observed that the quality of production on the smaller schemes 

and gardens was significantly better than on the two larger schemes. Water shortages 

and management of available water were some of the reasons advanced by the farmers 

for this discrepancy. However, there was also evidence of fertility deficiency in a maize 

crop at the 20 hectare Silikwe irrigation scheme, which was flood irrigated. The farmers 

stated that they lacked adequate fertilizer and leaching occurred due to the use of flood 

irrigation. 

 

• Are farmers familiar with and effectively using soil conservation 

techniques along with other appropriate climate smart technologies? 

Dry land famers use Conservation Agriculture ‘field pit’ techniques3 to harvest and 

conserve water thereby reducing runoff and to protect from soil erosion. These skills 

have been learnt from trainings provided by the REAP project, and other programmes 

including Agritex.  

Under irrigation, the sequencing of training and demonstrations of best practices for 

crop production using drip was not coordinated well. The training on crop husbandry 

concepts under the drip system was done before the installation of the new equipment, 

due to the time-consuming standard procedures. This tended to compromise 

proficiency, for example, taking care of drip lines so that they last their normal lifespan. 

The irrigators stated that this could have been addressed by practical training directly 

using the various gadgets. They emphasised that “adults learn more from doing things 

rather than being given theoretical concepts”. 

The ET however witnessed some farmers practicing moisture preserving techniques 

such as mulching at Goodhope and Wake-Up gardens in Gwanda North.  

• Do the beneficiaries have effective access to finance? 

Internal Saving and Lending (ISAL) groups were the entry point for strengthening the 

finance assets in communities targeted by the Project. ISAL’s foster collaboration and 

 
3 Planting pits are used as a rain harvesting method to prevent water runoff and thereby increase water 

infiltration and reduce erosion. Holes are dug 50-100 cm apart at a depth of 5-15 cm. These planting 
pits are most suitable on soil with low permeability, such as silt and clay. They are applicable in semi-
arid areas for growing annual and perennial crops (such as: sorghum, maize, sweet potato, etc.). 
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peer learning which is important for enhancing resilience, for example, providing 

contributions to health clubs and funerals costs. ISAL contributions were per member, 

but were still low at around $1/month. Access to finance through ISALs is however 

very effective as members can borrow at any time (convenience) and in close proximity 

to where they live. Access to Micro Finance Institutions was very limited, with no 

group member having benefited from being a customer. MFIs that are established in 

the area emphasise affirmative values of supporting women and other disadvantaged 

groups, but were reported to be overwhelmed by requests for assistance, for example, 

the Women’s Micro Finance Bank. 

The ISAL Model has been a useful vehicle for assessing and exploiting opportunities. 

Dryland groups selected chicken and goat enterprises as a way of growing their 

livelihood asset base. Financing of small livestock strengthen livelihoods through 

providing a facility for purchasing improved genetic lines of chicken, goats and grains. 

Farmers at Bethel in Ward 14 reported 90:10 (REAP:farmers) contribution ratio for the 

purchase of a Kalahari Red Goat buck; and 100% own contribution on other expenses 

such as the maintenance fund for irrigation schemes using accumulated savings.  

A similar arrangement was reported by the successful Ntuthuko Women’s chicken 

project in Ward 5 (see Photo 6 below).  

Photo 6:  Successful Women’s Chicken group: Ntuthuko ISAL in Ward 5 
using an incubator hatchery to produce day -old chicks for sale .  
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It should be noted that contributions to maintenance funds were relatively substantial 

in some of the irrigation schemes visited. 

 

• To what extent are farmers accessing profitable markets for their 

produce? 

REAP’s interventions tackled the issue of poor market linkages through provision of 

training to all irrigation and garden schemes in marketing and farming as a business. 

All the irrigation/garden schemes visited had a marketing function in their structures, 

such as the presence of a marketing person responsible for exploring both local 

community markets and further afield markets like Gwanda Town and even Bulawayo. 

It was evident during the FGDs that capacity building (technical knowledge and skills) 

provided in marketing had influenced decision making on cropping programmes, 

including choice of crop planting times. The marketing focal persons, mostly women, 

were able to articulate the relationship between market needs/demand, and their 

cropping programmes.  

Currently all the schemes are predominantly supplying local markets, although they 

sometimes explore wider markets. The FGDs reported that local markets pay better but, 

have low off-take; whilst the bigger, Gwanda or Bulawayo markets took bigger 

volumes at relatively lower prices. 

These results present a sense that smallholder value chains in Gwanda District (and 

perhaps the country) are generally under developed. That is, they are not working 

efficiently. The farmers still face market related challenges despite the training 

facilitated by the project. Smallholder farmers for example, produce small surpluses, 

have limited economies of scale, and have weak negotiating power when they engage 

with other market actors. There is a need to develop a local market hub with capacity 

to support farmers through facilitating aggregation and bulking of produce, as well as 

negotiation for favourable prices with the formal markets. 

Horticulture commodities are generally perishable and thus require prompt distribution 

to intended end-market destinations. Some gardens visited during the current 

evaluation reported over supply of leafy vegetables in local markets with a consequent 

significant drop in price. The gardeners noted that the same situation may also obtain 

in the Gwanda market, for example Qubekani, Zenzeleni and Bhopoma experienced a 

two thirds price fall earlier this year (2021) on leafy vegetables. 

The other market related challenges faced by farmers were high costs, lack of transport, 

local authority licensing requirements for participation in urban markets, along with 

Covid-19 travel restrictions. High transaction costs rendered participation in markets 

unviable and restrictions simply stifled the distribution of commodities to the market. 

Regular buyers could not travel to schemes, whilst on the other hand farmers found it 

difficult to take their produce to preferred markets due to the Covid-19 lock-down 

measures.  
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• To what extent did the overall management system of the irrigation scheme 

contribute to results/performance of the irrigation scheme?  

Facilitation of investment in solar powered irrigation systems enabled farmers to 

produce crop commodities for consumption and sale all-year round. This outcome 

enhanced resilience against climate change effects among households participating in 

the project and for those not involved but living in the neighbourhood. The latter 

benefitted through their ability to purchase commodities produced from small gardens 

and medium to large irrigation schemes. Thus, the project has built capacity to 

withstand climate change induced shocks and stresses at both household and 

community levels. Generally, all groups participating in irrigated gardens and schemes 

had a functional Irrigation Management Committee (IMC) supported by defined task 

sub-committees/members (e.g., marketing, operations, maintenance and security). 

There was evidence of Youth and Women’s participation in leadership, although youth 

numbers were generally low and more women needed to be included in forefront 

positions (such as Chairperson). One of the underlying barriers is the hierarchical 

culture wherein men are traditionally seen as leaders or heads of the household. There 

is a transition taking place due to the drive from development programmes. This 

evaluation found cases of women leading irrigation scheme security and technical 

maintenance teams. For areas like Gwanda where men migrate to seek work away from 

home, it is expected that this number will grow over time. 

The ET’s observation and feedback from Agritex field staff was that the performance 

of irrigation schemes depended to a large extend on: the leadership and structures in 

place, the size and complexity of the irrigation scheme, and water availability. The 

larger the irrigation scheme the more complex issues, for example, water scheduling, 

organisation, politics, bigger surplus to market as well as the collection of maintenance 

contributions, that the IMC has to deal with. If, for example, there are water shortage 

issues (boreholes not producing sufficient water) this adds to the challenges of a 

voluntary IMC. The project invested in capacity building for these IMC structures and 

this has contributed significantly although it appears there is a size and complexity 

threshold as to what can be effectively managed by a voluntary smallholder IMC. The 

evaluation observation was that gardens and smaller schemes of 1 to 5 hectares were 

performing better and were well within the capacity of these IMCs to manage. 

However, the government’s current thrust for developing irrigation schemes is to 

commercialise the larger irrigation schemes in the District and bring in government 

management through the Agricultural and Rural Development Authority (ARDA). It is 

not clear how sustainable this would be given the track record that has witnessed some 

such schemes become dysfunctional.  

 IMPACT 

• To what extent has the Project generated, or is expected to generate, 

significant positive or negative, intended or unintended, high-level effects? 
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Productivity under irrigation systems: Farmers accessing newly installed irrigation 

facilities increased their productivity by increasing their crop yields as well as by 

cropping at least twice per year. Although it was difficult to get specific figures on 

yield, most farmers reported increased quantities when compared to past experience.  

A few farmers, for example in Reinetsi Irrigation and Zenzele Garden, indicated that 

their production had risen by two times from what they used to produce using the 

labour-intensive head-loading watering system from the river or dam, which is done in 

most cases by women. The monitoring reports provided by PA show that for irrigation 

farmers, yield increases went up by 123%. Yields for crops such as butternut, leafy 

vegetables, onions, sugar beans, tomatoes and water melons are higher as compared to 

baseline levels. For instance, the yield for leafy vegetables was 1.7 tons/hectare at 

baseline relative to 3.8 tons/hectare now; onions were 0.3 tons/hectare at start versus 

9.5 tons/hectare at end; butternut 0.1 tons/hectare compared to 1.9 tons/ha; and, tomato 

yield that started at 2.2 tons/hectare averaged 26 tons/ha (see graph below).  

