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FOREWORD

Recognizing the important role of the agricultusatctor for
the economy of Timor-Leste and the livelihood sf pieople,
the V Constitutional Government Program will plaaigh
priority on developing a strong and vibrant agrictdl sector.
The Government’s strategy focuses on agricultunal aural
development that supports small farmers and pranote
improved markets in order to reduce poverty, enfawd and
nutrition security, and promote economic growth and
employment in rural areas, and thus, across themat

Since independence, the various governments of rfiraste
has invested in agricultural infrastructure, maehmn
irrigation support, provision of subsidized seefgstilizer, drugs, pesticides, nets, boats, and
technical assistance in land preparation and rétaion of plantations, as well as enacted a
number of policies and legislations. The IV Congiitnal Government put in place various
systems required for rural and agricultural transgtion, and the V Constitutional Government
Program will facilitate and accelerate this tramsfation process. As part of this process, the
Ministry of Agriculture and Fisheries (MAF) is mawg towards the implementation of a results-
based planning and budgeting system, as well gstiadcan innovative-systems approach in the
market value chain. The first step in this prodssthe development of a Long Term Strategic
Plan.

The success of accelerated agricultural transfeomatlies on: increasing overall agricultural
production and productivity, creation and valuettidd across the market chain, and effective
linkages with other sectors of the economy. Valdé#zon and market linkages for primary
products are vital for the creation of rural emph@nt. This process need to be supported by an
enabling environment consisting of effective legfigin, institutions, policies and infrastructure
as well as the necessary capacity within MAF toiveel essential services. During this
development process, the quality of the nationtsnadresources should not be compromised.

Therefore, this Strategic Plan for MAF (2014-20&f0uses on five mutually-reinforcing
strategic objectives:
» Sustainable increases in production and produgtofitselected crops, livestock species,

fisheries and forestry;

* Enhance and improve market access and market adtligon;

* Improve the enabling environment (legislation, piels, institutions, and infrastructure);

 Ensure MAF and related agencies are strengthenddappropriately configured and
equipped to deliver this Strategic Plan and theggawent’s Strategic Development Plan
(SDP 2011-2030); and

» Enhance sustainable resource conservation, manageamnek utilization.



This Strategic Plan is MAF's road map that will dgiithe development of the Medium Term
Operational Plan and the next Five Year (2014-20d&)stment Plan. MAF’s ongoing activities
will be reviewed in the light of this Strategic Rland any future investment in agriculture will
be made based on this Plan. Priority setting adibtict level that focuses on key products in
the districts will facilitate the efficient utilizen of the MAF's limited resources. An effective
needs-based monitoring and evaluation system wiliniplemented to assess performance and
ensure accountability. An annual planning and pgiosetting mechanism will also be
institutionalized within MAF.

In implementing this plan, Government will pursuedasupport public-private partnerships.
Government has also committed to service proviiorall agriculture sectors and to increasing
public sector investment in agriculture

Although MAF is the Government ministry responsifide the development of the rural sector,
widespread and sustainable development will naebbzed without support from other sectors
especially transport and roads, water and sanitagoergy, health, education, and agricultural
finance. Therefore, MAF will work closely with otheelevant ministries and establish the
necessary multi-sectoral inter-ministerial coortimra and collaboration required to deliver this
Strategic Plan.

Government alone cannot accomplish this large t&KF needs active participation and
support from development partners, the private osgctivil society organizations, non-
governmental organizations, farmers, and farmergamizations to implement this Strategic
Plan.

| am aware that all key stakeholders in Timor-Lasstgricultural sector contributed to the
formulation of this Strategic Plan. | thank thenh &low it is up to MAF's staff to accept
responsibility to coordinate and implement thisatgic Plan and to demonstrate results based
accountability on an annual basis to the peoplEmbr-Leste.

On behalf of the Government of Timor-Leste, | pledgy full commitment and undivided
attention to the implementation of this StratedenP

Honorabfe Minister of Agriculture and Fisheries
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Executive Summary

Agriculture development is fundamental for earlyommemic growth and transformation of
agrarian economies. The World Development RepofDRNV2008) concluded that in the 21
century, for agriculture-based countries such asofiLeste, the agricultural sector continues to
be a vital instrument for poverty reduction, sustdie economic growth, and environmental
sustainability. There is now renewed recognitiothef fundamental importance of agriculture to
Timor-Leste’s economy; and its impact on povertgueaion, food and nutrition security,
economic growth, and income and employment gemerdtirough its linkages with the other
sectors of the economy.

Approximately 75 percent of the Timorese live imaluareas; a majority of which derive their

livelihoods from agriculture. About one third oftlsountry’s non-oil GDP is generated from this
sector. Industrial tree crops (mainly coffee) cimitte about 23 percent of the export earnings,
and account for about 80 percent of non-oil expd@sigen its size and influence, Timor-Leste’s

agricultural sector is the logical platform on wlhito generate employment and increased
incomes through rural development.

Recognizing the importance of agriculture, the sgstve governments of Timor-Leste have,
since independence, invested significantly in adpucal infrastructure, irrigation, machinery,
and the provision of subsidized seeds, fertilipesticides, drugs, nets, boats, and assistance with
land preparation. Despite these investments thnpesnce of the sector has been mixed and
agricultural and rural transformation remains viny. Increased food production has not kept
pace with population growth. Timor-Leste is stilln@t importer of food and a very small
exporter of mainly unprocessed commodities. Thedfeector continues to exhibit erratic
production trends and the productivity of most gmiges is very low. Household food and
nutrition security levels are also far from sattstaty.

The agricultural sector faces a number of challengethe macro level, namely: food and
nutrition security; poverty reduction; employmenteation; low productivity of major
commodities; population pressures and rural-urbagration; high expectations in the SDP;
poor infrastructure; poor co-ordination and linksigelimate change; and natural resources
depletion and degradation.

At the sub-sectoral and organizational level, MAFconfronted with a number of constraints.
The most important are:

» Low levels of productivity across all commodities;

» Very limited application of productivity-enhancingputs and technologies;
» High losses due to pests, diseases and basic grostsh handling;

* Uncertain land rights and under-investment in adtucal land;



* Predominantly subsistence farming/fishing and poarket orientation;

* Inadequate infrastructure for value adding inclgdistorage, marketing and
distribution;

* Inadequate access/feeder roads;

» Poorly coordinated and weak linkages between pugdtor implementing agencies
and organizations;

» Poor decentralization in terms of planning and sleai making;

» Degradation of natural resources, and poorly deeslostrategies for mitigation and
adaptation to climate change;

» Capacity constraints in MAF to effectively addreb®se constraints and deliver
services;

» Poor planning, monitoring and evaluation of investits in agriculture;

* Unreliable data for planning and decision makingj a

* Inadequate skills’lknowledge of the service deliveggnts.

Notwithstanding these challenges and constraiheretare many opportunities in the sector.
This Strategic Plan outlines how the Governmentiofor-Leste intends to realize and build on
such opportunities. This Strategic Plan is a “rosp” to guide stakeholders as they implement
development interventions to achieve the objectiveseducing poverty, ensuring food and
nutrition security, and promoting employment andrexmic growth in the agricultural sector. As
such, MAF's Strategic Plan (SP) 2014-2020 sets aowtombination of legislation, policies,
programs and projects which stakeholders have ifahias priorities and where resources are
needed. The SP is based on a vision for the futnésh is to havea sustainable, competitive
and prosperous agricultural sector that supports gradication of poverty and improved living
standard of the nation’s people

The Development Objectives of MAF's Strategic P2&14-2020 are:

(i) improve rural income and livelihoods, and reduceepty;

(i) improve household food and nutrition security;

(ii)support the transition from subsistence fargito commercial farming; and

(iv) promote environmental sustainability and conseovatif natural resources.
The Immediate Objectives (the Strategic Objectivasd: (i) sustainable increases in the
production and productivity of selected crops, $teek species, fisheries and forestry sub-sector;
(i) to enhance and improve market (domestic angogX access and value addition; (iii) to
improve the enabling environment; (iv) to ensuratttMAF and related agencies are
strengthened, appropriately configured, and equippe deliver the nation’s Strategic

Development Plan (SDP) and MAF’'s SP; and (v) corademn, management, and sustainable use
of natural resources.
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The underlying logic of MAF’'s SP is that if the Ipiterm productivity of existing and emerging
enterprises can be improved and/or farmers andrBstan be helped to move up the value chain
through public and private investments in marketamgl value addition activities, then rural
incomes and livelihoods will improve. Associatedgited investments around staple food crop
production and marketing will deliver improved ntibn at the household level. The agriculture
sector can then move towards greater profitabditg improved capacity to compete. MAF's
enabling environment and organizational strengthll vacilitate and accelerate this
transformation process. These activities must emented without causing serious damage to
Timor-Leste’s environment and natural resources.

