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Unit Identification, Initial Assessment and Mobilization Phases
Identification Phase

Corridors 

Youth Training Organization (YTO) aims to work along trade corridors that connect countries within each regional program. We shall work with farmer groups within communities that have a high concentration of rural and peri-urban poor people in degraded areas with access to markets along these trade corridors. These corridors are areas where successes can be easily demonstrated. They directly link our project areas to major regional cities and capitals, opening up grain market opportunities beyond the communities where we work and enabling farmer groups to sell their grain products in higher volume for higher prices. Corridors are divided into technical units, or geographic zones that cover approximately a 20 to 50 kilometer radius along the corridors. Talking corridors here means along the highway road from Dar es Salaam to Tunduma bordering Tanzania and Zambia so as to have them link with their fellow farmers and buyers from the neighboring countries of Zambia, Malawi and Mozambique.
The corridors where we proposed to work are defined and mapped out through coordination between Project coordinator and technicians in the field to delineate and prioritize the units along the corridor where we will implement projects. We expect the project to cover Songwe, Iringa, Mbeya, Njombe and Morogoro regions respectively.
Technical Unit Support Structure and Output

To implement this global training program with thousands of farmers at the grassroots level, YTO divides this project into technical units. The Project coordinator will have responsibilities to oversee all technical units in a county, and each unit is managed by a lead technician who is supported where necessary by one or more assistant technicians, depending on the number of farmer groups within a unit. One lead farmer is tasked with supporting the technicians and farmers within each farmer group, which generally consists of 20 farmers.

A primary goal for each unit is to plant 400,000 trees each year. This will often dictate the number of farmer groups with which YTO works in a given unit. Ideally we will work with 10 farmer groups in each unit, or 400 farmers. If each of the farmers has one hectare of land that they are willing to convert to forest gardens, planting approximately 2,000 trees each per year, then we will plant about 400,000 trees each year. Because of extenuating circumstances that will occur with participating farmers (farmers dropping out or not able to plant the expecting number of trees initially or after Year One due to water resources, or a lack of space on their plot for more trees, etc.), when calculating the number of farmers using an average estimate of 1,000 trees per acre, coordinators should add 15 percent to the final estimated number of farmers to mobilize to ensure that the same tree goal of 400,000 will be planted each year. For instance, if the 25 farmers assessed in the area have an average plot size of 2 acres to devote to the Forest Garden, then that will assume 200 farmers should be mobilized to meet the 400,000 tree per year goal. Adding the additional 15% to that number will give 230 farmers that should be mobilized for Year One.
Technicians should identify enough farmer groups and participants within the unit boundaries to participate and ensure that we are able to plant 400,000 trees in each unit each year. However, the number of farmer groups and farmers participating in each unit should not exceed 25 and 400, respectively.  

The diagram below illustrates how YTO provides support to each unit. The numbers in this model can be seen as goals or minimums. Numbers are expected to vary by unit.

Initial Assessment Phase

Assessment

Before organizing participants and making any commitments with stakeholders, Project coordinator need to conduct an initial assessment of the target area to confirm that it meets the unit criteria and that it is a suitable area to implement a project. Important criteria to keep in mind during initial assessment are listed below. These criteria will help to ensure that participants in each unit will be able to plant at least 400,000 trees each year for 4 years, and that the project will be likely to have a significant impact on the participants’ livelihoods.

· Average land availability for forest garden establishment is at least 1 hectare. Farmers may still participate in the project if they have less than 1 heactare (though no less than 1/3 of an hectare), but the average should be 1 hectare or more.

· Current tree cover on participants’ land is minimal; no more than 10%.

· Prospective participants are currently not making significant income from more than four different types of marketable products on their land.

· Prospective participants display a high level of interest in the project and are willing to experiment with and adopt new agricultural practices on their land.

The country-level decision to move forward with mobilizing an area to participate in a project is the sole responsibility of the Project Coordinator (though area contacts may help in the process). The standard process for initial assessment, to be carried out primarily by the Project coordinator, is as follows: 

· Select a minimum of five farmer groups spread out among the entire target area.