Graph 1 :  Comparison of yield at baseline and after REAP’s intervention 
(Source: PA Narrative Report ,  Apri l  2021)  

Good agricultural practices and access to extension services: All the FGDs in 

gardens and irrigation schemes reported that they received training in good agricultural 

practices (GAPs), on crop choices and rotations, and conservation agriculture and 

mulching to conserve water. There was evidence that the farmers were working closely 

with extension staff and applying some of the recommended practices for example, 

crop diversification and rotation. Farmers however found access to inputs a challenge 

and relied on government and project inputs. Although farmers reported that they 

applied organic manure, they had insufficient material for adequate mulching of the 

soil. There was evidence in some of the schemes visited (those on sandy soils) that the 
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maize growth was not sufficiently vigorous, a possible indicator that it had insufficient 

basal fertilizer. Inability to access seeds due to high cost is one major factor preventing 

farmers from using recommended crop varieties. 

Cropping throughout the year and increased reliability of cropping: The project 

intervention enhanced the capacity of the garden and irrigation schemes to crop 

throughout the year. All the schemes visited in October 2021, which is the middle of 

the dry season and hottest month of the year, had a diversity of crops at different stages 

of growth, this being an indicator of the farmers’ ability to crop throughout the year. It 

is also an indicator of increased reliability of the water delivery system despite the 

teething problems expressed by farmers.  

• To what extent have the economic wellbeing of women and youths been 

uplifted? 

Enhance capacity of women to earn regular income from crops: A reliable solar 

water pumping system is not only enabling female farmers to produce food for their 

own consumption but is also enabling them to earn income throughout the year from 

horticultural produce for example leafy vegetables, tomatoes, onions, carrots, butternut, 

sugar beans and green mealies. Most schemes had vegetables for sale and green mealies 

targeted to go on the market in mid –November. Women are empowered when they are 

able to earn their own income and shape the decisions that affect their lives.  

Drip irrigation is labour saving, allows to do other things! (ku-Belula!): Across all 

the groups consulted this was one of the most significant changes expressed by women, 

it liberated them from heavy lifting of water (mostly head-loading) from river or dams 

to their irrigation land. The drip system was also considered to be more inclusive 

development as even lazy ones or the elderly get something as it irrigates the whole 

block at the same time. 

Productivity under Dryland (Rainfed) Systems- Dryland farmer groups visited 

reported that farming under this system remained very uncertain and risky given the 

erratic weather patterns. They acknowledged however, that practicing conservation 

agriculture enhanced productivity thereby enabling them to adequately provide food 

for their families for a little longer period (approximately 3 months compared to 1-2 

months before project inception).  

• Is there any evidence that these irrigation systems have a positive or 

negative impact on ground water levels? 

In Gwanda District, water is the biggest challenge and the number of dry holes (as 

reported by the PA agricultural engineer) experienced during the drilling of test 

boreholes reinforces the point that water is a big problem. There is no doubt that with 

consecutive droughts the water table has fallen and the project had to adjust the 

threshold (as defined in PA’s contract with the contractor engaged to sink the 

boreholes) from 2 litres/second to 1 litre/second for the irrigation schemes and from 1 
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litre/second to 0.5 litre/second for the garden schemes. This is a further indicator of the 

underground water problems in Gwanda. Any borehole that failed to meet the 

respective threshold did not meet the contractual requirement. 

“The farmers are unhappy because they think the solar system is not performing 

efficiently but the issue is that the water table is going down” remarked the 

representative of Forster Irrigation Systems that installed the technology. 

The Provincial Meteorological Officer was emphatic that the solution lies in 

environmental management and ensuring that the country harvests surface water in 

dams and stops siltation of dams this way there will be sufficient water as well as 

recharging of underground water. He added that “There is need for conservation works 

and stop the riverbank cultivation and clear the confusion between mining, 

environment and agricultural ministry mandates.” 

 SUSTAINABILITY 

• To what extent will the net benefits of the intervention continue, or are 

likely to continue? 

The positive productivity results arising from implementation of REAP suggest that 

the project somewhat contributed to sustainability.  

Some key pointers to this observation are as follows: 

Increased yields: Irrigation farmers reported increased yields, labour saving, and 

access to water saving technology. They affirmed that they would like to retain these 

benefits. Dryland farmers also confirmed that the project’s interaction with them 

promoted ISALS thus, strengthened their capacity to diversify into other sources of 

livelihood such as chicken and goats which are adapted to the local environment.  

The project activities enhanced sustainability through actual benefits and motivation of 

farmers.  

Water availability is the key determinant: It was evident from all the stakeholders 

consulted that availability of water was the key determinant of sustainability of these 

schemes. Although the schemes reported shortage of water, they all had a crop during 

the evaluation at the peak water shortage period of September to November which is 

an indicator that the schemes had access to water especially underground water 

although this may not be sufficient to fully utilize the available irrigable land. 

Maintenance Capacity: The FGDs indicated that scheme members acquired 

knowledge and skills to maintain their new water delivery system. It is reported that 

the assets are already outside their guarantee period. 

 “If we kept the scheme going by head loading water, what more with a system 

that makes life easy for us!” was the response of the Good Hope group.  
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There was a sense that the groups are committed to maintaining schemes, they 

understood the value and the changes that the project intervention brought to their lives. 

All schemes consulted had set up a maintenance fund that each member was 

contributing to, for example Reinetsi members were reportedly contributing 

approximately US$ 6 per month towards their maintenance fund. 

IMC structures in place: The irrigation management committee has the overall 

responsibility for running the garden/irrigation schemes and schemes have these 

structures in place and were the focus of training support. The ET observed that the 

smaller schemes, 0.8 to 5 hectares were less complex than the large 20 hectare schemes, 

and as a result appeared relatively easier to run. There was a sense from the extension 

staff that the larger schemes had more politics and therefore less cohesion compared to 

the smaller schemes. 

• Did the community financial contribution result in any inclusion or 

exclusion errors in beneficiary targeting? 

There was no evidence of exclusion of members arising from the requirement for 

financial contributions. The groups were accommodative and had flexible terms of 

payment, including in kind. For example, some members at Baitsepile in Ward 14 

presented goats when they had to contribute to the purchase of the improved Red 

Kalahari breed buck. The groups were required to contribute 10% with the project 

contributing 90% for livestock purchases. 

The design of REAP did not include any contribution to the considerable cost of the 

irrigation equipment, because the District Council felt that people would struggle to 

pay due to drought. Subsequent projects designed by PA do require a contribution, and 

senior management have stated that this makes a big difference: a financial contribution 

of 10% is paid by community members directly to the contractors. To raise this money, 

scheme members may have to sell some chicken or goats, and demonstrates a 

significant commitment on their part. Some contributions of labour and local materials, 

such as stones, for construction work, were reportedly made under REAP. 

• Are there any alternative approaches that will ensure community 

contribution as well as no exclusion of deserving beneficiaries? 

Currently the ISALs assist group members to access small loans to address financial 

obligations they may face in the scheme. Women in Silikwe Irrigation indicated that 

the WASHE income generating projects, whereby they have been taught to make floor 

polish and sanitizers for sale, have come in handy to avail cash which they use to meet 

day to day needs. Above all, sales of commodities produced on schemes also help.  

It was however clear that the financial obligations are still small and must grow over 

time, especially when the need to replace irrigation assets is due.  
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It will be prudent to develop multiple strategies aiming to grow scheme funds. Some 

of the identifiable approaches are as follows: 

Inclusive Business Models which bring partners that would support input supply and 

assure end-market demand. The arrangement must be formal and define how both 

parties benefit. A potential party to such arrangements with farmers could be tourist 

facilities and the tourist authority, as they may aim to ensure that local people have a 

stake in a successful tourism industry through the supply of fresh, locally produced 

food. 

Creation of a commercial component on a portion of the scheme land, with all scheme 

members formally entitled to a defined dividend, but allowing its operation to be in the 

hands of professionals capable of producing good results. 4 

 

• A closer look into the youths who were part of the Project: What is their 

perception on participating in the Project and was it worth their 

investment of time and money? 

The younger beneficiaries (below the age of 35) were clear that they prefer projects 

with short cycles and which have a high probability of making money. They also prefer 

working as a group of youth rather than mixed with older adults, as that creates 

problems for assigning duties. Culturally, it would be difficult for a young person to 

instruct an elder to carry out a duty, even if it is their responsibility. However, they do 

accept mentoring facilitated by the elders for the advantage of leveraging on their life 

skills and experiential wisdom. A significant number of groups now recognise this view 

from youth, and some have created space for young people to choose the type of 

projects they want to do, and work separately (for example, The Goodhope Garden 

Group has adopted this approach). 

The reality at present is that many young people are migrating away from the region in 

search of better opportunities. Their decisions on whether to return will be based on 

their long-term financial and lifestyle prospects.  

• Are installation and maintenance costs of the solar powered drip irrigation 

systems financially sustainable/profitable and is the technology likely to be 

replicated beyond the clusters directly supported? 

