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Executive Summary

1. Introduction

Implementation ofthe To 6 0 s b a M®Barming fordProgpariky) Program (TOMAK) commenced in June
2016. A major focus over the first six months has been to gain a sufficient understanding of development
constraints and opportunities to prepare this Program Guiding Strategy (PGS), laying the foundation for
implementation of field activities to begin during the first half of 2017.

The PGSsets out the Programds strategy and approach to
systems, while ensuring that issues of social inclusion, with particular emphasis on gender, are integrated as

key cross-cutting themes. Preparation of the Strategy builds on the Investment Design Document (IDD -
August 2015), further informed through an extensive review of secondary data; consultation with the
Australian Government Department of Foreign Affairs and Trade (DFAT) and other donor organisations,
various Government of Timor-Leste Ministries and Departments, other projects and non-governmental
organisations (NGOs) operating in the same thematic and geographic areas, the private sector, and target
communities. A number of dedicated field surveys/ assessments have also been conducted to help fill
identified information gaps.

1.1. Program goal and target group
TOMAKOGs goal thatsural museholslalliveemore prosperous and sustainable lives.
It proposes to achieve this through parallel and linked interventions that:

establish a foundation of food security and good nutrition for targeted rural households; and

build their capacity to confidently and ably engage in agricultural markets by promoting development of
selected agricultural value chains.

Corresponding outcomes are:

locally relevant partners trigger household demand for year-round production and utilisation of diverse and
sufficient food;

local commercial producers are partnering sustainably and profitably with agribusiness and service
providers in the selected agricultural value chains.

Achieving improved food security and nutrition, and improved household income from agricultural activities is
seen as the best strategy for strengthening engagement of rural households in the emerging economy.

Between 65 and 75 per cent of households are considered to be subsistence or aspiring commercial in
character, with households moving between the two categories as their circumstances vary. Together, these
groups comprise the primary target group for TOMAK, while rural entrepreneurs (accounting for another 15
per cent) will be important partners in the development of commercial agriculture. Food security and nutrition-
related activities will be targeted to all three categories of household, but particularly towards subsistence and
aspiring commercial households. Economic development activities will be targeted more towards aspiring
commercial households and rural entrepreneurs.

While nutrition activities will be targeted to the whole household, particular emphasis will be placed on
ensuring that they are designed and delivered in such a way that women of reproductive age (WRA) and
children under two years of age are primary beneficiaries. Women are also likely to play a key role in
TOMAK®S attempts to change individual and household behaviours related to nutrition.

Women will be particular targets for inclusion in market system development activities, as part of T OMAK & s
focus on strengtheni mmpwemem@kEB)s economic e

Rural youth will also be actively targeted to help counter present trends of rural out-migration.
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1.2. Component 1: Food security and nutrition strategy

The strategy for the Food Security and Nutrition Component incorporates both supply-side and demand-side
elements. On the supply-side it will promote nutrition sensitive agriculture (NSA) approaches to improve the
availability and diversity of nutritious food, while on the demand-side it will work to influence the behaviour of
target communities towards better nutritional practice using social behaviour change communication (SBCC)
approaches. A systemic lens will be applied wherever possible, to embed change in the systems that
influence household nutrition behaviour and to maximise sustainable outcomes. This will include the market
based systems supporting NSA as well as the systems and groups that influence household demand and
nutrition-related behaviours.

Nutrition sensitive agriculture

The NSA strategy is centred on developing agr i cul tureds potenti al to provid
diversified, nutrient-rich diet throughout the year, both for farming households and their broader communities.

NSA interventions aim to ensure consistent inter-seasonal supply either through production or market
availability. Following the assessments conducted during the Inception Phase, TOMAK has identified where
development support will be focussed from early 2017 to improve the accessibility and diversity of nutrient-rich

food. This includes:

Increasing and diversifying production: TOMAK will develop targeted partnerships to support low-cost,
proven, sustainable farming practices that optimise production of nutritious crops and address seasonality
issues. Focus will be given to production activities that address identified macronutrient deficiencies
(especially protein) and micronutrients (including iron, zinc, iodine, and vitamin-A).