· Organize and conduct an assessment meeting with each farmer group to describe the project and YTO expectations. Make it clear during these meetings that this is only an exploratory meeting to determine the project feasibility, and that no commitments are being made at the time.

· Conduct site assessments at the forest garden sites of at least five members from each farmers group. Choose the famer group members by selecting them randomly during the meeting. Use the Forest Garden Site Assessment Checklist and Progress out of Poverty Index when conducting site assessments to determine if each site meets the site criteria. The PPI is a tool that should enable you to use your own judgment as to whether a particular farmer would benefit most from our project. For instance, if a farmer has much more land, many more cash crops and a nicer compound than other farmers in the same area, they are likely not a good fit for the project, and other farmers with less could benefit more.
· Organize the information collected during initial assessment activities and decide if the selected area is fitting to establish a forest garden project. 

Note: The decision to approve the unit should be made if the assessments from the 25 selected farmer group members show that there is a high probability that the project will be successful. The project coordinator will need to draw on his/her own experience, expertise, understanding of the strategy, and context of the area and people to arrive at a decision. The extent of assessment needed before the country coordinator can make the decision with confidence may differ between areas, due to various factors, including average land-availability, existing tree cover, stakeholder interest, etc.

· If the decision is affirmative, then present the information to the regional director for review. 

· With this information, the regional director and headquarters will give final approval of the project area under consideration. 

Hiring a Technician

After a unit has been approved by both the project coordinator and headquarters, the project coordinator should identify and hire a lead technician who will be responsible for completing the mobilization phase and proceed with managing the project. The project coordinator should identify candidates for the technician position based on the Technician Position Description. The technician is to be based at the center of the project area to ensure proximity to participating communities. You should work on meeting with potential technicians when doing the initial assessment of an area so that you don’t need to take an extra trip to the unit just to do the hiring.
The technician selection process is as follows:

· Solicit candidates through local networks and/ or job postings through appropriate channels (e.g. newspaper, radio, internet, etc.). The job posting should include the position description and salary, and request that interested candidates send their resume and a cover letter to the country coordinator.

· Review candidates’ resumes and cover letters and make sure to review them against the Lead Technician Position Description (i.e. are they willing to ride a motorbike, etc.). Then select a minimum of 3 candidates to interview, preferably in person but by phone if necessary. You must meet the candidate in person and get clearance from the regional director before hiring them on.
· Hire the candidate who is most likely to perform best in the position. If a desirable candidate is not identified, the country coordinator should initiate the selection process again.
Mobilization Phase
Mobilization is the first phase of each YTO Forest Garden Project. This is an important phase that ensures that a unit is mobilized and prepared to begin the project when approval is given from headquarters. The mobilization phase can take up to six months to complete. The required steps for completing this phase are described below.
Farmer Group Selection and Mobilization

We work with existing farmer groups, providing them with practical training and technical support to empower each member to establish their own forest garden. After a unit is approved for mobilization by headquarters and a lead technician has been hired, farmer group selection and mobilization begins. The project coordinator will provide guidance and support in conducting initial activities, but once trained and comfortable in the position, lead technicians should pursue farmer group selection and mobilization independently. The major steps for selecting and mobilizing farmer groups to participate in a YTO project are listed below, and defined in greater detail in the following subsections:

1. Determine communities within the boundaries of the unit where we will work. This may be predetermined in some cases by the presence of farmer groups with which we plan to work;

2. Identify farmer groups based on the Farmer Group Selection Guidelines;

3. Conduct a Mobilization Meeting with each farmer group;

4. Identify lead farmers and participants;

5. Conduct farmer site assessments;

6. Sign a Memorandum of Understanding 
7. Lead farmer orientation

Identification of Farmer Groups

During the initial mobilization phase, Lead Technicians will work with Country Coordinators to identify farmer groups within each unit, according to the selection guidelines below:

Farmer Group Selection Guidelines:

· Farmer groups should be formally registered and in operation for a minimum of one year;

· Farmer groups should have a minimum of 15 members who are interested and committed to participating in the project. Where there are 40 or more members in a group, the group can be split into smaller sub-groups of at least 20 members to facilitate training and management activities.