With the exception of Silikwe irrigation, most installations were made during the third 

year of the project in 2020. This was due to delays emanating from purchasing 

procedures. It would therefore be premature to assess financial sustainability from the 

results obtained so far. The Covid-19 situation brings in further complications whereby 

 
4 Under the new Land Reform ‘commercial farmers’ (or A2 farmers) tend to be better connected and 

more aware of the latest ideas. Some of these farmers have entered partnership agreements with ex-
commercial farmers and these seem to be working well. In fact, Silikwe Irrigation scheme had a similar 
partnership arrangement that worked well until the ex-commercial farmer left the scheme after a 
couple of years. 
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access to markets became a big issue. The positive preliminary results in terms of 

removal of drudgery, increased yields, and farmers’ motivation, all point to the 

potential for replicating the technology beyond the clusters currently supported.  

The indications are that the project’s technology as installed is not financially 

sustainable, (except where they are growing high value crops such as potatoes, 

tomatoes and moringa5 with gross margins per hectare of US$ 15,800, $15,150 and 

$325,00 respectively). The cost of the technology is high and the number of 

beneficiaries very low, even allowing for wider community benefits in terms of 

increased locally sourced fresh food and increased availability of drinking water.  

However, the cost of solar is coming down globally, and over time alternative means 

of deploying the technology will inevitably emerge. PA and other organisations are 

already conducting further pilot projects in this regard and some other large donors are 

undertaking solar PV programmes. For a region such as Gwanda, solar photovoltaics 

as a source of electricity is perhaps the best and only option.  

• What capacities and relationships were developed to sustain the effective 

functioning of the irrigation schemes? 

All schemes visited had properly constituted and functioning Irrigation Management 

Committees (IMCs) in place. Marketing Committees are in place and are engaging with 

the wider market within the current limitations. From the FGDs it appears that they still 

need to mature in terms of thinking strategically and giving guidance to members of 

the schemes. 

The IMCs and marketing committees are important and the project invested in 

building their capacity. The members were able to articulate what they are now doing 

to access local and wider markets. The critical issue is the business model of the 

horticultural value chain, which makes it difficult to predict the actual 

volumes/quantities and qualities required by the market and best timing of production. 

This is beyond training and capacity building initiatives; it is about the emergence of 

intermediary entrepreneurs or agri-business hubs that work with these schemes to 

support them to produce specific types of crops with the right quantity and quality for 

a pre-determined market. Horticulture like any other business requires minimum levels 

of predictability which is currently not there in the open market dominated by predatory 

and itinerant market actors, rather than long term inter-dependent market actors 

genuinely interested in a stable supply chain. 

  

 
5 Moringa oleifera can be cultivated for its leaves, pods, and/or its kernels for oil extraction and water 

purification. It is a fast-growing, drought-resistant tree native to the Indian subcontinent with a common 
name of ‘drumstick tree’.  

https://en.wikipedia.org/wiki/Drought
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 GENDER AND YOUTH 

• Were gender perspectives/considerations reflected in programme 

objectives and design to address the needs, priorities and constraints of 

both women and men, and in the identification of beneficiaries?  

Gender perspectives were considered and reflected in REAP’s objectives and design as 

demonstrated by the goal of having 75% of the project’s intervention effort successfully 

targeted towards female members. The Women Affairs Community SME Development 

Officer interviewed for this evaluation noted that REAP interventions had the 

following attributes which demonstrated consideration of gender perspectives:  

a focusing on agriculture where the majority of rural women work; reducing the farm 

work load and enhancing convenience through drip irrigation; strengthening ISALs to 

improve access to finance by women; aiming to improve access to markets which is 

problematic for most rural women producing agricultural commodities; promotion of 

climate smart agriculture as a way of contributing to food, nutrition and income security 

which is a huge responsibility for all mothers in a household; and promotion of 

leadership by women in IMCs. Irrigation and Garden members attested to the fact that 

REAP had been open to include women, men and youths in their activities. 

For youth, the project had the intention that 30% of beneficiaries would be aged below 

35 years. However, the actual achievement was just 13%. The reality for youth is that 

the financial returns from agriculture remain low and the work involved is hard. Many 

young people are attracted to work in neighbouring countries where they perceive 

opportunities to be greater and perhaps the lifestyle is also more attractive to them, as 

compared to a very rural area with limited choices.  

• How was gender equality integrated into the design, planning and 

implementation of the intervention? Was this successful? 

Gender equality was integrated in various ways as described above. The project was 

successful in laying a foundation for achieving its objectives through the involvement 

of 75% women in the target activities. It will however be necessary to devote more 

time to complete the unfinished business of fully integrating women into group 

decision-making processes and ensuring that they are fully engaged in leadership 

positions. The majority of IMC members, for example, are women but few of them are 

in position of Chairperson within their groups. 

PA have been using the Gender Action Learning System (GALS) which is adopted 

from a programme funding by the UK’s Foreign and Commonwealth Department 

(formerly DFID) in Manicaland. A gender adviser trained Government staff and other 

stakeholders. The approach looks at the issue of gender from the perspective of whole 

families. But this approach requires more time than was available due to the extensive 

delays that occurred and the Covid-19 pandemic. 



4  F I N D I N G S  

 

 
35 

 ENVIRONMENT 

• Have REAP’s interventions resulted in any positive or negative impacts on 

the local environment and communities’ resilience to climate change, 

foreseen or unforeseen? 

Due to the unavoidable delays throughout this project, it is not possible to determine 

whether the project will have any environmental impacts. In addition to which, the 

types of positive impacts that could be anticipated, such as improvements in soil health 

and lower extraction of groundwater (due to the use of drip irrigation) are very difficult 

to isolate from other unrelated impacts, and they are impossible to measure given the 

relatively small size of this intervention.  

The training and financial resources provided to the beneficiaries should enable them 

to increase their resilience to climate change, at least in the short term. 

Gwanda like most districts in the country faces environmental challenges, for example 

degraded landscapes and silted rivers and dams. Although the Meteorological 

Department did not have current figures they indicated that the following hazards had 

increased significantly: drought-long dry spells, flooding, strong winds, heat, 

lightening, pests and diseases (e.g. in Sukwe) contributing to increased food insecurity 

in the region. They stated that there was evidence of significant siltation of dams and 

rivers which consequently reduced the storage capacity by these dams. There are about 

1600 dams in Matebeleland. The siltation of dams and rivers is blamed on poor 

agricultural and environmental management practices. The REAP interventions 

promoting conservation farming and developing the capacity of local community 

institutions (IMCs, ISALs, and traditional leaders) to take care of their own assets is a 

positive contribution to environmental management. Project participants are aware of 

the need to reverse the environmental degradation. However, the REAP project 

initiatives were at a scale that is not sufficient to make a material difference at the 

catchment level. 

The solar pumping systems from boreholes and dams were considered to be positive 

and did not have any observable negative impact on the environment given the current 

small water abstraction rates. However, the Meteorological Officer indicated the need 

for more effective ‘water harvesting’ to ensure recharging of underground water given 

the high frequency of droughts in the district. The high frequency of long dry spells  

(3-4 years out of the last 5 years) were blamed for the water table going down during 

the hot dry season (August-November). 

The evaluation explored the extent to which the project has succeeded in 

promoting the adoption of climate smart agriculture, including skills and 

technology, and whether this strengthened the resilience of beneficiaries to 

climate change. 
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Vulnerability to climate change and other economic disruptions touches on all aspects 

of the REAP project. In this regard, the following key findings of the evaluation are:  

i. All schemes visited had solar installations and the groups were using them to 

different levels of success as described above. 

ii. All the irrigation schemes had a drip irrigation component. Farmers would now like 

the drip area to be expanded after seeing its benefits. 

iii. Utilisation of installed capacity for the big schemes is around 50-60% of the 

available land, while the gardens have higher utilisation levels (around +90%). The 

reasons for lower utilisation are: inadequacy of drip lines, limited power generation 

especially on cloudy days and, a design issue in the large Silikwe blocks. All 

schemes reported that the available water was not adequate to fully utilise their 

land. 

iv. Capacity tests of boreholes versus the reality on the ground: it was reported that 

there is less water available than was projected. The tests had been done correctly 

at the start of the project, but a drought intervened. Technical knowledge to predict 

the long-term impact of climate change is problematic, as the underground water 

table is difficult to monitor. Monitoring of wells is much easier as there is a visual 

indicator. 

v. Schemes visited did not provide information on their Ward’s disaster risk reduction 

plans, however District officials confirmed these to be in place, although their 

functionality needs strengthening. Risk Reduction plans are strengthened through 

creating awareness and facilitating participatory processes whereby communities 

identify hazards affecting them. They identify possible solutions/strategies which 

lead to the development of Disaster Risk Reduction plans. It is necessary to create 

structures to spearhead Community Managed Disaster Risk Reduction strategies 

and in this regard water shortage is a prime example of a major hazard in Gwanda 

District. The process should encourage community commitment to solving 

common problems  

vi. The REAP Project introduced WASHE (Water and Sanitation and Health 

Education) activities, which women enthusiastically shared and want to continue. 

The WASHE projects bring in new skills and business opportunities in that they 

are based around Covid-19 prevention. They strengthen local skills in making 

products like floor polish and sanitizers which are in high demand in rural 

communities and serve to generate income. 

 REAP EVALUATION VALIDATION WORKSHOP 

A validation workshop of around 40 persons was held in Gwanda City with 

participation from selected group members, representatives of all the involved 

government departments, Council representatives and other local stakeholders. The key 

points from the validation workshop are summarised below: 

i. The participants noted that the key challenge for Gwanda is shortage of water. 