Reducing post-harvest losses and maintaining nutrient content: TOMAK will develop targeted partnerships
aimed at reducing post-harvest losses, and maintaining (or increasing) nutrient content through improved
storage, processing, preservation, preparation and transformation of food.

The products and agricultural value chains developed under Component 2 (Market System Development)
will also have the potential to directly improve nutrition, through increased production of nutritious food such
as legumes and animal protein. Where the products concerned do not contribute directly to improved
nutrition, SBCC approaches will be employed to try and shift household spending patterns (based on
increased income flows from commercial agriculture) towards healthy food choices. These will be
incorporated within partnerships and targeted at TOMAK® regional beneficiaries.

TOMAK will adopt a systemic approach for NSA activities to the maximum extent possible, delivering
interventions through local actors designed to provide outreach and to sustain their services (both private
and public services). The Program will partner with MAF extension workers, local NGOs and private sector
actors (mostly small-scale) to achieve outreach, capacity building and for provision of other supporting
functions.

Social behaviour change communication

The SBCC strategy is designed to encourage positive behaviour change that addresses the immediate and
underlying causes of malnutrition. The overall objective of the strategy is to trigger households to change
behaviour, with a core focus on the utilisation part of food security.

Based on analysis carried out during the Inception Phase, six key behavioural themes have been identified.
High-level strategies will be developed for each behavioural theme following an established and proven SBCC
devel opment pat hway invol ving Barrier Anal ysi s and app
methodologies. Media/ advertising firms will be employed to help finalise media strategies, decide delivery
channels, undertake content development, and conduct pilot campaigns prior to broader roll-out and where
possible, TOMAK will aim to create systemic change in Timor-Leste to embed nutrition messaging where
possible. Possible channels include mass media (especially radio and television), print media such as
C AR E dLafaekd magazine, soci al medi a, i ve community t hea
extension workers,andus e of community o6influencersd (such as | oca
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Implementation arrangements

Strategic long-term partnerships will be established with suitable organisations to facilitate delivery of NSA
and SBCC activities at municipal level. These partnerships will be established through a number of
competitive grant rounds. TOMAK particularly anticipates strategic partnerships in each municipality, which
will allow TOMAK to benefit from and build on the established field programs, experience and networks of
prospective organisations in these locations. Working with and through a limited number of strategic partners
in each municipality also provides a mechanism for streamlining coordination of activities between the
selected organisations and TOMAK. Partners will be expected to work closely with sub-national Ministry of
Agriculture and Fisheries (MAF) staff (for delivery of NSA activities) and Ministry of Health (MoH) staff (for
delivery of SBCC activities that involve direct community-level engagement).

TOMAK will also partner directly with additional groups such as media actors, NGOs, civil society
organisations (CSOs), Government and/or the private sector. These partnerships are likely to be most
relevant in relation to development and testing of new activities prior to broader scale-up; implementation of
higher-level SBCC activities that are not location-specific; development of Information, Communication and
Education (ICE) materials; provision of higher-level training services; and strengthening of systems that can
underpin the sustainability of NSA and SBCC activities.

At community level, efforts will usually be focussed through self-formed community groups, such as the
various forms of savings and loan groups, and mother and child groups that already exist in many places.

While many organisations have been implementing highly-successful NSA and (to a lesser extent) SBCC
activities in Timor-Leste for many years, these efforts tend to have been somewhat dispersed and
uncoordinated. Methodologies, approaches, research and learnings have, as a consequence, not been
particularly well consolidated or applied. To help fill this gap, it is proposed that Mercy Corps would be
resourced to lead a dedicated dear ni ng and Devel opment Platformé wunder

1.3. Component 2: Market Systems Development

TOMAK will support the development of commercial agriculture, with particular emphasis on the application of
market system development approaches that emphasise working through market systems players, rather than
the direct delivery of interventions to end beneficiaries. This approach targets systemic change in market
systems, underpinning scaled and sustainable changes that will benefit the poor.