· There should be no apparent display of conflict within farmer groups, history of unsuccessful projects, or other obvious or foreseeable factors that would be likely to adversely impact the long-term success of YTO projects;

· Farmer groups should express interest and commitment to the project, and agree to the terms defined in the Memorandum of Understanding;

· Farmer groups should reside in communities that lie along predetermined project trade corridors and within predetermined project unit boundaries.

Mobilization Meeting

Once the farmer groups are identified, lead technicians will schedule and hold a mobilization meeting with each group to provide an overview of our organization, our project scope and objectives, and our expectations in terms of contributions from both the farmer group and from YTO. Seasoned lead technicians as well as project coordinator will attend the first 3 mobilization meetings in the new unit to aid the unit’s lead technician. During the mobilization meeting, technicians should discuss the following information with farmer group members:

· The benefits and characteristics of forest gardens (from Module 1: Forest Garden Analysis and Design)

· Training Content (Section XX)

· Project Timeline (Section XX)

· Master Forest Gardener Certification (Section XX)

· Lead Farmer Selection Guidelines (Section XX)

· Participant Selection Guidelines (Section XX)

· Terms and expectations, per the Memorandum of Understanding (Appendix A)

If the farmer group meets the selection criteria and is interested in participating in the project for the full project term, then the technician should proceed with identifying lead farmers and participants. 

Identifying Lead Farmers and Participants

Lead farmers are a key part of our training and extension approach. Lead farmers are committed, enthusiastic community leaders who demonstrate an interest in the sustainable development of their community. 

Lead farmers are not YTO employees. They are selected by recommendation from the community and act as a conduit between YTO and the community. Lead farmers maintain close communication with technicians and program participants from one or more neighboring villages. They often host and assist with facilitation of training events, and are responsible for visiting each trainee at least once each quarter to deliver planting materials and equipment, provide technical support, and collect M&E data.

Though lead farmers do not receive pay for their role in the projects, YTO will provide the equivalent of up to $15 per month per year to purchase the appropriate equipment or technology or means necessary for traveling for the management of the farmer group in each unit that will help them fulfill their role as lead farmer with extension and training. The decision of what to give each the farmer leaders in each unit is decided by the country coordinator and lead technician. If lead farmers ask about monetary compensation, they should be told that they will be given in-kind support each month as appropriate, and may include things such as mobile phones or transport support.
Each farmer group, in collaboration with the technician, will then identify a lead farmer from within their respective group, based on the guidelines below. If there are two or more members interested in taking on the lead farmer role for the group, technicians should interview the candidates based on the selection guidelines and select the best person for the position. Where there are 40 or more members in a group, the group can be split in to smaller sub-groups of at least 20 members to facilitate training and management activities. In this case, one lead farmer should be selected for each sub-group. If lead farmers inquire about compensation
Lead Farmer Selection Guidelines:

· Lead farmers should be committed, respected, and enthusiastic group members who demonstrate an interest in the sustainable development of their community;

· Lead farmers should be literate and able to communicate effectively, both written and orally;

· Lead farmers should be responsible and dedicated to the project;

· Lead farmers should be willing to devote time throughout the year to assist technicians by mobilizing and supporting participants for project activities, facilitating training modules, and visiting forest gardens to provide technical support and collect and submit M&E data;

After identifying the lead farmer, technicians should work with her/him to identify participants from the farmer group. It is not necessary that every farmer group member participates in the project. It is a voluntary commitment, but all those who do commit must meet our participant selection guidelines below.