There is increasing competition for water between domestic, livestock and 

irrigation uses. They observed that the under-utilisation of irrigation infrastructure 
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is due to inadequate water to cover the available irrigation land. For example, in 

Sukwe irrigation the under-utilisation of land is due to insufficient water available 

to irrigators with an average of 0.2 hectare allocations compared with gardeners 

that have allocations as small as 100m2 per member.  

ii. Workshop participants noted that a lot more support (learning by doing) to IMC’s, 

particularly for the larger schemes, is required for sustainability of the schemes. 

iii. The female participants noted that the migration of men to work in neighbouring 

countries was an opportunity rather than a challenge. It offered women the 

opportunity to realise their full potential without limitations/restrictions from their 

husbands. They also noted that women carry a huge burden in rural areas and that 

such interventions (reliable water and drip irrigation) that reduced their burden and 

increased their capacity to farm throughout the year improved their resilience to 

cope with shocks in their environment. “Women and their families are enjoying 

fresh vegetables throughout the year” stated one female participant. 

iv. The problem of poor farm record keeping was the result of low levels of education 

amongst the women farmers: “The majority of irrigators are women and find it 

difficult to keep records of their farming activities but they were trying,” an Agritex 

field officer stated. 

v. Food and nutrition were greatly enhanced by the intervention given the crop 

diversity and reliability of production throughout the year. The workshop however 

noted the need for more nutrition education within the communities, for example 

small grains are being promoted for their drought tolerance rather than their high 

nutritional content. 

vi. Smallholder market value chains remain relatively underdeveloped and there is a 

need for building value adding capacity at the local level, including improving the 

quality of locally processed mufushwa (dried vegetables). 

vii. A real sense of ownership at community level determines sustainability of the 

benefits of these interventions, so there is a need to involve Village Heads to 

enhance sustainability. 

viii. Solar Incubators: “There is a need for more technical support for efficient 

operations. Breakdowns take too long to resolve and as a result, commodities (e.g.; 

eggs under incubation) are lost. There is a need for readily accessible technicians 

to resolve the problems,” stated a women’s poultry group representative. 

ix. The Lead Farmer approach for promoting drip technology is appropriate. 

x. There was a consensus on the view that there was a need to conserve water and that 

all technics that help the District to harvest and conserve water must be pursued, 

including water storage.  
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 5 Conclusions 

Implementation of REAP has triggered positive changes in crop yields leading to 

improved food security and enhanced incomes. Human capital has been strengthened 

to promote market linkages and there is improved access to finance thereby enabling 

small investments in other income generating projects. Infrastructure development has 

strengthened the livelihood asset base of a limited number of smallholder families. 

Enhanced institutional capacity of IMCs enables better coordination and strategic 

direction of the irrigation schemes, and ultimately enhanced resilience to climate 

change. It is concluded that the changes brought about by REAP are however at an 

early stage, and hence will require further nurturing. 

The following conclusions can be drawn:  

Effectiveness 

Procurement delays: There were significant delays in procurement of project input 

goods and services such that this affected the effectiveness of training of farmers on 

the operation and management of the new irrigation systems. Project participants 

indicated that “adults learn more by doing” and this was limited as most installations 

were done mid 2020 after relaxation of Covid-19 restrictions. There was then limited 

time to work with farmers and test out the systems before the project came to an end, 

fortunately the project was granted a no-cost extension that mitigated this challenge to 

some extent. 

i. The Covid-19 restrictions affected both: project implementing partners and the 

farmers. Implementers could not effectively work with farmers as planned and the 

farmers could not market their crops freely due to transport restrictions. 

ii. Drip irrigation was introduced by PA in order to demonstrate its effectiveness on 

the basis that farmers could then purchase additional drip lines. The aim was to 

influence communities and to build their levels of confidence, enabling them to 

demand change from their Government extension workers. This requires more 

time. PA is now exploring other funding opportunities in Gwanda as well as 

conducting a new study which will inform future design and enable support to be 

provided to more communities, and thereby enabling them to be more effective and 

confident. 

iii. Sources of water, both surface and underground (dams and boreholes) have been 

badly neglected over recent years and must be better protected through effective 

land management techniques. More needs to be done to promote best practice in 

catchment area management to ensure water harvesting and efficient utilisation of 

available water.  

iv. There is need to keep farm productivity records over sufficiently long periods in 

order to allow for analysis of viability of these schemes and inform decision making 
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going forward. Smallholder farmers need to be assisted to develop simple record 

keeping systems but, capable of providing the critical information required to 

analyse businesses.  

 

Sustainability 

i. The design of these schemes may lack sustainability, especially the larger plots as 

the technology has not been optimised (for example, continued use of flood 

irrigation) and the irrigation and marketing committees required additional support. 

ii. For the larger schemes a business model was lacking to ensure that crops are grown 

and harvested in such a way that they are best matched to market demand, as 

referenced in Chapter 4. Long term and mutually beneficial linkages must be 

developed with the possibility of bringing in investors who are willing to support 

production and purchase the output. This would significantly increase the 

development impact 

iii. In the larger schemes there is the possibility to operate at a bigger scale which 

would enable members to generate sufficient funds, and in turn to plough back 

money for maintenance and future investment. Currently the income is insufficient 

to provide surpluses for future maintenance.  

 

Impact 

i. The benefits of irrigation are high in terms of access to food as these areas are so 

drought prone. Women benefitted immensely from introduction of drip irrigation, 

as the technology eliminated hard labour and created time to do other income 

generating projects. Beyond agriculture there is a need to look at solar photovoltaics 

for micro grids to support more diversified economic activities (some examples 

might be in the service sector such as retail outlets, hairdressing shops and satellite 

television shows, and light industry such as welding and repair businesses) which 

could be viable in these rural communities. Such developments could stem the 

levels of outward migration and help to create sustainable lifestyles. 
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 6 Lessons learned  

The following lessons learnt can be derived from this study: 

Mentoring and support to new technology: Solar pumping systems for irrigation and 

drip systems are relatively new technologies and therefore require a period of 

mentoring and support to iron out teething problems. This mentoring period is 

especially necessary to establish effectiveness and viability of the technological 

package offered to smallholder irrigators and poultry farmers. 

 

Building a sense of ownership of community assets: It has long been noted that 

interventions that have a significant financial contribution from the beneficiaries will 

have a high sense of ownership. It is therefore advisable to ensure that the assets 

provided are not delivered until this contribution has been paid. It is vital to create a 

business model that incorporates this methodology and it is understood that PA has 

required this in subsequent projects, even if the beneficiary families have to sell 

livestock or other assets in order to make their contributions. This fosters a strong sense 

of ownership along with a common commitment to the success of the garden/irrigation 

intervention. 

 

Business models for sustainability: Following on from the point above, donor-funded 

Irrigation schemes have a history of starting well, but then performing poorly or 

stopping once the project phase is over. Donor-funded irrigation schemes should 

explore inclusive business models that bring on-board business partners during the 

project cycle for their technical and input/output market support to ensure mutual 

benefit to the investor and smallholder farmers and their community. Out-grower 

schemes are the best examples of agri-business hubs that may be used to support 

transformation of smallholder communities. It should be noted that the success of such 

schemes from the farmers’ perspective is often compromised due the asymmetric 

power relations between the farmers on the one hand, and the commercially engaged 

and market-driven wholesaler/retailer on the other hand. It is a challenging task to 

ensure that farmers are protected contractually within such an arrangement. 

 

The current government thrust is to raise smallholder irrigation land allocation from 

0.1 hectare per household to 1 hectare in order to commercialise irrigation schemes. 

This represents a tenfold increase in land allocation without a commensurate increase 

in technical and input/output market support! The sustainability of this current thrust is 

in question. This project experience illustrates that 1-5 hectare schemes (with much 

smaller allocations per household) are viable and within the capacity of communities 

to manage on their own. At the same time, the government is promoting conservation 
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farming plots of 39 x 16 meters. It would be more consistent to aim for such plot sizes 

or multiples of that size in promoting community irrigation schemes. 

 

Surface and underground water sources required for sustainable utilisation of 

water: Both surface dams and ground water aquifers require recharging; but there is a 

serious problem of siltation in rivers and storage dams. There is also evidence that some 

of the boreholes are not delivering sufficient water to match the water yield capacity 

tests. This may be an indicator that the water table is falling especially during the driest 

and hottest months of September to December. The de-siltation of rivers and dams 

allows surface water to remain in-situ for much longer time, which results in greater 

percolation through bedrock and hence the aquifers get recharged. 

 

Effective utilisation of the irrigation investment: The bigger schemes of around 20 

hectares have the potential to be fully commercialised which would significantly 

transform communities. This can be achieved through appropriate business models that 

produce market competitive volumes and reduce production costs through economies 

of scale. Such models for example include: inclusive business models /out-grower 

schemes wherein smallholder farmers partner large companies which supply inputs and 

provide end market demand for output, and in turn farmers produce and supply the 

required commodities ensuring volumes and quality. On the other hand, there is 

evidence that the smaller schemes (0.5 to 5 hectare) are well within the capacity of 

communities to manage. These can provide an opportunity for farmers to effectively 

utilise available land for their own consumption with surpluses being sold.  