The Program will intervene at all levels of the market system, in the core value chain as well as the
surrounding supporting functions and rules. Activities in the core value chain will focus on facilitating
production clusters and formation of producer groups as well as cementing linkages between potential buyers
and producers. Program activities in the supporting functions will partner with market players and service
providers, assisting them to develop new (or improve existing) products and services and facilitate service
delivery. This will include technical and business management skills training/mentoring, agriculture input
supply, and financial services. TOMAK will also work with Government, as a market actor, to assist in
formulation of policies and standards and effective delivery of support services.

By strengthening the support functions and working through market system players, TOMAK will ensure that
products and services continue to be available to producers beyond project closure. Partner support,
particularly for private sector partners, will generally be divided into three phases: pilot; crowding-in (scale up);
and program exit. Program exit points will be considered and planned for at the commencement of
partnerships and carefully monitored and managed to promote the development of sustainable market
systems change.

Market system selection

The IDD indicates that TOMAK could be supporting the development of three to five market systems in each
municipality over the next five years. Market systems will be selected taking into account the criteria
suggested in the IDD, with emphasis placed on pro-poor relevance, growth potential, feasibility, scalability and
opportunities for promoting WEE and gender equality.

The initial focus will be on less risky but (on average) lower-return value chains. These will often be based on
trying to extract additional value from well-established production activities. In additonto t hese d&ésaf er
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the development portfolio will include a mix of riskier, higher-return activities that are assessed to have growth
potential. These will often be based on the development of new value chains that have the potential to
become significant economic activities in the future e.g. various spices and new fruit varieties.

Based on analysis carried out during the Inception Phase, four market systems (peanut, mung bean, red rice
and shallot) have been selected where development support will be provided from early next year, subject to
confirmation of lead firm interest, as well as final validation and endorsement by municipal authorities.
Analysis and selection of additional value chains will be ongoing.

Market system interventions

Following assessment of the major constraints currently affecting development of commercial agriculture, six
broad market system intervention areas have been identified, along with possible activities, partnerships and
gender entry points. These general intervention areas include: farm management; market linkages; local
agribusiness support; access-to-finance; enabling environment; and socio-economic norms.

The mix of development support required to bring about systemic change will be different for different market
systems, depending on specific constraints and tailored accordingly. Development of different market systems
will also need to proceed at different speeds, depending on the nature of the constraints being addressed. For
example, market systems that are based on existing production systems where improved production
technologies are already well understood and commonly available may be able to be catalysed through
relatively straightforward investments aimed at improving market linkages and input supply. Others, and
especially those that involve new or just-establishing market systems, will require more emphasis on up-front
research and development (R&D) and skills development to help define and support the introduction of
improved production technologies and practices.

Implementation arrangements

Implementation will need to promote a diverse range of partnerships between the private sector, Government,
supporting these to deliver services and products to smallholders with additional assistance facilitated through
NGOs.

Almost all market systems supported by TOMAK will need considerable effort at farmer-level to improve
production and productivity, and strengthen market linkages. This support will be focussed primarily through
self-formed, common-interest commercial producer groups (CPGs). CPGs will provide TOMAK with an entry
point for farmer organisation and delivery of extension/ training activities. They will also provide a contact/
coordination point for traders and input suppliers, including improved access to financial services.

MAF will be supported to play a lead role in providing extension support to producers, focussed through the
CPGs. In addition to MAF-provided extension services, there may also be potential to utilise existing NGO
capacity for extension delivery in some areas. A longer-term objective is to provide extension services through
commercial channels, for example piggy-backed onto input supply or contract farming arrangements.

TOMAK will partner directly with selected agribusinesses to catalyse the development of target market
systems. These partnerships will potentially span a range of market functions, including input supply (physical
and financial), product accumulation and transport, processing, wholesale and retail market development and
eventually export market development. Developing contracting models such as contract farming that can
provide a formal framework for the business relationship between farmers/CPGs, traders and input suppliers
will also be a key focus area for TOMAK.