SP Interventions have been packaged as five mexgrgms representing the main areas of
opportunity: (i) enhancing production and produtyiv(ii) improving market access and value
addition; (iii) creating an enabling environmenty) (organizational strengthening; and (v)
sustainable resource management. The componeetsf(spbjectives) for each mega program
are outlined in the summary matrix, and the keyu$oareas are described in the strategy
document. In all cases the primary role of Govemime to: (i) provide the necessary support
services and incentives for production and comraBreition at the primary producer level, (ii)
remove barriers that prevent the private sectanfimvesting in value chains, and (iii) facilitate
strategic partnerships.

Mega program 1: Sustainable increase in productioand productivity.
To ensure that MAF's vision, mission, goals, angectives are achieved, the production and

productivity of key enterprises (crops, livestoglesies, fisheries and forestry products) will be
increased in a sustainable manner. Six sub-prognaitisbe pursued with the following
objectives: (i) improved agricultural research amchnology development; (ii) better delivery of
advisory services, knowledge and technologies tmany producers; (iii) reduced production
and post- production losses; (iv) enhanced prodtgtthrough improved water management
and water use efficiency; (v) promotion of labooguctivity enhancing technologies; and (vi)
promotion of selected strategic enterprises.

Mega program 2: Improving market access and valueddition.
Enhancing production and productivity needs to cmmpanied by significant improvements in

marketing and market performance, otherwise prinpaogucers will not benefit from surplus
production. Six sub-programs will be implementedrider to enhance market access and value
addition with the following objectives: (i) improgtecapacity for regulation and enforcement,
especially safety standards and quality assurafigemproved access to high quality inputs,
planting and stocking materials, and fishing equéptn (iii) value chain analysis and increased
participation in value addition activities; (iv) @axpanded network of rural market infrastructure;
(v) strengthened farmer groups and farmer orgaoizatfor collective marketing; and (vi)
improved private sector engagement in input andyecbmarketing and service provision.
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Mega program 3: Improving the enabling environmentfor the agricultural sector.

This program includes a wide range of structureficies, regulations and standards as well as
mechanisms for effective operation amongst key estaklers. Five sub-programs will be
implemented to improve the enabling environmenhhie following objectives: (i) establishing
a clear framework and capacity for policy analysig implementation; (ii) undertaking planning
and responsibilities for improving the implemergatiand management of sector policies and
programs; (iii) strengthening agricultural statistisystems to provide timely and accurate
information to stakeholders; (iv) providing acceradand up-to-date climate information for
improved planning and decision making; and (v) ttgvieg necessary early warning systems to
help mitigate the impact of, and adapt to, climatgability.

Mega program 4: Organizational development

One of the key ingredients for the success of Tilreste’s agricultural sector is the capacity of
MAF and related agencies to deliver the necessappa@t services in line with missions and
mandates. In the recent past, MAF has been coefiloby a number of constraints that has
affected its service delivery capacity and perfaroga These include: (i) inadequate operational
funds; (ii) low staff skills; (iii) weak planningra priority setting; (iv) weak co-ordination
mechanisms; and (v) weak monitoring, evaluation emghmunications. In order to strengthen
the capacity and performance of MAF, seven sub+prag will be implemented with the
following objectives: (i) review the organizationatructure, governance mechanisms and
modalities of operation; (ii) develop and implementmanpower development and capacity
strengthening strategy and program; (iii) develod amplement a knowledge management and
communication strategy and program; (iv) develog emplement a monitoring and evaluation
strategy; (v) review and revise the human resoumegagement policy and practices; (vi)
develop and implement a partnership strategy; amjyl develop and implement a resource
mobilization strategy.

Mega program 5: Sustainable resource use.

The objective of this mega program is to enhanee dépacity of primary producers to use
resources in a sustainable manner and to ensurgiaetice management of natural resources.
This issue is also addressed implicitly in the othegram areas. Four sub-programs will be
implemented with the following objectives to ensumproved natural resource conservation and
management: (i) sustainable natural resources reamag and utilization; (ii) increased
knowledge, protection and utilization of biodiveysi(iii) development and dissemination of
environmentally-friendly agricultural industry ptaes; and (iv) promotion of the conservation
of national and cultural heritage.

The first step in the SP implementation procegs igview the various priorities and this should

be completed at different levels. Firstly, prieegishould be reviewed at the district level paying
due attention to: (i) local communal priorities) (and use capabilities (based on agro-climatic
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conditions); (iii) current land use; and (iv) so@oconomic viability and competitiveness. This

exercise could also define specialized productioneg if appropriate. Then, based on this
district-level review and the strategic framewor&ach national directorate should also review
and prioritize their on-going and planned actidtier the next five years. This process should be
transparent, participatory and inclusive. Theralg a need for reconciling local and national
priorities in this process.

The next step in the process is to develop a Medienm Operational Plan (MTOP) and an
associated Five Year Investment Plan (FYIP). TheORTwill define in detail specific action
steps, projects and activities that are envisageliueach strategic sub-objective; including: (i)
the people responsible for implementation (ii) pegtners that need to be involved; (iii) the
resources needed; (iv) the timing and locationativdies; (v) performance indicators; and (vi)
accurate costs. The FYIP will be developed basethenMTOP. The aim of the FYIP is to
ensure that costs of the planned activities ateattd accurately, and adequate funding support
is allocated to ensure the provision of criticablixigoods and services to producer groups. The
FYIP will guide the development of MAF's Annual WolPlans and Budgets.

Based on the various logical frameworks, a needsdbad/onitoring and Evaluation (M&E)
system will be developed and integrated into alyss of the plan implementation. As an integral
part of this M&E process, MAF will introduce an arah planning and priority setting process for
all its directorates. During the process each thrate should: (i) present the activities
completed during the year; (ii) outline the resudtshieved; (iii) describe the problems/
constraints encountered, new issues identified,|@sgbns learned; and (iv) present the projects
and activities planned for the following year. Thusocess will facilitate effective planning,
accountability, communication, inter-departmentadllaboration and learning from past
experiences.

Implementation of nearly all activities will takdape in the districts. Therefore MAF will
establish the necessary co-ordination and linkagehamisms (including decentralized decision
making) with district administrations and otheresgint bodies.

Agricultural growth and rural development cannot &ehieved by programs and activities
implemented by MAF and its agencies alone. Conaldler complementary investments are
needed in transport and roads, water and sanifapiower, health and education. Therefore
cross-sectoral and inter-ministerial co-ordinat@eds to be improved between MAF and other
sectors that provide complementary investmentssandces that have a bearing on agriculture.

Full participation of the private sector and theuort of development partners are critical for the
successful implementation of the SP. It is impdrtarensure that future investments and support
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from development partners are aligned with, andrdmrte to, the implementation of this SP and
the associated FYIP.

MAF’s Strategic Plan Summary Matrix

A sustainable, competitive and prosperous agrialltgector that eliminates poverty &
supports improved living standards of the Natigrésple.