 

Viability of schemes: Broad measures of viability for these schemes beyond mere 

financial criteria are needed to take into account social, environmental, and economic 

factors. Given the climate change impacts that communities are already facing, 

environmental and economic factors are becoming more important long-term 

considerations. For example, it is important to invest in catchment management and 

other climate smart technologies, such as, renewable energy and efficient water 

management, as part of the irrigation schemes in order to recharge underground and 

surface dams. 

 

The limitations of solar during cloudy days: This issue was frequently mentioned 

and there are technical options to mitigate against reduced solar radiation during cloudy 

periods. The intervention’s design incorporated water storage facilities at the schemes. 

Further analysis is required to work out a solution to the challenge presented by the 

farmers. The solution may include building bigger water storage facilities and more use 

of climate smart technologies like drip irrigation and mulching to reduce evaporation. 
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 7 Recommendations 

The following recommendations are aimed at enhancing the final stages of 

implementation as well as the future effectiveness, impact and sustainability of 

projects such as REAP: 

 

Drip irrigation was introduced by PA in order to demonstrate its effectiveness on the 

basis that farmers could then purchase additional drip lines. The aim was to influence 

communities and to build confidence, enabling them to demand change from their 

Government extension workers. This requires more time and PA must endeavour to 

provide as much support as possible in the closing months of this intervention.  

 

In future projects: 

 
1. The financing models must incorporate contributions by intended beneficiaries, in 

order to foster ownership and commitment. 

 

2. In the larger schemes there is the possibility to operate at a bigger scale which 

would enable members to plough back money for maintenance and future 

investment. Scale and demand are equally important as they both influence net 

profit. Currently, profit is insufficient to provide a surplus for future maintenance. 

 

3. For the larger schemes more attention needs to be given to the business model to 

ensure that crops are grown and harvested in such a way that they are best matched 

to market demand. Long term and mutually beneficial linkages must be developed 

with the possibility of bringing in investors who are willing to support production 

and then purchase the output. This would significantly increase the development 

impact by improving both the growing technology and the economies of scale, 

thereby providing marketing committees with a clearer negotiating position. 

 

4. Sources of water, both surface and underground (dams and boreholes) need to be 

better protected through effective land management techniques. Projects must 

promote best practice for soil protection and water conservation in catchment areas 

to ensure water harvesting and efficient utilisation of water. Some of the most 

important best practices are contour ridging and sink holes to reduce runoff during 

heavy rainfall, gulley reclamation, mulching of soils, increased vegetative cover 

and regeneration of degraded land, grazing and woodland management and 

prevention of wild fires. 
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5. Farm record keeping over a sufficiently long period is necessary to allow for 

analysis of viability and inform decision making going forward. Smallholder 

farmers should to be assisted to develop simple record keeping systems. 

 

6. For irrigation schemes, the benefits of solar powered water pumps are high in terms 

of access to food as the Gwanda area is so drought prone. Beyond agriculture there 

is a need to look at solar photovoltaics for building micro grids to support more 

diversified economic activities. Some examples might be in the service sector such 

as retail outlets, hairdressing shops and satellite television shows, along with light 

industry such as welding and repair businesses, which could be viable in these rural 

communities. Such developments may stem outward migration thereby helping to 

create sustainable lifestyles, particularly for younger generations. 

 

Recommendation: Future Sida Strategy on Environment and Climate Change 

Map 1:  Map of agro-ecological zones in Zimbabwe  

 
Source: Government of Zimbabwe, 2020. 

 

Addressing livelihood challenges, constraints and barriers in the face of climate change 

requires holistic and systemic approaches that improve our understanding of the 

challenges, solutions required and enhance transformation of smallholder communities 

into resilient and sustainable crop and livestock production systems for each specific 

agro-ecological zone. Agriculture depends on water; its utilisation, and conservation. 

Climate change awareness and knowledge is key to the success and future of agriculture 

in Zimbabwe as it affects rainfall distribution and quantities received.  
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Nationally, smallholder crop and livestock production and productivity in Zimbabwe 

has significantly declined over the years and remains too low to sustain agriculture 

dependent communities. There is need for a shift from the conventional approaches 

that are increasing food and nutrition insecurity, to more inclusive community-based 

planning, with innovative local water harvesting and efficient utilisation of available 

renewable energy; and water resources for diversified and integrated cropping and 

small livestock systems. This would increase agricultural productivity and protect 

livelihoods, thus enhancing coping strategies of smallholder communities in the face 

of climate change.  

The recommendation is therefore to invest in water and renewable energy 

resource management. 

This would aim to regenerate degraded landscapes and the rural environment in 

general, to help smallholder communities adapt to climate change. Specifically, this 

could include the following:  

• Invest in improving the large water catchments by replanting their degraded 

landscapes.  

• Improve land and water resource management, with a view to increasing 

agricultural productivity and the coping strategies of smallholder communities. 

• Expand the provision of renewable energy to enhance and protect livelihoods  

• Build on the Gwanda PA solar powered smallholder irrigation experiences and 

prioritise investment in small scale irrigation models (1-5 hectares) that 

facilitate farmers to develop their current landholdings and minimise the 

potential impact from ‘forced’ migration / relocation of farming communities. 

Large scale ‘climate migration’ would entail many contentious issues relating 

to demands for compensation, new land tenure rights, etc.  

• Build on the agro-ecological farming and conservation agriculture concepts, 

currently promoted by government in dryland areas and adapt these to small 

scale irrigation schemes. This needs to be done by working closely with Agritex 

officers along with smallholder communities. 
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 Annex 1 – Terms of Reference 

 

 

Terms of Reference for the Evaluation of Enhanced Agricultural Productivity and 

Resilience to Climate Change through Solar Powered Irrigation (REAP ) 

implemented by Practical Action in Matebeleland South, Zimbabwe. 

 

Date: June 2021 

 

1. General information 

 

1.1 Introduction 

 

The strategy for Sweden’s Development Cooperation with Zimbabwe 2017-20211 

describes the development challenges in Zimbabwe within the environmental area as 

the combination of inadequate compliance with legislation, a skewed distribution of 

land, recurrent climate shocks in the form of alternating droughts and floods and 

scarce energy supply. 

 

Sweden’s work in the area over the strategy period has focused on improved 

livelihood possibilities for the poorest people in the rural areas, especially for women 

and young people, increasing their resilience to both economic and climate-related 

shocks. 

 

1.2 Evaluation object: Intervention to be Evaluated 

 

The intervention to be evaluated is the Enhanced Agricultural Productivity and 

Resilience to Climate Change through Solar Powered Irrigation Project which was 

designed to contribute to sustainable green economic growth in Zimbabwe by 

enhancing agricultural productivity with renewable energy and water efficient 

technologies, in Gwanda Rural District, South Matebeleland. 

 

The project goals were to impact 919 smallholder farming households enabling them 

to increase their incomes and yields by 100%, through participation in horticulture 

and other value chains, have stronger performing irrigation management and 

marketing committees, better access to markets and finance, and increased resilience 

to climate change. 
 

1 strategy-for-swedens-development-cooperation-with-zimbabwe-2017-2021.pdf 

(government.se) 
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The main objectives included: 

• Increase sustainable crop production 
• Increase access to markets 
• Increase finance through the development of Improved Savings and Lending Groups 
• Increase resilience to climatic variability and change 
• Strengthen irrigation management systems 

 

The Embassy assessed that the planned intervention and theory of change was 

adequate to address the current context and problems identified. The theory of 

change is holistic and should lead to outcomes and outputs, primarily increased 

resilience to climatic variability and change, that are sustainable with a high degree 

of local ownership. 

Target groups 

The target communities are poor and especially vulnerable to shocks, food 

insecurity and have limited livelihoods options. Practical Action has ensured the four 

principles of non-discrimination, participation, openness and transparency and 

accountability are enshrined in every aspect of the intervention. 

 

Implementation arrangements 

The project was implemented by Practical Action from October 2017-January 2021. 

Funds budgeted 

The project budget for 3 years of implementation was USD 2,543,843. Sida was the 

sole donor for the project. 

Geographical area 

The project took place in 7 wards of Gwanda District, Matebeleland South, 

Zimbabwe 

Specific issues/challenges that the evaluator should be aware of 

The project duration saw a number of difficulties which effected the entire country 

including two major droughts, economic instability and the onset of Covid 19. 

For further information, the intervention proposal is 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 project has completed three years of implementation which have been 

hampered by drought, an economic crisis and the covid 19 pandemic. Hence the 

project experienced delays and some activities were not able to take place resulting 

in an underspend. The project is continuing on a no cost extension basis with the 
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remaining funds for a period of 1 year. 

 
An evaluation at this point in time will provide insight into the effectiveness, impact 

and sustainability of the project and serve as input into decisions about the future of 

the project as well as for the operalisation of the new Sida strategy for 2022. 

 
2. The assignment 

 

2.1 Evaluation purpose: Intended use and intended users 

 

The purpose of the evaluation is to help the Embassy of Sweden and its partner 

Practical Action to assess the effectiveness and sustainabilty of the Agricultural 

Productivity and Resilience to Climate Change through Solar Powered Irrigation 

Project and serve as an input for decisions around the future of the project. The 

intended users of the evaluation are Sida unit for development cooperation at the 

Swedish Embassy in Zimbabwe and Practical Action. 