Various NGOs have a well-established track record providing specialised development support in various
areas that are relevant to TOMAKO6s mar ket sys prevate
sector capacity for input supply and output marketing, development of savings and loan groups, provision of
specialised technical training services in areas such as financial literacy and business management, and
identification and development of WEE activities. TOMAK will partner with relevant NGOs where the

devel

opportunity exists and aligns with TOMAKG&6s strategy.
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The TOMAK IDD also calls for the DFAT Market Development Facility (MDF)t o support TOMAK®Ss
system development activities. The first Monitoring Review Group Mission to TOMAK recommended that

where market interventions require cross-cutting support services, or cross-regional or national investments,

then MDF would generally take the lead. Conversely, market interventions that require municipal, community-

based or enterprise investments would largely be led by TOMAK.

1.4. Gender equality and social inclusion

Womends social, e ¢ empoweriment @;mrd @wd méen&sal empower ment 6 ( WE
essential first requirement to achieving gender equality. While TOMAK will mainly focus its activities on

promoting WE E , it mu st be recogni sed t hat t he soci a
empower ment can be bot h enabl ers or i nhibitors t o WE

representation in leadership and decision-making at the household level, within communities and key
institutions such as MAF and farmero6s groups.

For the market system component,t he Pr ogram wi | | apply the womenbds emy
(WEAMS) framework in its market systems development work. This promotes the expansion of the five
dimensions of WEE highlighted in the IDD, taking into account broader WE elements within WEE activities

that have the possibility of improving efficiencies while contributing to transformative gender change.

T O MA Kdverall approach to social inclusion is to mainstream it within all activities. The key approach to
doing this is to ensure the key determinants of inclusion (gender, age, status, disability and ethnicity) are
considered in the analysis and design of all activities. Where one or more of these factors is found to be a
significant cause of social exclusion, specific social inclusion targets and activities should be articulated and
adopted.

Key guiding principles that will be mainstreamed across the Program by all staff and partners include:
Integrate gender and social inclusion analysis into each activity.

Raise the visibility and public perception of women and girls and other vulnerable groups, and invest in their
skills, ideas and aspirations.

Design interventions that specifically target women, do not exclude men and ultimately move men and
women towards equitable decision-making.

Promote womends represent atmakengqpq, | eadership and deci si

Support collaboration bet we e n orgaoisatemsdntle advogates and sectar o n s
specific partners.

Build gender equality and womends empower ment explici
learning processes.

1.5. Geographic focus and phasing
Target municipalities and suku

TOMAKasgét area as identified in the | DD i, somprifing 861 nl an
mid-altitude suku located mainly in the Maliana Basin; the Eastern mountain regions; and the elevated areas

of Oecussi. Seventy-eight of these suku (92 per cent) are concentrated in five municipalities: Bobonaro,
Baucau, Vi queque, Laut em, Manatuto and Oecussi . It is
restricted to those municipalities with the highest concentration of target suku i.e. Bobonaro, Baucau,

Viqueque, Lautem, Manatuto and Oecussi.

In discussion with Municipal Authorities and taking into account factors such as population densities, the
enthusiasm of local officials to become involved, and security status, the number of possible target suku has
been reduced to 68. This revised list of 68 suku provides a useful starting point, but there are various other
considerations that suggest some degree of flexibility in how it is applied would be sensible. The most
important of these is that value chains and market systems extend across suku boundaries. TOMAK will work

Program Guiding Strategy
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in suku best aligned with selected market systems in terms of land resources, current farming practices,
market linkages and desire to be involved.

One of the criteriaused intheselect i on of TOMAKOs target suku is that a
have access to irrigation. For this group, TOMAK will be an important mechanism for supporting the
diversification of irrigated cropping systems away from paddy (which is not able to compete with cheap
imports), towards alternative and more profitable production options.

Phasing

TOMAK will initially focus operations in Baucau, Viqueque and Bobonaro Municipalities, extending to Oecussi
in 2017/18, then Lautem and Manatuto in 2018/19. The Program would continue operations in all six
municipalities through to the end of Phase 1 (mid 2021), with a progressive widening of scope to include
additional NSA, SBCC and market system development activities.

A phased approach is proposed to bringing new suku under the Program, commencing with around 16 suku in
2016/17, and progressively increasing to the full 68 suku in 2018/19.