Vision

a) Improve rural incoms and livelihodds, and reduce povert

Development | b) Improve household food and nutrition security;

Objectives c) Support the transition from subsistence farmingagmmercial farming; and
d) Promote environmental sustainability and the corasgEm of natural resources.
1. Sustainable increase in the production and prodtictf selected crops, livestock speci
fisheries and forestry sub-sector.
Strategic 2. To enhance and improve market (domestic and expocgss and value addit.
Objectives 3. To improve the enablingnvironment
(Immediate 4. To ensure that MAF and related agencies are stiengtl, appropriately configured &
Objectives)

equipped to deliver on the National Strategic Depeient Plan and MAF’s Strategic Plan

5.

Natural resources conservation management tilization

Mega Program 1:
Production and
Productivity

Mega Program 2:
Markets and Value
addition

Mega Program 3:
Enabling
Environment
(Policy, Institutions,
Infrastructure)

Mega Program 4:
Organizational
Strengthening

Mega Program 5:

Natural Resources

Conservation and
Management

Specific Objectives per Sub program

1.1: To enhance tt
contribution of
agricultural research
to sustainable
agricultural
production, food ang
nutrition security
and poverty
reduction.

2.1.To develop an
implement safety
standards and quality
control assurance
across crops,
livestock, fisheries,
and forestry productg

3.1: To establish
functional, clear and
accountable policy
and legislative
framework and
capacity for policy
analysis and
implementation.

4.1: To review the
organizational
structure,
governance
mechanisms and
modalities of
operation to ensure
that MAF and
related agencies are
functioning as
relevant modern
client-oriented
organizations.

5.1: Sustainabl
natural resources
management and
utilization.

1.2: Toincreas
farmers’ access to
relevant
information,
knowledge, and
technology through
effective, efficient,
sustainable and
decentralized

extension services.

2.2: To promote
access and use of
high quality inputs,
planting, and
stocking materials,
and fishing
equipment.

3.2: To ensur
coordination and
responsibilities are
undertaken in a
coherent manner
leading to improved
implementation and
management of sect
policies and

4.2: To develop an
implement a
manpower
development and
capacity
strengthening policy
strategy and
biprogram to enhance
the productivity of

programs.

MAF staff.

5.2: Increase th
knowledge,
protection and
utilization of the
bio-diversity within
Timor-Leste.
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1.3: To reduct
losses through
improved control of
pests, vectors and
disease.

2.3: Topromote
diversification and
value addition
activities within the
sub sectors along the
value chain.

3.3: To establisland
maintain a functional
agricultural statistics
system providing
timely & appropriate
information to sector
stakeholders, and
assisting with MAF
planning and

4.3: To develop an
implement a
knowledge
management and
communication
strategy to facilitate
effective decision-
making and
accountability.

5.3: Developmer
and dissemination
of environmentally
friendly
agricultural
industry practices.

management.
1.4: To develo} 2.4: To provide th 3.4: To develoj 4.4: To develop an | 5.4: Promote th
water resources for | necessary rural capacity for improved implement an M&E | conservation of
agricultural market infrastructure| decision-making in | strategy. national and

production on the
basis of sustainable
irrigation, water for
livestock and
aguaculture.

including appropriate
structures to improve
post-harvest losses.

planning, and
budgeting processes
by providing accurate
and up-to-date
climate information
and analysis.

A

cultural heritage.

1.5: To increase tr
use of labor
productivity
enhancing
technologies
including
appropriate
mechanization and
other farm
management relateq
practices.

2.5: To promotse
collective marketing,
and support to
Farmer Groups and
Farmers’
Associations.

3.5:To cevelop the
necessary early
warning and weather
monitoring systems
to help mitigate the
impact of, and adapt
to, climate variability.

4.5: To review the
HR policy and
practices to provide
the necessary skills
and incentives to
enhance the
performance of
MAF's staff.

1.6: Acceleratt
production of
selected strategic
enterprises on the
basis of
specialization and
agro-zoning.

2.6: To promote
private sector
engagement in input
supply and product
marketing.

4.6: To develop an
implement a
partnership strategy|
for MAF

4.7: To develop an
implement a
resource
mobilization
strategy to ensure
adequate and
sustainable funding
for MAF.

XVi




Chapter 1: Introduction and Background

Introduction

Agriculture is the mainstay of Timor-Leste’s econoand the main source of livelihoods for its
people. The sector will remain as the most impartdrthe non-oil economy for the foreseeable
future. The role of agriculture as the basis failyeaconomic growth is well-established and
well-documented. In the recent past, a number chrAgconomies have managed to achieve
sustainable growth through consistent long-termestiment in agriculture. The World Bank
Development Report (WDR, 2001) concluded that @2iff* century, agriculture would continue
to be a fundamental instrument for poverty reduntisustainable economic growth and
environmental sustainability in agriculture-basedrdries such as Timor-Leste. The role of and
contributions from agricultural sectors in econonti@nsformation and overall country
development are largely determined by three fac{grthe relationship between the agricultural
sector and other sectors of the economy; (ii) theripy afforded to agriculture in the political
arena; and (iii) the models and strategies usedtitoulate growth and development. This
Strategic Plan (SP) outlines the strategies chbgethe Ministry of Agriculture and Fisheries
(MAF) to accelerate the much-needed agricultusaigformation process in Timor-Leste.

1.1 Background and purpose

Three mutually reinforcing imperatives drive thisategy development process. The first is the
strategic management of MAF; the second is ensutiati MAF's strategies, priorities, and
activities are consistent with the National Stratddevelopment Plan (SDP) 2011-2030; and the
third is the urgent need to increase public fundorgTimor-Leste’s agriculture sector, which is
very low by international standards and has staghaver the last 3-4 years.

The process of strategic management within any nizgdon involves three steps: strategy
formulation, strategy implementation, and perforoemrassessment and feedback, as well as
making the necessary changes to keep the proceasdyand relevant. It is an on-going, never-
ending integrated process requiring continuoussesssnent and reformulation.

In April 2010, when launching the SDP, the Primeniglier of Timor-Leste announced that there
are ‘three strategic sectors for economic growth in twming two decades: agriculture,
petroleum, tourism and...... that each of these regurpublic investment planOver the years
Government has completed a number of key docuntentgiide accelerated smallholder-led
agricultural transformation. The notable documemés

» The National Strategic Development Plan (2002)

* |V Constitutional Government Program (2007-2012)
» Strategic Development Plan (2011-2030)

» V Constitutional Government Program (2012-2017).



In light of the national Strategic Development PI§8DP) 2011-2030 and the Fifth
Constitutional Government Program (2012-2017),dhsra need for MAF to revisit its current
strategy to ensure that it is consistent with thaidfry’s strategies and priorities articulated in
the SDP.

MAF’s budget increased steadily during the peri@®2to 2009 (US$ 1.5 million in 2002 to
almost US$ 34 million in 2009). Since then the ini's budget has declined considerably and
is currently stagnating at around US$ 16 milliomstinable funding of MAF is critical to
facilitate smallholder transformation. This SP igpected to assist MAF in its resource
mobilization process.

The agriculture section of SDP is, in part, modeted experiences from the Asian Green
Revolution. In this context it is worth noting tithe Asian Green Revolution was a state-driven,
market-mediated and small farmer-based strategpd@ase national self-sufficiency in food
grains (Sida, 2006). Analysts often refer to a tiséstilizer revolution” but fail to emphasize the
consistent role played by the state in this revotutMAF also requires a sound investment plan
in order to justify additional investment and ogienaal funds from Government. This SP has
been designed within this context.

Purpose

The overall purpose of the MAF SP is to improve Ma\Effectiveness, efficiency, performance
and governance, with the objective of effectivetabations to the SDP. The process undertaken
was included a review and update of an existing,Rifigning it with the SDP, and facilitating
the development of a strategy-driven Medium Ternei@ponal Plan (MTOP) and a sound Five
Year Investment Plan (FYIP). Consequently, thih&®been developed by MAF to translate the
agriculture section of the SDP into objectives,i@es, programs and activities that will lead to
economic growth and development in Timor-Leste.