The evaluation is to be designed, conducted and reported to meet the needs of the 

intended users and tenderers shall elaborate in the tender how this will be ensured 

during the evaluation process. 

 
During the inception phase, the evaluator 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 scope includes the work of Practical Action From 2017 to 2021 in 7 

wards of Gwanda, Matebeleland South, Zimbabwe. 

 
2.3 Evaluation objective: Criteria and questions 

The objectives of this evaluation are to 

• Evaluate the effectiveness of the REAP Project and formulate 

recommendations on how its management team can improve and adjust 

implementation. 

• Evaluate the impact of the REAP Project to provide background 

information for developing an operationalisation plan for the new 

cooperation strategy. 

• Evaluate the sustainability of the intervention.  

The evaluation questions are: 

Effectiveness: Is the intervention achieving its objectives? 

• To what extent have the planned activities and objectives been delivered? 

• To what extent have the planned beneficiaries been reached? 

• Have any unexpected results been achieved? 
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• Have the M&E system delivered robust and useful information that could 

be used to assess progress towards outcomes and contribute to learning? 
• What is the level of utilisation of the installed drip systems? 
• What are the views and attitudes of the communities towards drip irrigation? 

Impact: What difference does the intervention make? 

• To what extent has the project or programme generated, or is expected to 

generate, significant positive or negative, intended or unintended, high-level 

effects? 
• To what extent have the economic wellbeing of women and youths been 

uplifted? 

Sustainability: Will the benefits last? 

• To what extent will the net benefits of the intervention continue, or are likely 
to continue? 

• Did the community financial contribution result in any inclusion or 

exclusion errors in beneficiary targeting? 
• Are there any alternative approaches that will ensure community 

contribution as well as no exclusion of deserving beneficiaries? 
• A closer look into the youths who were part of the project: What is their 

perception on participating in the project and was it worth their investment of 
time and money? 

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 used2. 

 
 

2 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


A N N E X  1  –  T E R M S  O F  R E F E R E N C E  

 

 
49 

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 i) how intended users are to participate in 

and contribute to the evaluation process and ii) methodology and methods for 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 Swedish Embassy Harare. The intended user is 

the Swedish Embassy Harare. It will approve the inception report and the final 

report of the evaluation. It 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 

All Sida's evaluations shall conform to OECD/DAC’s Quality Standards for 

Development Evaluation3. The evaluators shall use the Sida OECD/DAC Glossary 

of Key Terms in Evaluation4 and the OECD/DAC Better Criteria for Better 

Evaluation5. The evaluators shall specify how quality assurance will be handled by 

them during the evaluation process. 

It is expected that a time and work plan is presented in the tender and further 

detailed in the inception report. Given the situation with Covid-19, the time and 

work plan must allow flexibility in implementation. The evaluation shall be carried 

out between July-October 2021. 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 table below lists key deliverables for the evaluation process. Alternative 

deadlines for deliverables may be suggested by the consultant and negotiated during 

the inception phase. 

 

 

 

 

 

 
 

3 OECD/DAC (2010) Quality Standards for Development Evaluation. 
4 Sida OECD/DAC (2014) Glossary of Key Terms in Evaluation and Results Based Management. 

5 OECD/DAC (2019) Better Criteria for Better Evaluation: Revised Evaluation Criteria 

Definitions and Principles for Use. 
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Deliverables Participants Deadlines 

1. Start-up meeting/ Embassy of Sweden, Practical Action 

Evaluators 

19th July 

2. Draft inception report Evaluators 2nd August 

3. Inception meeting Embassy of Sweden, Practical Action 

Evaluators 

9th August 

4. Data collection, analysis, 

report writing and quality 

assurance. 

Evaluators 13th September 

5. Debriefing/validation 

workshop (meeting) 

Embassy of Sweden, Practical Action 

Evaluators 

20th September 

6. Draft evaluation report Evaluators 27rd September 

7. Comments from intended 

users to evaluators 

Embassy of Sweden, Practical Action 7th October 

8. Final evaluation report Evaluators 15th October 

9. Seminar Embassy of Sweden, Practical Action 

Evaluators 

22nd October 

 

The inception report will form the basis for the continued evaluation process and 

shall be approved by Sida 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 

including how a utilization-focused and gender-responsive approach will be 

ensured, methods for data collection and analysis as well as the full evaluation 

design, including an evaluation matrix and a stakeholder mapping/analysis. A 

clear distinction between the evaluation approach/methodology and methods for 

data collection shall be made. All limitations to the methodology and methods shall 

be made explicit and the consequences of these limitations discussed. 

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 proof read. 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 
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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 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 30 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 

Evaluation6. 

The evaluator shall, upon approval by Sida/Embassy of the final report, insert the 

report into Sida’s template för 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 Programme 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 

In addition to the qualifications already stated in the framework agreement for 

evaluation services, the evaluation team shall include the following competencies 

Team Leader 

• Masters degree and or relevant experience in the fields of agriculture or 
development 

• In depth knowledge of leading evaluation missions 

It is desirable that the evaluation team includes the following competencies 

• In depth knowledge of the local context in Zimbabwe 
• Ability to speak Ndebele 

 
 

 

6 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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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. 

It is important that the competencies of the individual team members are 

complimentary. It is highly recommended that local evaluation consultants are 

included in the team, as they often have contextual knowledge that is of great value 

to the evaluation. In addition, and in a situation with Covid-19, the inclusion of local 

evaluators may also enhance the understanding of feasible ways to conduct the 

evaluation 

The evaluators must be independent from the evaluation object and evaluated 

activities, and have no stake in the outcome of the evaluation. 

Please note that in the tender, the tenderers must propose a team leader that takes 

part in the evaluation by at least 30% of the total evaluation team time including core 

team members, specialists and all support functions, but excluding time for the 

quality assurance expert. 

 

2.9 Financial and human resources 

The maximum budget amount available for the evaluation is 400 000 SEK. 

The contact person at Sida/Swedish Embassy is Lucinda Tyser. The contact person 

should be consulted if any problems arise during the evaluation process. 

Relevant Sida documentation will be provided by Lucinda Tyser 

Contact details to intended users (cooperation partners, Swedish Embassies, other 

donors etc.) will be provided by Lucinda Tyser 

The evaluator will be required to arrange the logistics including any necessary 

security arrangements. 

 
3. Annexes 

Annex A: List of key documentation 

Annex B: Data sheet on the evaluation object 
 

Information on the evaluation object (i.e. intervention) 
Title of the evaluation object Practical Action Green Economic 

Development 
ID no. in PLANIt 1126 
Dox no./Archive case no. UM2017/24956 
Activity period (if applicable) October 2017-May 2022 
Agreed budget (if applicable) 24 7000 000 SEK 
Main sector7 Environment 
Name and type of implementing organisation8 NGO 
Aid type9 Sector Support 
Swedish strategy Zimbabwe 2017-2021 

 

 



A N N E X  1  –  T E R M S  O F  R E F E R E N C E  

 

 
53 

Information on the evaluation assignment 
Commissioning unit/Swedish Embassy 5126 Swedish Embassy in Harare, Zimbabwe 
Contact person at unit/Swedish Embassy Lucinda.tyser@gov.se 

Timing of evaluation (mid-term, end-
of- programme, ex-post, or other) 

End of Programme 

ID no. in PLANIt (if other than above). 1126 
 

Annex C: Decentralised evaluation report template 

Annex D: Project/Programme documents 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

7 Choose from Sida’s twelve main sectors: education; research; democracy, human rights and gender 

equality; health; conflict, peace and security; humanitarian aid; sustainable infrastructure and services; 

market development; environment; agriculture and forestry; budget support; or other (e.g. multi-

sector). 
8 Choose from the five OECD/DAC-categories: public sector institutions; NGO or civil society; 

public-private partnerships and networks; multilateral organisations; and other (e.g. universities, 

consultancy firms). 
9 Choose from the eight OECD/DAC-categories: budget/sector support; core contributions/pooled 

funds; project type; experts/technical assistance; scholarships/student costs in donor countries; debt 

relief; admin costs not included elsewhere; and other in-donor expenditures.] 

mailto:Lucinda.tyser@gov.se
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 Annex 2 – Evaluation Matrix 

Evaluation 

criteria 
Evaluation questions from ToR 

Data-collection 

Instruments 

Sources of 

Information 
Data Analysis 

Effectiveness  

A description and 

assessment of the 

results achieved, 

compared to expected 

results stated in the 

Project document, 

specific to the 

objectives 

i. To what extent have the planned activities and objectives been 

delivered? 

ii. To what extent have the planned beneficiaries been reached? 

iii. Have any unexpected results been achieved? 

iv. Has the M&E system delivered robust and useful information that 

could be used to assess progress towards outcomes and contribute to 

learning? 

v. What is the level of utilisation of the installed drip systems? 

vi. What are the views and attitudes of the communities towards drip 

irrigation? 

vii. Are farmers familiar with and effectively using soil conservation 

techniques along with other appropriate climate smart technologies? 

viii. Do the beneficiaries have effective access to finance? 

ix. To what extent are farmers accessing profitable markets? 

x. To what extent did the overall irrigation scheme management 

contribute to results/performance of the irrigation scheme? 