Program Guiding Strategy
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Main Report

2. Background

TheTob6os Ba Nramingfor Brospetity) Program (TOMAK) is an AUD25 million, five (plus five) year
agricultural livelihoods program funded by the Australian Government in Timor-Lestel. Its goal is to ensure
rural households live more prosperous and sustainable lives. TOMAK will achieve this through parallel and
linked interventions that aim to:

Establish a foundation of food security and good nutrition for targeted rural households; and
Build their capacity to confidently and ably engage in profitable agricultural markets.

As set out in the Investment Design Document (IDD), TOMAK will work on both the supply and demand sides
of food security and nutrition. On the supply-side it will promote nutrition sensitive agriculture (NSA)
approaches to improve the availability and diversity of nutritious food, while on the demand side it will work to
influence the behaviour of target communities towards better nutritional practice using social behaviour
change communication (SBCC) approaches. In relation to improving household incomes, TOMAK will support
the development of commercial agriculture with a focus on developing selected value chains and their wider
market systems, with particular emphasis on the application of market systems development (otherwise
referred to as Making Markets Work for the Poor [M4P]) approaches to underpin scaled impact and
sustainability. Cent r al to TOMAKG6s programming is embedding gen
throughout planning, implementation of activities and monitoring results, with a particular emphasis on
targeti ng wo mempéwerment o n o mi ¢

T OMA K primmary target area, as defined in the IDD, comprises inland (non-coastal) suku that have
reasonable agricultural potential, based on access to irrigation resources. This zone? includes approximately
70 suku, located mainly in the Maliana basin (including most of Bobonaro); the eastern mountain regions
(including large parts of Baucau and Viqueque) as well as parts of Lautem and Manatuto; and Oecussi.

Adam Smith International (Australia) Pty Ltd (ASI), in partnership with Mercy Corps, was awarded the contract
to manage TOMAK in May 2016. Core staff mobilised to Dili at the beginning of June 2016 to commence
start-up.

TOMAKOGs | nc e pwad acompresdddatc fecus the first six months of implementation on gaining a

sufficient understanding of development constraints and opportunities across the proposed program area to

prepare this Program Guiding Strategy (PGS), laying the foundation for implementation of field activities to

begin during the first half of 2017. The PGS sets out our planned approach to improving nutritional outcomes

and rural market systemsand! i vel i hoods, while ensuring that issues o
gender equality are integrated as key cross-cutting themes. The PGS builds on IDD (August 2015), further

informed through a series of socio-economic, nutrition and gender assessments conducted over the first six

months of the Program.

In order to minimise data collection demands on survey-fatigued target communities, assessments have been
undertaken using existing secondary data to the maximum extent possible, including the 2010 and 2015
National Population and Housing C e n s3u thed 2013 Household Food and Nutrition Survey*; the 2010
Household Income and Expenditure Survey®; the 2013 Labour Force Survey®; the 2016 Seeds of Life (SolL)
Program end-line survey’; various agricultural resource datasets accumulated by SolL; the 2015 baseline
survey conducted by Catholic Relief Services (CRS) for the Community-Driven Nutrition Improvement

1 With a funding commitment of AUD25 million for the first phase (2016-2021).

2]dentifiedi n t he | DD as the 6l nland Irrigable Watershedsdé Zone (1|
3 Government of Timor-Leste, General Director of Statistics: Population and Housing Census, 2015

4 Government of Timor-Leste, Ministry of Health: Timor-Leste Food and Nutrition Survey, 2013

5 Government of Timor-Leste, General Director of Statistics: Household Income and Expenditure Survey, 2010

6 Government of Timor-Leste, General Director of Statistics: Labour Force Survey, 2013

7 ACIAR, Seeds of Life Program: Program endline survey, 2016
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Program (CDNIP) in Baucau and Viqueque?; and a number of other surveys and inventories obtained from
other programs and projects (e.g. Roads for Development [R4D], National Program for Village Development
Support (PNDS), Community Water, Sanitation and Hygiene Program [BESIK)]. The Program has also held
off collecting data where this is about to become available from other sources, such as the Demographic and
Health Survey (2016)°.