1.2 Strategy Formulation Process

There is no fool-proof way to develop a SP. Therapagh used depends on the context and
resources as well as the relevant time constrakhdsvever, there are some key steps in the
process: (i) situation analysis; (ii) deciding twe desired future state; and (iii) determining how
to get there. The process of implementation andsassent begins once these activities have
been completed.

A very pragmatic approach was used to developindg=M/AP for the period 2014-2020. Ideally
a strategy development process should be all-imdugparticipatory, and demand-driven. In
addition there should be local leadership so thateventual product is owned by MAF and its
key stakeholders. Since a considerable amount foffnmation was already available, the
following process was used to develop the SP.



The available documents were a useful framework tha strategy development process.
Therefore:

a) The first step of the process was to collect, az®alpnd synthesize the available
information.

b) The second step was to validate and update thematmn as well as to collect any
missing data. The relevant primary data were ctdtbasing a targeted questionnaire
addressed at a specific group of stakeholders, Iyarsenior MAF managers,
development partners, district directors, and N@Gsvely engaged in the agricultural
sector.

c) The core strategy and its components were idedtifieough a brain storming process
within MAF.

d) A two-day national workshop was held with the kégkeholders in order to review the
various components of the strategy and its presjtto seek additional inputs, and to
form a consensus.

e) Finally, the draft strategy was presented to kekedtolders at the national and district
levels to obtain consensus and seek additionalt.iffhe draft SP was then revised and
finalized based on this feedback.

A number of partners were involved in the developmef this SP. These include user
communities/beneficiaries, Non-Governmental Orgations (NGOs), staff of the National
Directorates (NDs), staff of the District Directtesa (DDs), the District Administrators (DAS),
the District Planning Officers (DPOSs), Local Extemsstaff, and the agro-business community.
These are all important role players and clientthisf SP, which has been designed to enable the
people of Timor-Leste to achieve the agricultusagets, set out in the SDP.

Outline of the Plan

The next section highlights the current situatibthe agricultural sector including strengths and
weaknesses of MAF, changes in the external envieoifincluding client needs), as well as the
challenges and constraints facing the sector. énthiird section, the Vision, Mission, Guiding
Principles, Development Goals and Objectives, Rirategies and their Components are then
developed and defined. The various aspects of eégyaimplementation as well as the
Complementary Strategies needed for the effectRandplementation are outlined in the last
section.



Chapter 2: Scene Setting

2.1. Introduction

The results of the situation analysis are preseiteithis section of the SP which begins by
defining the role of agriculture in economic grovethd developmer}t.The current structure of
Timor-Leste’s agriculture sector and its past panEnce are then discussed. This is followed by
an outline of MAF’s strengths and weaknesses. Fintdie challenges and constraints facing
MAF and the various agriculture sub-sectors aresgnted, along with a summary of MAF's
various client groups and their expectations ferftiture.

2.2. The Role of Agriculture€ in Economic Growth and Development
Agriculture contributes to development in many w@yOR, 2008):

a. As an economic activity and leading sector for ecamic growth.
Agriculture can be a source of growth for the nagioeconomy both as a provider of
investment opportunity for the private sector ancagrime driver of agriculture-related
industries and the rural non-farm economy. In aoldito its direct contribution to Gross
Domestic Product (GDP), employment and foreign ardge earnings, agriculture
generates significant multiplier effects througHueaaddition as well as forward and
backward linkages with input and output markets.

b. As alivelihood
Agriculture is a source of livelihood for the majgrof the rural poor.

c. As a provider of environmental services
As a major user of natural resources (land andnyatgriculture can create good and bad
environmental outcomes. With increasing resoureecstly and mounting concern for the
environment (externalities), agricultural develomtnand environmental protection have
become closely intertwined.

! This section of MAF’s SP is based on various mitdd and unpublished reports. These include: Thmmd
Development Plan (2002); The National Strategic édgyment Plan (2011-2030);the Timor-Leste Maizer&fe
Project Design Report (Working Paper 1: AgricultuBackground, IFAD 2011); Seeds of Life Phase 3gPam
Design Document (Appendix 2, May 2010) - OverviefsPolicies and National Directorates: MAF's Res@sc
Activities and Plan for 2010 (MAF, May 2010); MAFStrategic Plan (2010-2030); MAF's document on &mér
do Processo de Governacdo do Ministério da Agrticale Pestas (2007-2012) — MAF's Five Year Rep0@72
2012;Fifth Constitutional Government Program (2@04-7); Timor-Leste National Aquaculture Development
Strategy (MAF, 2012); Timor-Leste National Aquacuét Development Strategy (2011-2030).

?In this context, the term agriculture sector isimkd to include annual and perennial crops, livestéorestry and
fisheries.



d. Peace and stability
Good governance, peace, security and politicallgtare necessary pre-conditions for
sustainable growth and development. By providingdffor a growing population at an
affordable price, agriculture contributes to thantenance of food security and political
stability.

Given the inter-sectoral linkages, managing thenections between agriculture, natural
resources conservation and the environment mush lietegral part of relying on agriculture for
development.

2.3. The Structure and Contribution of Timor-Leste’s Agricultural Sector

2.3.1.Structure of the Agriculture Sector

Timor-Leste is divided into three major ecologizahes (low land, high land, and slopes) based
on intensity of rainfall and topography. Farmingtgyns are classified as: (i) rain fed subsistence
agriculture — upland food crops (maize, cassawa);€fii) irrigated crop production (mainly
rice); (iii) industrial plants (coffee, coconut,ncenut, cashew, vanilla, etc.); and (iv) livestock
(cattle, buffalo, pigs, sheep, goat and poultrylti€ation is practiced mainly by smallholder
farmers (on average 1.2 ha per household) on nlixedtock—crop farms that are at, or near,
subsistence level in many instances. Overall, ab8ytercent of households in Timor-Leste are
engaged in crop production with maize, cassavavageétables being the most common crops.
Although rice is a staple food, only 25 percenhofiseholds produce it. Paddy is produced from
irrigated and non-irrigated land and is generaligwmn as one crop per year. Other food crops
grown in many parts of Timor-Leste are sweet potationg bean, peanut and soya bean.

Industrial crops include coffee, candlenut, cocoantl cashew nut. About 52 percent of the
country is covered by light and dense forest. Tévaroercial forest trees are teak, sandalwood,
rosewood and mahogany.

Fishing generally uses small motorized and non-nm#d vessels for subsistence catch and
markets. The country’s marine bio-diversity is ertely high.

2.3.2. Contribution and Performance

As a whole, Timor-Leste’s agricultural sector i® tkey to the overall development of the
country by providing food, employment, income, fgreexchange, and taxes and levies; as well
as raw materials for food security and agro-basddstrialization.

Of the 1.1 million people in Timor-Leste, approxiels 75 percent live in rural areas and the
majority derives their livelihoods from agricultur&bout one third of the country’s non-oil GDP
is generated from this sector. Industrial tree sr@painly coffee) contribute about 23 percent of
the export earnings and account for about 80 pemfethe non-oil exports. Although Timor-



Leste produces less than 0.2 percent of the glodiée supply, it is the largest single source
producer of organic coffee in the world.

In order to achieve the stated policy objectives;esindependence successive governments have
invested significantly in agricultural infrastructu (including irrigation), machinery and
equipment, provision of subsidized seeds, fertifizgesticides, drugs, assistance with land
preparation and the provision of public goods amises (MAF Annual Report 2007-2012, and
SDP 2011-2030).

* The number of staff in MAF has increased considgrand is currently (2012) 2,107
people.

* Extension officers are working across the countnd aight Agricultural Tractor
Maintenance Center have been established.

 From 2007 to 2009 the number of hand tractors aszd from 100 to 2,591 and the
number of small- to medium-sized tractors from d315. The Government has also: (i)
distributed 154 rice milling units;(ii) rehabilitad 31 irrigation schemes; (iii) installed
5,000 silos; and (iv) established 32 “mini markatsdistricts to facilitate the marketing
of agricultural commodities.