Participant Selection Guidelines:

· Participants should be farmer group members who are enthusiastic, entrepreneurial, and show a commitment to new agricultural/forestry technologies and expanding their market opportunities;

· Participants should be willing to contribute their time, labor, land, and available resources in kind in return for project-related training, materials, and support;

· Participants should have a minimum of 1 hectare of land that they are willing to convert or devote to forest gardens;

· Participants should be willing and able to work with us for the full term of the project;

· Group members from poor households, women-headed households, women’s groups, and children–dominant households should be given priority for participation;

· Participants should be selected without bias with regard to ethnicity, gender, age, or religious affiliation;

· Participants must meet all criteria defined in the Forest Garden Site Assessment Checklist, which is filled out during each farmer’s site visit. 
· Participants must also have been reviewed using the PPI tool and determined to be a good candidate for the FG program
Unit Preparation and Site Assessment 

After conducting mobilization meetings and selecting lead farmers and participants, lead technicians will carry out several unit assessment and preparation activities before the implementation phase can begin:

Community Meeting: Along with representatives from the farmer group(s) in each community, including the lead farmer, technicians should hold a meeting with local community leaders or governing authorities to introduce and describe our project, and solicit their support. 

Identify Assistant Technicians: When there are more than 15 participating farmer groups in a given unit, country coordinators and lead technicians will assign or recruit one or two qualified assistant technicians to support the lead technician of the unit. Generally, each technician (including the lead technician) should be able to manage 10 farmer groups. There should be no more than 2 assistant technicians and 30 farmer groups in a unit. The decision to hire an assistant technician should be approved by the Headquarters prior to seeking candidates. The Project Coordinator must create a timeline each to decide how to best use the Assistant Technician, whether they will work part time or full time and when based on the unit implementation.
Site Visits: After the lead farmers and participants are selected, technicians and lead farmers begin visiting each farmer’s forest garden site. This is an opportunity for technicians to clarify the lead farmer’s role in the project, both for the lead farmer as well as the farmers they visit, and to evaluate the lead farmer to be sure they are capable and willing to take on their role. If they are not, then a new lead farmer should be selected. During the site visit, technicians should assist lead farmers to complete the following: 

a. Forest Garden Site Assessment Checklist: Visit each farmer’s forest garden site to observe their land and fill out the checklist. If the site does not meet all of the criteria in the checklist, they will not be able to participate in the project. 

b. PPI Assessment 
c. : This survey should be conducted with each farmer to identify their position in the Progress out of Poverty Index. This is an important baseline indicator, which we will measure again at the end of the project to evaluate the impact we have made on a household’s income.

Memorandum of Understanding:  Upon confirming during site visits that the participating farmers’ land meets the criteria defined in the site assessment checklist, and assuming that the farmer group agrees to our expectations defined during the mobilization meeting, the farmer group and lead technician must sign a Memorandum of Understanding as a key “entrance” into the project. This signed Memorandum of Understanding is an important milestone for each farmer group during the mobilization phase – no forest garden program training or material support is to be given to the farmer group until they have signed the MoU.
Unit Tree Assessment:  Technicians should use the Forest Garden Site Assessment Checklists to keep a running tally of the amount of land and number of trees that can be planted in the farmers’ forest gardens in each unit. This is important to ensure that altogether the participants in each unit will be able to plant 400,000 trees each year. It will also help technicians to determine when they have identified enough farmer groups to comprise a unit. If the participants at a given time during the unit assessment are not able to plant 400,000 trees each year, technicians will need to add additional farmer groups to the unit. 

Lead Farmer Orientation and Planning Meeting
After concluding site visits, ensuring that the groups can collectively plant 400,000 trees each year, and signing Memorandums of Understanding with each group, the technicians will organize and facilitate a one-day orientation and planning meeting with all lead farmers in a unit to clarify the roles and expectations of the lead farmers, discuss the project methodology, and plan major activities for the year. Similar meetings will be held with lead farmers at the beginning of each year of the project.

During this meeting, the technicians should also work with lead farmers to assess the current knowledge and skill level of their respective groups with regard to forest gardens and sustainable land management practices. This, along with a technician’s observation of the forest garden sites, will help to inform the specific topics of emphasis for the training program. During this meeting, technicians and lead farmers should also discuss and schedule the upcoming training events, activities, deadlines, and milestones for the year for each group.