Third party reports and 

surveys 

PA reports and surveys 

Key informant 

interviews  

Focus Group discussions 

Other Observations, 

especially in surrounding 

areas 

Key words related to 

outcomes and impact 

and replies from 

interviews will be 

analysed and assessed 

as qualitative data  

Outcome harvesting from interview 

debriefs and secondary data  

 

Adaptive capacity analysis of the 

programme based on identified challenges 

and opportunities  

Sustainability  

An assessment of the 

likelihood of 

continuity of the 

programmes results 

i. To what extent will the net benefits of the intervention continue, or are 

likely to continue? 

ii. Did the community financial contribution result in any inclusion or 

exclusion errors in beneficiary targeting? 

Key stakeholder 

interviews 

Officials interviews  

Beneficiaries interviews 

Focus Group discussions 

Analysis of interview 

replies from single F2F 

and focus groups  

Interrogate survival rate 

of benefiting 

interventions 

Capacity assessment for key stakeholders 

and implementers 

Resource analysis to support continued 

delivery of key outcomes .e.g. allocation 

of resources to irrigation by individual 

farmers  



A N N E X  2  –  E V A L U A T I O N  M A T R I X  

 

 
55 

iii. Are there any alternative approaches that will ensure community 

contribution as well as no exclusion of deserving beneficiaries? 

iv. A closer look into the youths who were part of the Project: What is their 

perception of participating in the Project and was it worth their 

investment of time and money? 

v. Are installation and maintenance costs of the solar powered drip 

irrigation systems financially sustainable/profitable and is the 

technology likely to be replicated beyond the clusters directly 

supported by the Project? 

vi. What capacities and relationships were developed for the schemes to 

continue beyond the project phase? 

 Impact  

Evidence of impact 

that can satisfactorily 

be attributed to 

programme 

interventions 

i. To what extent has the Project or programme generated, or is expected 

to generate, significant positive or negative, intended or unintended, 

high-level effects? 

ii. To what extent have the economic wellbeing of women and youths 

been uplifted? 

iii. Is there any evidence that these irrigation systems have a positive or 

negative impact on ground water levels? 

Study of documents 

F2F interviews 

Focus Groups 

Irrigation staff and 

irrigation management 

committees 

Analysis of interview 

replies from single F2F 

and focus groups 

Aggregation of qualitative information for 

primary beneficiaries.  

Verification of casual linkages in the 

theory of change  

Analysis of gender and power dynamics 

for key activities and outcomes.  

 Gender  

 

 

 

 

i. Were gender perspectives considerations reflected in programme 

objectives and design to address the needs, priorities and constraints of 

both women and men, and in the identification of beneficiaries?  

ii. How was gender equality integrated into the design, planning and 

implementation of the intervention? Was this successful? 

iii. Were gender perspectives considerations taken into account in 

programme implementation and management? 

Key stakeholder 

interviews 

Beneficiaries interviews 

Focus Groups 

discussions 

Analysis of interview 

replies from F2F 

interviews and focus 

groups 

Analysis of annual work plan targets 

regarding gender in all output areas with 

specific focus actions taken by the 

programme to ensure inclusion of more 

women and youth  

 Environment  

Impact on 

environment, climate 

change, social, 

cultural impacts 

 

 

i. Have REAP’s interventions resulted in any positive or negative impacts 

on the local environment and communities’ resilience to climate 

change, foreseen or unforeseen? 

ii. The evaluation will also explore the extent to which the programme has 

succeeded in promoting the adoption of climate smart agriculture 

including skills and technology and whether this has strengthened the 

resilience of the beneficiaries to climate change.  

Critical assessment of 

stakeholder reports of 

environmental impacts 

and benefits, along with 

interviewee responses 

and direct observation.  

Analysis and reporting 

on aspects of 

effectiveness, impact 

and sustainability 

relating to 

environmental and 

climate change issues;  

 How climatic consideration influence 

choice of activity  

Resilience capacity of primary 

beneficiaries based on interviews and 

secondary data  
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 Annex 3 – REAP’s Indicator and Targets Framework
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 Annex 4 – Documents Consulted 

Author/ 

Organisation 
Title 

Date of 

Publication 

Practical Action Annual Report for 2018  

Practical Action Annual Report for 2019  

Practical Action Final Narrative Report October 2017 to January 2021  

Practical Action Indicator of Targets Framework  

Practical Action Beneficiary Data Base N/A 

Practical Action Transfer of Ownership document  

Practical Action Profitability of Value Chains  

Ndlovu,, Mpala,, 

Mpofu,, Dube, 

Manyumwa, and Goss : 

Lupane State University 

/Practical Action 

Comparative Analysis of the Return on Investment of 

Solar and Diesel Powered Drip Irrigation Systems,  

A case study of Tuli-Lushongwe Irrigation Scheme 

 

Mahlanza Elvis 

Practical Action 

Solar Irrigation Efficiency 

Distribution Uniformity and Water Management 

Practises at Solar Powered Silikwe Irrigation Scheme, 

Gwanda. 

 

Practical Action Statement of Receipts and Payments for 3 years ended 

31 January 2021 

 

Practical Action Audited STATEMENT OF RECEIPTS AND 

PAYMENTS for sixteen months ended 31 January 

2021. 

March 2021 

Practical Action REPORT TO MANAGEMENT for sixteen months 

ended 31 January 2021. 

 

Practical Action REAP’s Baseline Survey Report 2018 

Ebbie Dengue International Bar Association/Ukraine Bar 

Association: Agricultural Law Conference. Paper on 

Sustainable Development and Agriculture 

September 

2021 
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 Annex 5 – List of Interviewees and FGDs 

  

Respondent Category Respondent Organisation Name of Respondent 

Sida / Embassy of Sweden 

in Harare. 

Programme Officer, Climate and 

Environment 
Lucinda Tyser 

Practical Action 

Team 

Regional Director Kudzai Marovanidze  

Agriculture Systems and 

Innovation Leader 
Maria Goss 

M/E Learning Officer Maurice Ndoro, 

Project Manager, Gwanda Melody Makumbe 

Field Officer Vusa Moyo 

Electrical Engineer Sheppard Masuka 

Govt extension services-

district and field level: 

agriculture, nutrition/health, 

youth and women 

 District Agric Extension Officer  Geoffrey Hove  

Agric Extension Supervisor, 

Guyu area, Gwanda South 
Sibhekisiwe Dlomo 

 Agritex Officer, Silikwe 

Irrigation Scheme, Gwanda 

North 

Mbonisi Dube. 

Agritex Officer, Sukwe 

Irrigation, Gwanda South  
Kudakwashe Zhou 

District Head– Women Affairs, 

Gender and community 

development and SMEs 

Sipho Maphosa  

 Provincial Met Officer, 

Matebeleland South 
Rogers Munyira 

District Irrigation Engineer Christead Maraidza 

Regulatory: Rural District 

Council, DA/District Dev. 

Coordinator, Environmental 

Management Agency 

Acting District Development 

Coordinator 
Thulani Moyo 

Rural District Council (RDC) 

Admin Department 
Khulekani Sithole 

Local NGO partners doing 

similar work: Masakhaneni 

Project Trust, with a special 

focus on Peace Building, 

adopting a Peace x 

Livelihoods nexus approach 

 Gender Officer Khaya Nkala 
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Focus Group Discussions held and distribution of membership by gender and age  

(youth=up to 35 years)  

Name and 

designation of group 

leader 

Description of activity for 

which group was formed 

Location 

of group 

Number of participants 

M F Total Youth 

Simayedwa Ndlovu 

(Chairman) 

Phaphamani Poultry and 

ISAL Group. Chicken 

Production using the Black 

Australorp breed and a Solar 

powered incubator for 

hatching. Sell chicks at 

different ages 

Ward 14 4 11 15 0 

Virginia Moyo  

(Chairwoman) 

Baitsepile Goat Project ISAL, 

using improved and adapted 

Red Kalahari buck centrally 

kept for access by all group 

members wishing to have 

their female goats mated. 

This group had innovatively 

created a small sub-group 

comprising Youths only 

engaged in Broiler Chicken 

production. This was in 

response to the fact that 

Youths prefer short cycle 

projects and a working 

environment with only peers 

of similar ages  

Ward 14 3 10 13 0 

Alton Sibanda 

(Chairman) 

Reinetsi Irrigation, using 

solar powered drip and flood 

irrigation system 

Ward 18 15 57 72 4 

Thoniphani Siziba 

(Lead Farmer) 

Tsoelapeli ISAL group, 

Chicken Production using 

Black Australorp breed and 

equipped with a Solar 

powered incubator. 

Community members can 

access the unit for hatchery 

service.  