* During the period 2008 — 2011 MAF has provided IR® harvesters; 373 coffee
pulping machines; 20 large motor boats, 59 smaliomboats, and 12 fiber-glass boats;
18 fishing nets; 14 coconut oil extractors; and tr&lze hullers.

» During the same period, Government and its agerfée® produced and distributed
improved seeds and planting materials for a nuroberops. This includes 180 tons of
rice (variety NAKROMA); 92.5 tons of maize (89 tons SELE and 3.5 tons of NAI);
1.08 million cuttings of sweet potatoes (variety Ri&); 270,000 sticks of cassava
(variety Al-LUKA) and 57 tons of beans.

» With regards to production of food and industriadps during the period 2007-2011:

- The total area of paddy rice production reachedak pf 45,635 ha in 2008 and since
2010 has remained static at around 36,000 ha,lendverage productivity was 2.47
tons/ha;

- The total harvested area of maize reached a ped®,483 ha in 2009 and for the
then stabilized at about 72,000 ha. The averagduptivity 1.53 tons/ha;

- The area of mung-bean production has almost douditedremains at around 3,000
ha. The average productivity was 0.94 tons/ha;



- The area of ground nut harvested almost tripleckiout 3,700 ha in 2011. The
average productivity was 1.30 tons/ha;

- The area of cassava harvested decreased from 11a2d02007 to 5,754 ha in 2011
and the average productivity was 3.81 tons/ha;

- The area of sweet potato has not changed signifjcanthe average harvested area
was about 3,700 ha and the average productivityAgidons/ha;

- The area production coffee has increased from B0Ha0n 2007 to around 54,500 ha
in 2011. The average productivity was 0.21 tons/ha;

- The area under coconut production has stagnateiooat 14,000 ha, with an average
productivity of 0.59 tons/ha;

- The area under candlenut increased slightly 3, 22id1 2007 to 3,466 ha in 2011, and
the average productivity increased from 0.24 tan$h0.29 tons/ha; and

- The total area of cashew nut harvested has stabratd6 ha with an average
productivity of 0.08tons/ha.

» Between 2004 and 2008 the number of cattle incoefisen 135,000 to 145,000; buffalo
from 96,000 to 102,000; goats from 127,000 to 137,&heep from 39,000 to 41,000;
horses from 63,000 to 69,000; Pigs from 332,00888,000; and native chickens from
159,000 to 771,000;

» Between 2004 and 2009, the number of motorizednfisboats increased from 437 to
1,036, whereas the number of non-motorized boatsireed at around 2,400. The ratio
of the number of fishermen per motorized boat regehsed from 11 to 5. The area of
fresh water fisheries has increased from 11 ha lfohd. Brackish water fisheries
increased from 4 ha to 6 ha, and sea water fishémen 2 ha to 31 ha. The amount of
fish exported has declined drastically.

Timor-Leste’s agricultural GDP (which is about 3&rgent of non-oil GDP) grew by 2.9 percent
between 2000 and 2007. Over the same period, th®ih&DP grew at a compound rate of 4.6
percent. This growth was due mainly to an expansfahe commercial sector (which grew from
17 percent to 27 percent of total agricultural GDP)

However, a critical analysis reveals that the m&pard crops (especially rice and maize) and
cash crops (coffee) continue to exhibit erraticdoiciion and the productivity of all crops is very

low. The production trends for the major food andustrial crops are presented in Figures 2.1
and 2.2.



Overall Timor-Leste is a net importer of food, andery small exporter of mainly unprocessed
commodities. Despite the efforts made by Governptaatoverall performance of Timor-
Leste’s agricultural sector is not impressive andsinot compare well with similar countries.

Figure 2.1: Production of Selected Fugure 2.2: Production of Selected
Food Crops industrial Crops
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There is considerable potential for increasing toatribution of Timor-Leste’s agricultural
sector. Of the 15,000 km? land area, about 40 peiisesuitable for crop and/or livestock and
only about 80 percent of this cultivable land igreatly being used. The potential for the
fisheries sub-sector is similarly substantial. Watlcoastline of about 735 km2 and an exclusive
Economic Zone of 75,000 km?, Timor-Leste has theequal to produce large quantities of fish
but the sub-sector remains under-developed. Conmmhéghing and fish-based value chains are
considered to be high potential areas for developn@imate conditions are also suitable for
growing a range of forestry (hardwoods and sandadivand fruit trees (rambutan, peaches and
plums) as well as spice crops such as black pegyeger, cloves and vanilla. Potential also
exists for increased livestock production and etgdrhere is a growing market for live cattle in
Indonesia and increased demand for meat from Malaysl other (ASEAN) countries.

2.4. Organizational Structure and Policy Framework

2.4.1. Organizational Structure of MAF

MAF's establishment is based on Decree Law 41/28f1Qrganic Law of the V Constitutional
Government. According to Article 32 of the Orgahimw, MAF's mandate is to be the central
organ of Government responsible for the conceptiomplementation, coordination, and
evaluation of the policy defined and approved bg @ouncil of Ministers for the areas of
agriculture, forestry, fisheries and livestock.



The organizational structure and governance ofMimstry is stipulated under Decree Law No.
4/2004 on the Structure and Rules of the MinistfyAgriculture, Livestock, Fishery and
Forestry. This decree was revised by the enactofebecree Law No. 18/2008 (19 June 2008).
Although the Government has changed from the IV d@itutional Government to the V
Constitutional Government, the current structureM®F remains, based on the Decree Law
18/2008 mentioned above and is presented in AntiexThe powers of MAF as stipulated by
the Decree are summarized in Annex 2.2.

The Ministry is currently headed by a Minister aassisted by a Vice Minister, a Secretary of
State for Forestry, a Secretary of State for Fissgand a Secretary of State for Livestock.

The Director General (DG) is supported by 12 Natlddirectorates and 13 District Directorates.
The nine Technical National Directorates are resjibe for the development of the various sub-
sectors, including planning, monitoring and polisrvelopment, administration and finance, and
regulatory services. The missions of the Nationa¢®orates are summarized in Annex 2.3. The
development, implementation and administration reigpams and activities is predominantly a
National Directorate responsibility. The Districtir€ctorates consists of three Departments:
Agricultural Extension, Technical Services Supp@md Administration and Programs. The
organizational structure of the District Direct@sis presented in Annex 2.4.

MAF is the government institution mandated for tevelopment of the main rural sectors and
for coordinating rural development. MAF has perssrat all levels ranging from national to
local and is working with farmers, other governmeudencies, the private sector and
development partners. MAF, therefore, has estadaligioordinating mechanisms at all levels for
harmonizing functions, planning and implementatiamd for monitoring progress of
achievements in rural development (See Figure 2.3).



Figure 2.3: Coordination Bodies in the Ministry of Agriculture and Fisheries

National
Priority

= Services

= Finance
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Ministerial Level
National Development Plan
Inter-ministerial Coordination Committee
Food Security National Committee
Sectoral Investment Committee
Sectoral Strategic Plan
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National Directorate Level
Harmonization meeting with Development Partners
Sub-Sectoral Coordination Committee
Collective Annual Plan, Consolidation of District Plans
Coordination meeting for Directorates
Team work
Public consultation and National Monitoring and
Evaluation
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Local Priority
Rural Support
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Support
Rural
Infrastructure
Information
Others.

Level of District and Sub-District
District Coordination Committee
District Disaster Management Committee
Sectoral Coordination Committee
NGOs Harmonization meeting
Collective Annual Plan — Consolidation of Local Plans
and Needs
District M&E System

Level of Suco and Aldeia
» Suco and Aldeia Development Plan (Pilot)
» Beneficiary Group Plan (Extension, Irrigation,

Community Organization, and Associations

Consolidation of
function and
strategy

Consolidation
of plans and
activities

Consolidation of
Needs and Plans

Source: MAF (2010)

2.4.2. Policy Framework

The current priorities of MAF are guided by the idaél SDP (2011-2030). Increased
productivity and self-sufficiency are the major discof the agricultural development component

of the SDP.