Supplementing this analysis of secondary data, TOMAK has conducted a number of field surveys/
assessments to help fill identified information gaps. These assessments have been further supplemented
through extensive consultation by the TOMAK Team with the Australian Government Department of Foreign
Affairs and Trade (DFAT) and other donor organisations; other projects and non-governmental organisations
(NGOs) operating in the same thematic and geographic areas; various Government Ministries and
Departments; the private sector; and target communities. Results of the technical assessments carried out to
date have been documented in a series TOMAK Technical Reports (Table 1).

Table 1: TOMAK Technical Reports produced during the Inception Phase

Refl0 Report title

*TR#1 Market analysis of selected agricultural products

*TR#2 Potential for improving on-farm productivity for selected agricultural products

*TR#3 Value chain assessments for selected agricultural products

*TR#4 Summary of value chain selection process

*TR#5 Agricultural resource overview for TOMAK target areas

*TR#6 Analysis of secondary data

*TR#7 Gender & social inclusion survey results

TR#8 Nutrition food consumption survey results

TR#9 Nutrition KAP survey results

TR#10 Information consumption survey results

TR#11 | Assessment of MAF and MoH extension worker capacity

The assessments conducted over the last six months are considered a starting point, not an end point, for
understanding the development constraints and opportunities pertaining to TOMAK; and similarly the PGS
should be regardedcndad d odlbievipmgpgdesismyv el y the Rrdgiam &nd t hr
light of improved understanding of current conditions and new evidence of what development approaches are

working best.

The PGS is presented in the following sections:
> Section 3 outlines the program logic and defines the main target group.

> Sections 4 to 6 outline our strategy and approach related to improving food security and nutrition,
devel oping commerci al agriculture, and promoting gend
respectively.

8 CRS: Community-Driven Nutrition Improvement Program Baseline Survey, 2015
9 Results from which are due to be released in April 2017.
OReports prefixed with an 6*6 have already been finalised an
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Section 7 furtherd ef i nes TOMAK®&6Gs geographic focus, along with o
Section 8 provides a summary of the main projects and organisations we will work with and draw from.

Section 9 describes key aspects of our program management strategy.
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3. Program Logic and Target Group

3.1. Theory of change

TOMAKG6s goal that rutab howesehsldsr leve more prosperous and sustainable lives. |t
proposes to achieve this through parallel and linked interventions that:

establish a foundation of food security and good nutrition for targeted rural households; and

build their capacity to confidently and ably engage in agricultural markets by promoting development of
selected agricultural value chains.

Corresponding outcomes include:

locally relevant partners trigger household demand for year-round production and utilisation of diverse and
sufficient food; and,

local commercial producers are partnering sustainably and profitably with agribusiness and service
providers in the selected agricultural value chains.

Achieving improved food security and nutrition, and improved household income from agricultural activities is
seen as the most promising strategy for strengthening engagement of rural households in the emerging
economy.

TOMAKOGs und eisleflected o itsIThegry af Change (ToC, Figure 1). The original IDD ToC has been
workshopped among the Team, reflecting learnings from the Inception Phase research resulting in minor logic
adjustments to improve clarity. Key elements of the program logic include:

Given that the bulk of Timorese rural households are in the early stages of progressing from subsistence to
commercial livelihoods, it is essential to build the links between household food security, nutrition and
economic growth.

Improved year-round household food security, combined with appropriate changes in household
knowledge, attitudes and practices (KAP) will contribute to improved nutritional status. These
improvements are particularly important for nutritionally vulnerable groups including women and children,
and relate to the production, purchase and utilisation of a nutritionally diverse and sufficient diet.

Improved food security and nutrition will enhance household resilience and capacity to engage in economic
opportunities.

The primary, short-to-medium term economic opportunity for the majority of rural households is
engagement in viable agricultural value chains. Opportunity exists to develop local markets in the short
term and to boost import replacement and export markets in the longer term.

Improved incomes will increase a househol dés capacity to purchase

complement home production while improving nutritional status of household members.

Well-nourished parents have healthier children, while increased household income improves the options
and choices within households, including decisions on the effective use of women6 and menbd.s |

Healthier families and better options increase the capacity 