Ward 18 44 39 83 17 

Loveness Ndlovu 

(Chairman)  

Zenzele Garden, using solar 

powered drip and flood 

irrigation systems for water 

conveyance 

Ward 18 9 29 38 9 
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Naisoni Sibanda 

(Chairman) 

Qhubekani Market gardening 

group using solar powered 

irrigation 

Ward 1 10 10 20 2 

Edith Tshuma 

(Chairwoman) 

LiMncediseni ISAL Chicken 

Production group. Produces 

meat and eggs from the 

improved and adapted Black 

Australorp breed 

Ward 1 3 14 17 2 

Gamalendoda Moyo 

(Chairman) 

Silikwe large Irrigation 

Scheme. Horticulture 

production using solar 

powered drip and flood 

irrigation system for water 

conveyance 

Ward 2 15 39 54 8 

Juliet Siziba Goodhope Market gardening 

group. Produces diverse 

vegetable types using solar 

powered drip and head load 

bucket flooding 

Ward 5 12 35 47 0 

Selephi Gwizi 

(Chairman) 

Intuthuko ISAL chicken 

production using Black 

Australorp breed. Sell chicks 

at various ages of growth 

Ward 5 0 10 10 0 

Jester Chikusvura Wake Up Garden. Produces 

vegetables for sale using solar 

powered drip irrigation 

Ward 5 6 7 13 8 

Benjamin Mpofu 

(Chairman) 

Zenzeleni (A) Garden. 

Produces different types of 

vegetables using solar 

powered drip irrigation 

Ward 3 4 17 21 5 

Charles Mpofu 

(Chairman) 

Zenzeleni (B) Garden. 

Produces diverse vegetable 

types using solar powered 

drip irrigation 

Ward 3 15 6 9 3 

Prisca Ndlovu 

(Chairman) 

Bhopoma Irrigation. Medium 

size irrigation scheme using 

solar powered drip and flood 

irrigation to produce leafy 

and tuber vegetables for sale  

Ward 3 27 24 51 6 
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 Annex 6 – Data Collection Tools: 
Interview Questions 

Proposed Questions for Interviewees. 

Note: Actual questions may have varied depending on context of each interview. 

Practical Action and Government Staff at all levels 

Evaluation Criteria Questions 

Effectiveness 1. Which components of the programme have 

generated the greatest benefits for primary 

producers, traders, processors, and other 

beneficiaries? What are the reasons in each case? 

2. What do you consider to have been the most 

important piece of advocacy/ promotion/ capacity 

building undertaken by the Project to date? How 

much advocacy work is programmed in advance 

and how much is an ad hoc response to changing 

circumstances? 

3. Do you think the change/results created by REAP 

are sustainable (Yes/No)? If no, how can results be 

sustained? 

4. Are there project components/activities that could 

have been done differently and why for greater 

results?  

Impact 1. To what extent has the Project or programme 

generated, or is expected to generate, significant 

positive or negative, intended or unintended, high-

level effects? 

2. To what extent have the economic wellbeing of 

women and youths been uplifted? 

3. Is there any evidence that these irrigation systems 

have a positive or negative impact on ground water 

levels? 

Sustainability 1. To what extent will the net benefits of the 

intervention continue, or are likely to continue? 

2. Did the community financial contribution result in 

any inclusion or exclusion errors in beneficiary 

targeting? 
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3. Are there any alternative approaches that will 

ensure community contribution as well as no 

exclusion of deserving beneficiaries? 

Cross-cutting issues  1. How does Practical Action ensure inclusion of 

women and youth? Give examples of measures 

taken by the programme institutions to ensure 

inclusion?  

2. Do you think the benefits of the programme are 

equitably distributed among the beneficiaries?  

Lessons 1. Are there any external factors that have impacted 

the program positively or negatively? What are 

these factors, what have been the effects and how 

could these effects be handled in future? 

2. Are there any outstanding barriers in the target 

activities that you think the Project should have 

focused on?  

3. Which programme components have performed 

least effectively? Why?  

Farmers 

Evaluation Criteria  Questions  

Effectiveness  1. What are the greatest benefits that you have 

derived from the promotion by REAP of solar 

power? Which aspects of the promotion of priority 

value chains have been most important to you? 

Which have been least important? 

2. Have enhanced techniques improved crop yields, 

the quality of product, and access to markets, or do 

they primarily affect household food security? 

Have product prices risen as a result of 

improvements in quality? 

3. To what extent has the project increased your 

access to financial services and how? Who are the 

primary beneficiaries of improved financial 

services, if any? Do you use any financial 

services, and if so what services do you use? If 

not, do you require financial services that are not 

available? 

4. To what extent has the project increased access to 

markets and how? Do you think that you have 
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sufficient access to market information? Is it 

available via your mobile phone? Who benefits 

most from improved market information, if 

anyone? Who might lose out? What are its most 

important advantages? What are its weaknesses? 

How could these be mitigated? 

5. Have you benefitted from Project advocacy? if so, 

in what ways? How much of a difference did the 

outcome make to your business? 

6. Has REAP altered the balance of negotiating 

power along value chains in any way, if so, how? 

and what have been the results? 

7. Do you consider the facilitation of increased 

production within your region to be beneficial or 

detrimental to your interests? What would be the 

main benefits or drawbacks 

8. Have you participated in any business forums or 

other information sharing events facilitated by 

REAP? If so, what have been the main benefits of 

participation in such events?  

9. How sustainable do you consider the investment 

into solar power to be? In the absence of REAP 

support, would the investments continue to be 

used by primary producers (farmers) or is some 

degree of long-term mentoring required. 

Cross-cutting issues 

(gender, inclusion) 

1. Were you able to contribute to the development 

of work-plans with regard to the development of 

this Project? If so, through what forum? 

2. Are the needs of males, females and youth 

considered in delivery of the different programme 

activities? 

3. Are there specific needs of males, females and 

youths that the Project should pay particular 

attention to? Are these already being addressed 

and, if so, how? 

4. Are there specific activities targeted at males, 

females and youth that you have participated in? 

How did it influence your business? 

5. Do you consider that everyone within your county 

or locality has an equal chance of participating in 
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the Project? Are there any specific groups of 

people that could be benefiting more, and how?  

Lessons 1. Are there aspects of the Project’s work that could 

have been improved or strengthened? Which are 

they and what improvements could be made? 

 

Counterpart Institutions and Programme Partners 

Evaluation Criteria Questions 

Effectiveness  1. How sustainable do you consider the investment 

into solar powered smallholder irrigation systems 

to be? In the absence of project support, would the 

investments continue to be used by the farmers 

and supported by value chain actors, or is some 

degree of long-term mentoring required. 

2. Does your institution consider this project to be 

useful and effective in communicating the needs 

of value chain actors to government? Or, is it seen 

more as a representative of the donor’s agenda? 

3. Given the wide remit of the Project, which 

particular areas do you regard as the core areas in 

which the Project demonstrates its highest levels 

of performance? In which areas does the Project 

perform least effectively? 

4. Should the Project focus its activities on specific 

areas in which it performs best? 

Impact  1. What difference does the intervention make? 

• To what extent has the Project or programme 

generated, or is expected to generate, 

significant positive or negative, intended or 

unintended, high-level effects? 

• To what extent have the economic wellbeing of 

women and youths been uplifted? 

• Is there any evidence that these irrigation 

systems have a positive or negative impact on 

ground water levels? 

Sustainability  1. Will the benefits last? 

• To what extent will the net benefits of the 

intervention continue, or are likely to continue? 

• Did the community financial contribution 

result in any inclusion or exclusion errors in 

beneficiary targeting? 
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• Are there any alternative approaches that will 

ensure community contribution as well as no 

exclusion of deserving beneficiaries? 

• A closer look into the youths who were part of 

the Project: What is their perception on 

participating in the Project and was it worth 

their investment of time and money? 

• Are installation and maintenance costs of the 

solar powered drip irrigation systems 

financially sustainable/profitable and is the 

technology likely to be replicated beyond the 

clusters directly supported? 

• What capacities and relationships were 

developed to sustain the effective functioning 

of the irrigation schemes? 

Cross-cutting issues 

(gender, inclusion) 

1. How does the Project promote the inclusion of 

women and youth? What barriers are faced by 

women and youth, and are any of these directly 

addressed by the Project?  

2. How useful are interventions to enhanced 

productivity/ combating negative influences of 

climate change and soil degradation? Do these 

activities complement or duplicate other 

agricultural extension efforts?  

Lessons 1. Are there aspects of the project’s work that could 

have been improved or strengthened?  
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Evaluation of Enhanced Agricultural Productivity and 
Resilience to Climate Change through Solar Powered 
Irrigation in Zimbabwe
This is an evaluation of Enhanced Agricultural Productivity and Resilience to Climate Change through Solar Powered Irrigation 
Project (REAP), implemented by Practical Action from 2017 to 2021, with a no-cost extension to May 2022, with Sida being the sole 
donor. The objectives of the evaluation were to consider the effectiveness, impact and sustainability of the project. The evaluation 
concludes that implementation of REAP has triggered positive changes in crop yields leading to improved food security and 
enhanced incomes. Human capital has been strengthened to promote market linkages, access to finance improved thereby 
enabling small investments in other income generating projects. Enhanced institutional capacity enables better coordination and 
strategic direction of the irrigation schemes, and enhanced resilience to climate change. However, these changes are at an early 
stage and will require further nurturing. The evaluation makes recommendations for future Sida strategy on Environment and 
Climate Change, and recommendations aimed at enhancing the final stages of implementation and the future effectiveness, 
impact and sustainability of similar projects.