Since the launch of the Policy and Strategy Strategamework (2004), sub-sector policies have
been developed by MAF for forestry, fisheries, fosecurity and quarantine. Policies for
livestock production, agricultural extension androaghemicals are in the last stages of
development. The National Agricultural Extensioni®o(NAEP) provides a framework for the

establishment of a new national public and freécafjural extension service. The Gender Policy
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(2005) focuses on the need to achieve equality dstwnen and women in the access to, and
control over, the process of development and beskeéring in both the organizational and
programmatic aspects of MAF. The Food Securitydydiieats food security as a cross-sectoral
and multi-level issue involving stakeholders frome thousehold to national levels. This policy
addresses issues related to access, availabiéityiisy and effective utilization of food.

MAF'’s Strategic Plan needs to recognize this exgsfiolicy framework as it has implications for
program development and implementation.

2.5. Major Challenges facing the Agriculture Sector

The agricultural sector as a whole faces a numbearhallenges, namely food and nutrition
security; poverty; employment creation; low produity of major commodities; a rapidly
growing population coupled with rural-urban migoati high expectations in the SDP; poor
infrastructure; poor coordination and linkages; ahdhate change and its implications, as well
as the sustainable and economic utilization of naatresources (soil, water, forestry, marine
fisheries, and bio-diversity). Some of these kewlleimges are discussed in the following
sections.

2.5.1. Poverty

Rural poverty is severe in Timor-Leste. Almost Hrgent of the people, particularly in rural
areas, live below the official poverty line. AImo80 percent of the poor nationwide and 90
percent of the poor in rural areas depend on dguireufor their livelihoods. Evidence elsewhere
suggests that increasing the production and prodiycof staple foods are effective ways to
reduce poverty.

2.5.2. Food and Nutrition Security and Employment @eation

On average, rural households have insufficient cdicenaize for about 3.8 months each year,
while urban households experience food shortagesvio months each year (SDP p.107). Over
70 percent of the families in Timor-Leste rely am& sort of farming activity for their survival,
which has obvious implications for food security.

Based on the SDP, the nation should achieve fotfesigiciency by 2030. The projected
production targets (net of losses) for the perid#i522030 and the projected food balance for the
major food crops are presented in Figures 2.4 ahd 2

Of the 2,500 kilo calories needed per day per pergd percent is obtained from three crops:
rice, maize, and roots and tubers. Rice alone itaés to about 42 percent of the average
calorie requirement; and maize and roots and tulserdgribute to 26.5 and 6.4 percent
respectively. Only 3.5 percent of the calorie regmient is derived from meat, fish, and
vegetables (MAF 2012).
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Figure 2.4: Major Food Crop Figure 2.5: Expected food
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Nationally, the population was growing at an anmageg of 3.2 percent (prior to the 2010 census)
and if this trend continues, Timor-Leste’s popuatis expected to double in 17 years (SDP p.
107). Thus the agricultural sector has the chadleofgfeeding both the current population and
the future population.

In addition, there is also a need for creatinglrasawell as agro-industry-based employment to
gainfully employ the growing population. Urbanizatiand improved urban incomes may also
change consumption patterns and increase the defmaliebstock products.

2.5.3 Low Productivity

Crop yields in Timor-Leste are very low by both VWdoand regional standards. According to an
International Fund for Agriculture Development (IBA Report (Timor-Leste Maize Storage
Project Design Report, 2011) in 2007, Cambodia ntepoyields for the main food crops as
(Mt/ha) 3.45, 20.83, 4.76 and 2.36 for maize, casssweet potato and paddy rice, respectively.
The corresponding yields reported for Timor-Lestéhe same year were only 1.00, 4.14, 3.17
and 1.31 Mt/ha, respectively. The average proditgtof coffee is about 225 kg/ha whereas,
based on comparative research it appears possibéehieve yields of between 1,300-1,400
kg/ha. The average production of coconut plantatisraround 565 kg/ha. Based on comparative
research, the yield potential can be as high &30lkg/ha (NDPP, 2012).
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The agricultural productivity trends for selectexbd and industrial crops for the period 2006-
2011 are presented in Figures 2.6 and 2.7. Theselgldemonstrate that no significant gains in
productivity have been achieved during this per®dduick review of the production trends over
the same period for these crops reveals that wiéh eixception of maize and rice, overall
production has also stagnated during this period.

Figure 2.6: Productivity of Selected Figure 2.7: Productivity of
Food Crops Selected Industrial Crops
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Source: MAF Five Year Report 2007-2012
Reasons for the low production and productivityhef sector include:

. Vulnerability to weather conditions (including clate change);

. Use of traditional low-productivity technologies;

. Insufficient outreach of rural services (e.g. esten, inputs, marketing, mechanization, etc.);

. Poor rural infrastructure (e.g. rural roads, irtiga schemes);

. Weak market orientation (e.g. subsistence producdigtorted price frameworks, high
transaction costs, etc.);
Use of unsustainable farming practices (e.g. séashburn, and overgrazing); and

g. Low private investment.

DT OO0 T 9D

—h

2.5.4. Environmental Degradation and Climate Changé&ffects

There is now a general consensus that the envinstainggenda is inseparable from the broader
agenda of agriculture for development. Intensivd axtensive agriculture production systems
lead to environmental consequences. Additionalbngiterm climate change has its own

consequence on the environment as well as on dgriguproduction.

Climate change leading to extreme weather everstes changes in geographical production
patterns as well as deterioration of the naturabuece base due to water scarcity and rising
temperatures. Crop yield losses are imminent whth ihcreased risk of drought, floods and
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cyclone events, and the intensities with which tbegur. Research and development efforts can
play a significant role in responding to the chadjes of climate change as well as mitigating and
adapting to climate-related production risks.

Seventy percent of Timor-Leste's land area has@esdf over 26 percent. The majority of rural
households cultivate within this area, thereby gbating to soil erosion, limited moisture
retention and decreasing soil fertility (SDP, p.116 the past there has been very little action to
protect some of the more vulnerable and environallgngignificant areas of forests, rivers, and
water catchments.

Land degradation remains a problem on both goodedsas marginal lands with increasing
pressure on agriculture to raise output per unitwd. It is a major challenge to ensure that this
does not take place at the detriment of Timor-Lgstatural resource base.

2.5.5 Coordination and Linkages

This involves internal and external coordinatiothwather ministries and partners. Axis 1 of the
coordination framework prepared by the former Miryiof Economy and Development (MED)
describes MAF's overall rural development respaiids, including a sustainable increase in
nutrition and food security as well as reduced piyvéor farm households. These issues are
multifaceted and call for action by many stakehdde

MAF, according to Decree Law 41/2012 on the Stectf the Fifth Constitutional Government
(Jornal da Republica, 7 September 2012), is thealesrgan of Government responsible for the
conception, implementation, coordination and evédneaof the policy defined and approved by
the Council of Ministers for the areas of agrictdtuforestry, fisheries, and livestock.

In executing its mandate, MAF also has linkage$ wither ministries such as the Ministry of
Health Ministry of Education; Ministry of State Admistration; Ministry of Commerce, Industry
and Environment; Ministry of Public Works; Ministof Transport and Communication; and the
Ministry of Tourism. Therefore, close inter-minis& coordination and collaboration are vital to
deliver on the outputs of the SDP and MAF’s SP.

There is growing awareness that a number of sestock as agriculture, education, health,
water, energy, and infrastructure are closely kihke agriculture and rural development.
Consequently, any agenda to transform smallholdecwture should follow a multi-sectoral

approach and capture the synergies between tediesi(seed, fertilizer, livestock breeds, bio-
diversity); sustainable water and soil managemiastjtutional services (extension, insurance,
financial services); and human capital developn{education and health) — all linked with
market development (World Development Report, 2088ch coordination is a huge challenge
for MAF.
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2.5.6. Declining and Low Investment in Agriculture

MAF’s national budget increased significantly dgrithe period 2002-2009 (US$1.5 million in
2002 to almost US$ 34 million in 2009). Since théw® ministry’s budget has declined
drastically and is currently stagnating at roundbl$ million (see Figure 2.8). Donor’s budget
declined from US$ 16.6 million in 2002 to US$ 3.@lion in 2007, but has started increasing
over the last three-four years. In terms of nafidnalget allocations to other ministries in the
period up to 2011, MAF's budget was over 95 percérnihe budget allocated to the Ministry of
Health, while in 2012 it was around 58 percent (MAe Year Report 2007-2012).