By the end of the meeting, technicians and lead farmers should create a detailed action plan and schedule for each farmer group that shows important events, activities, deadlines, and milestones for each month. This should be printed out and given to all farmers, and is an important tool for planning activities ahead of time and helping to ensure that the project stays on track.

Implementation Phase….
The above modules are mandatory for the certification program. YTO also has many training resources that we tailor for local needs. Topics include: seed collection/saving; perm culture; living fences; grafting, budding, cuttings, and air layering; composting; apiculture; cut-and-carry livestock management; integrated pest management; farmer-managed natural regeneration; value adding; and small business management.

Trance and training (weeding, pruning, firebreaks, insect and disease identification and mitigation, companion planting, sustainable management, harvesting techniques, etc.).

In the third year farmers learn about various marketing considerations that will help them sell their products for the greatest profit.

Forest Garden Site Assessment Checklist

Farmer: ___________________________________

Farmer Group: _____________________________________

Village: ____________________________________

Unit: _____

All criteria must be checked and estimated to approve the site:

Farmer Plot

1) The plot is owned by the farmer or farmer’s family or farmer group ______

2) The plot is no further than ½ kilometer from the farmer’s home ______

3) What is the estimated size of the farmer’s plot: ________acres

Forest Garden Site
4) What is the estimated size of the area of the plot that will be devoted to the Forest Garden site (must be at least 1 hectare): ________hectares
5) How many trees are currently on the site: ________trees

6) The site does not currently have more than 20% tree or perennial crop cover (tea or coffee, for instance): _______

7) How many more trees is the farmer likely to plant on the site per year (must be able to plant at least 1000 trees per acre): ________trees/ year
8) The site currently has 3 or fewer significant forest garden layers and less than 8 significant products – both vegetable and animal: _____

9) Within Year One, the farmer is willing to either enhance or establish his live fence on the site: _______

10) The tree nursery site is less than1 km from a consistent water source ______
Memorandum of Understanding

This Memorandum of Understanding is designed to reflect the understandings between Youth Training Organization, hereinafter referred to as [YTO] and _____________________________________, hereinafter referred to as [Farmer Group]. 

It is hereby understood by both parties that:

· IEP will provide the materials, equipment, training, and/or technical assistance for the implementation of the project defined in the Mobilization Meeting.

· [Farmer Group] agrees and commits to the following terms for the duration of the project:

· [Farmer Group] will assist YTO Technicians to a identify lead farmer;

·  [Farmer Group] will assist YTO Technicians to identify new participants to replace any who drop out of the program;

· [Farmer Group] will provide water, labor, and land where needed to support project activities; 

· [Farmer Group] will provide reasonable protection of project nurseries, tree planting sites, and project materials and equipment;

· [Farmer Group] will provide reasonable assurance that project equipment and materials distributed by YTO are used only for project activities;

· [Farmer Group] agrees that YTO is allowed to document all project activities with photographs and video; 

· [Farmer Group] agrees that YTO is allowed to place signs at tree nursery sites and demonstration/forest garden sites.

· All members of [Farmer Group] who participate in this project agree that the criteria, conditions, and permissions listed above extend to each of them individually.

Trees for the Future and [Farmer Group] hereby express agreement to all of the above and enter into a joint agreement until such time that either partner shall amend or revise said agreement in writing. 

The community leadership agrees to support and encourage the participants to adopt forest gardens and encourage adopters to spread technology to more people.

Youth Training Organization



[Farmer Group] Leader


Date







Date

400,000 Trees / Unit and 700 tons of grains produced





At least 400,000 trees should be planted in each unit each year





700 Trees Minimum/ Farmer











200-400 Farmers and Forest Gardens / Unit 





There should be no more than 400 participating farmers in a unit 





20-30 Farmers per group





Each farmer group should have 20-30 participating members





10 - 30 Farmer groups 





A lead farmer is selected as a leader for each farmer group





Assistant Technician(s)





An assistant technician is responsible for 10-15 farmer groups





Lead Technician





One field technician per unit





1 Unit





20-50 kilometers in radius





Project Coordinator





Management and oversight of all units within a country