Figure 2.8: MAF Budget and Number of Staff

Despite the decline in the budget, the
number of staff of MAF has increased
= Staff —e— budget significantly. In 2005, the total number
of staff was 809. In 2010, the number
was 1,823 and it is currently a little over
2,100. In 2010, 54 percent of MAF’s
staff were posted in the districts. The
aim is to place 70 percent of staff in the
districts.
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equipment, as well as increased donor
dependency. Delivering services within
a meager operational budget is a huge challengdAdt.

It is worth noting that countries in Asia that hamanaged to successfully transform agrarian
economies have consistently devoted a much higtreeptage of public expenditure to support
agriculture. Publicly-funded research and suppervises should continue to play a key role
since the types of research and services needsttitess poverty and food and nutrition security
require long lead times which, in turn, necessitatditional investment. Therefore, there is an
urgent need to increase the budgetary allocatighavernment funds to agriculture.

2.5.7. Land Tenure

Land tenure is crucial for private sector involvemen agriculture. Timor-Leste faces three
types of land reform challenges: farm land cursentider customary practices, urban land in
need of zoning and clear property rights, and Guwent land that can be used for public and
private investment (SDP, p.112). Land registratsamvices for rural areas are currently not
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available. Surety of tenure is necessary for fasnter obtain loans from banks to invest in
agriculture. Lack of clarity about land tenure @r&s a constraint on commercial agricultural
development, as well as various support servicas ihquire access to land in order to be
established.

The process of economic empowerment in Timor-Letdgs with improved access to land and
vesting secure tenure rights in the people. Ut toccurs, private sector investment in
agriculture will remain very low. Therefore, thesu® of tenure security needs to be urgently
addressed.

2.5.8. Expectation of SDP from the Agricultural Setr

The expectations and targets set in the SDP foaghieultural sector in 2015 and 2020 are
summarized in Box 2.1.

Box 2.1 SDP targets for the agricultural sector

2015 (Short Term) 2016-2020 (Medium Term)
» Tonnage for rice grain (adjusted for losses) hatve | « The food supply will have
increased from 37,500 Mt to 61,262 Mt; exceeded demand;
» Productivity of maize will have increased from3.2 | « The area of irrigated rice will
Mt to 1.54 Mt/ ha; have increased by 40% from

 The Timor-Leste Agricultural Advisory Council will | 50,000 ha to 70,000 ha;
be formulating national policies for the sector and | « Average maize yields will have
overseeing implementation; increased to 2.5 Mt/ha;

» The Timor-Leste Research and Development InstifuteAt least 50% of fruit and
will be guiding and planning additional investment | vegetables will be grown locally
into research, development and extension for glbmae Livestock numbers will have
agricultural sub-sectors; increased by 20%;

* A comprehensive irrigation scheme inventory will | « Coffee production will have
have been assembled. Dam and groundwater pilot| doubled following the
projects will have been developed and the ressksiy rehabilitation of 40,000 hectares
to inform further development; of coffee plantations;

* There will have been increased capital investment | « There will be at least three types
key crops such as coffee and vanilla, candlenuts an of aquaculture activities

palm oil; supporting coastal communities
* Traditional fishing activities will have increasadd and
fishing will have increased in the Exclusive Ecomom e« The fisheries sector will be
Zone, export-based and have expanded

* A Forestry Management Plan, a National Bamboo | to include ocean fishing.
Policy and Marketing Strategy will be in place; and
» Community-based nurseries will be planting one
million trees.
Source: SDP 2011-2030
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2.6. Constraints faced by MAF and the Agriculture ®ctor

Unless the causes of low productivity and poor grentince are understood, it is difficult to
develop appropriate strategies and programs. Thsti@nts faced by MAF as an organization
and its sub-sectors are presented in Annex 1.
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Chapter 3: MAF’s Strategic Plan 2014-2020

3.1 Introduction

MAF'’s Strategic Plan for the period 2014-2020 isgistent with the guidelines and targets set
by the national Strategic Development Plan 2011020Be core strategies are derived from the
Mission, Vision and Goals of the Development Ohyexs articulated in the various government

documents. While developing the core strategiesatésiic objectives) and its components

(specific objectives) consideration was also giwenthe external environment, needs and
aspirations of MAF’s various constituencies, sttbeagand weaknesses as well as the major
challenges and constraints faced by MAF and itssettors. This chapter summarizes the
mission, vision, goals, development objectives,diong principles, strategic objectives, sub-

objectives and focus areas of the Strategic Plan.

3.2. Vision, Mission, Goals, Development Objectivend Guiding Principles.

3.2.1. Vision of MAF:

“A sustainable, competitive and prosperous agrigidt sector that eliminates poverty and
supports improved living standard of the Natioréople”.

The vision implies sustained profitable participatin Timor-Leste’s agricultural sector by all
stakeholders recognizing the need to increase ptivity and generate surplus, to build
competitiveness and address the key challengesorimig the agriculture sector so as to reduce
poverty and improve food security and maternal @rittlhood nutrition.

3.2.2. Mission of MAF

According to the Decree Law (18/2008) of MAF, itsisgion is to “conceive, execute,
coordinate, and assess the policy defined and ajgatdy the Council of Ministers for the areas
of agriculture, forestry, fisheries, and livestock”

Operational Definition
An operational definition is articulated in the Maal Development Plan (2002) as follows:

“MAF Mission is to efficiently deliver services &gricultural, fishing and forestry communities
in Timor-Leste, that support improved productivitygome earning potential and exports that,
therefore, support improved social welfare in theat areas of the nation, taking into account of
MAF’s human capital and financial resourceast Timor National Development Plan, 2002).

The mission statements of MAF’s existing directesaire summarized in Annex 2.1
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3.2.3. Goal and Policy Objectives
Goal of MAF:

Based on the national Strategic Development Plari-2030, the goal of MAF isto improve
national food security, reduce rural poverty, sugpbe transition from subsistence farming to
commercial farming of crops, livestock, and fisesriand promote environmental sustainability
and conservation of Timor-Leste natural resources”

Policy Objectives

a. Improve the level of food security of the rural péggion, reduce hunger and malnutrition
and raise self-reliance;

b. Increase value addition of agriculture, fisheriesl orestry products by fostering output

processing and marketing;

Achieve sustainable production and managementtafalaesources;

d. Contribute to the balance of trade by gaining rereefrom commodity exports both
traditional and new and by substituting imports] an

e. Increase income and employment in rural areas.

o

These policy objectives are articulated in the Paogof the Fifth Constitutional Government,
2012-2017.

3.2.4. Guiding Principles

The above strategic goal and the development abgscwill guide the efforts all the partners in
delivering a range of strategies and programs dedignd implemented in accordance with the
following guiding principles and value statement:

a. Secure availability of sufficient and affordableth

b. Enhance the capacities of rural communities fdrrediance;

c. Deliver essential services to rural communitiesetbgr with the private sector and non-
governmental organizations in an equitable manner;

d. Enable and facilitate agricultural development aatural resource management;

e. Create an enabling environment for rural produeecsthe private sector and keep direct

government involvement to a minimum with focus alc good-type of services;

Where private benefits occur introduce cost-recpweechanisms over time;

o

g. Strengthen the integration between agricultureesliock and natural resource
management in rural planning;

h. Use participatory processes when working with comitres;

i. Cater for the specific needs of women, childremtlg@and disadvantaged groups;

j. Build in environmental sustainability as a genustement in all programs;

k. Protect designated habitat and species;
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Use resources efficiently in a manner that prevevdste and maximizes community
benefit from their use;

. Be transparent and accountable;

Form strategic partnerships in service delivery;
Use a value chain approach to develop commoditketsyrand
Focus on innovation.

3.3. Strategic Objectives of the Plan
Past experience globally has demonstrated thattieee sustainable growth and development
of the agricultural sector, the following five penmovers need to work in tandem:

a.

Technology
New technology for large and small farmers and rothegeted beneficiaries generated

from investments in research by public and privgetor. The new technologies have to
continuously meet the changing needs.

Human Capital
Improved human capital at all levels — professipnanagerial, technical and artisanal —

achieved through investments in schools, collegesfaculties of agriculture, forestry
and natural resources (including fisheries) as vasll on-the-job training and skills
development.

Physical and biological infrastructure
Sustainable growth in physical and biological isfracture, through investments in

roads, dams, irrigation systems, storage structuteal electricity, information system
and genetic improvements in crops, livestock, tregs, and fisheries.

Institutes
Research, extension, credit, marketing and infdonaihstitutions that are effectively

service small holder producers and fishers.

Enabling Policy and Institutional arrangements
An enabling political environment with sustainableudgeting, commitment to

agriculture, good governance, institutional arrangets and appropriate land reform,
pricing, marketing and trade policies to facilitagricultural growth, food security and
broader economic development.

In pursuing an agricultural development strategdy,isi important to acknowledge two
characteristics of the primary drivers. First, monary driver can alone stimulate agricultural
growth on a sustainable basis. Second, long-temasiment is needed to strengthen them. This
knowledge, along with the national SDP 1011-203® the situation analysis guided the process
of identifying strategic objectives for MAF.
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For the period 2014-2020 MAF will pursue five mutyaeinforcing Strategic Objectives
(strategies) to deliver on the national SDP:

a) Sustainable increase in production and productigityselected crops, livestock species,
fisheries and forestry subsector;

b) Enhance and improve domestic and export markesaamed value addition;

c) Improve the enabling environment;

d) Ensure that MAF and related agencies are strength@onfigured and equipped to deliver
on the national SDP 2011-30 and MAF’s StrategioR@14-20; and

e) Enhance sustainable resources management, conseraad utilization.

The underlying logic of the strategy is that if fbeg run productivity of existing and emerging
enterprises can be improved (creating surplus)amders and fishers can be helped to move up
the value chain through public investments in istinacture, marketing and value addition
activities, then the rural income and livelihoodlwimnprove. Associated targeted investments
around staple food production and marketing wilive® improved food security and nutrition at
household level. The agriculture sector can themartowards greater profitability and greater
competitiveness. The enabling environment and dazgéanal strengthening will facilitate and
accelerate this transformation and ensure that éheyaccomplished without further degrading
the nation’s natural resource base and biodiversity

3.4. Strategic Objective 1: Sustainable increased productivity and production of selected
crops, livestock, fisheries and forestry sub-secter

Agriculture in Timor-Leste is typified by low prodtivity. Both intensification increased
productivity per unit (e.g. per hectare or per headattle) andexpansion greater numbers of
units (e.g. number of hectares planted or numbénsvestock) are required to increase the
overall production and create the necessary surugsake-off. The key to more efficient
production and improved competitiveness lies in dliailability and use of production inputs
and application of improved production and postrast technologies to reduce losses. Increased
productivity andefficiency largely depend on the use of improveght®logies.
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Logic of MAF’s Strategic Plan
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Figure 3.1: Logic of the Strategic Plan

3.4.1. Specific objective 1.1: To enhance the coittution of agricultural research to
sustainable agricultural productivity, food security and reduced poverty and malnutrition.

Publicly-funded research will continue to play aykele in enhancing productivity. This sub
objective will focus on three key areas: (a) getieganew technologies, practices and strategies
for traditional and emerging crops or enterpris@scluding germ plasm collection,
characterization, and evaluation (given due comatdm to climate change); (b) improved
uptake of new technologies and knowledge; and {{®@ngthened effectiveness of National
Agricultural Research and Development. This inctutiee creation of Timor-Leste’s Research
and Development Institute, which will be resporsilibr guiding and planning additional
investments into research for development, extan&io all major agricultural subsectors and
establishment of a livestock production researctiree
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3.4.2. Specific objective 1.2: To increase farmersiccess to relevant information,
knowledge, technology, and build the skills to apglthem through effective, efficient,
sustainable and decentralized extension services.

The goal of this sub objective is to: (a) improy#ake of new technologies and information;
(b) develop agribusiness at the farm level; andc¢r)nect primary producers with knowledge
and service providers. This includes improving t#mgricultural education system towards
demand and practice orientation and improved psafaslism, enhancing the skills of extension
workers, subject matter specialist and primary peeds, establishment of a continuous skill
training system along the value chain, improved agament of agricultural extension and
efficient execution of extension campaigns.

3.4.3. Specific objective 1.3: To reduce losses tlugh improved control of weeds, pests,
vectors and disease.

The goal of this sub objective is to support the@rovement of food supply at the household
level by controlling common weeds pest, diseasestovs, and parasites that contribute to loss
of production in the field and during storage.

The key focus areas are: (a) strengthening diagmafspest, diseases, vectors and parasites;
(b) administering and operating quarantine progrdojssurveillance and reporting; (d) sanitary
and phyto-sanitary regimes including weed managém@) coordinating, monitoring and
evaluating programs and policies; and, (f) legisfaand regulations on veterinary public health,
guarantine and animal diseases.

3.4.4. Specific objective 1.4: To develop water regrces for agricultural production on the
basis of sustainable irrigation, water for livestok and aquaculture.

The goal of this program is to increase agricultgr@duction through more efficient use of
available water. Focus areas will include rehadilin, extension and protection of irrigation
systems, aspects of water use efficiency and grawatdr exploration and production, including
popularization of tube well. Proposed activitieslugle initial feasibility studies of dams and a
comprehensive inventory of irrigation system inathgdsmall scale community irrigation and
ground water exploration for tube wells development

3.4.5. Specific objective 1.5: To increase the usktechnologies that enhance labor
productivity including appropriate mechanization and other farm management related
practices

The goal of this program is to enhance labor prodig using appropriate technologies. The
program will focus on: (a) developing and promotagpropriate technologies including animal
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traction and mechanization; (b) promoting mechammnafor increased rice production; (c)
developing public-private partnership and estabigidalities for financing private enterprise to
provide services; and (d) supporting a mechanigaimd extension centre.

3.4.6. Specific objective 1.6: Accelerate productioof selected strategic enterprises on the
basis of specialization and agro-zoning.

One of the principles of agricultural developmeantidg this plan period will be to pursue a
commodity-focused approach. When applied to selectenmodities this approach has yielded
good results in many countries. This is in linehathie approach taken in the SDP where specific
targets are set for selected commodities.

SDP 2011-2030 has identified a number of enterpngieere MAF will make special effort to
accelerate production in order to ensure food #gcwand rural livelihood. The Fifth
Constitutional Government Program (2012-2017) mughases on three types of enterprises:
food and horticultural crops that contribute to doand nutrition security; enterprise that
contribute to import substitution; and traditiormhd new export crops or enterprises that
contribute to balance of payments. This sub-objeatfieals with those enterprises.

Component 1: Food and horticulture crop production

The goal of this program is to increase produgtjwatverall production, and quality of important
foods crops. Included in this component are: rio@jze, cassava, sweet potato, mung beans,
groundnuts, fruits such as rambutan, peaches amaspbnd high value vegetables with potential
for import substitution. The focus will be on intagng crops and livestock production along
with adaptation and promotion of proven, profitabled sustainable farming systems featuring
efficient use of rainfall, soil and irrigation wate

Program activities will include on-farm demonstoatiof certified seed use, improved production
practices, cropping systems and crop diversificatiand variety testing and seed/planting
material multiplication of newly selected varieties

Component 2: Industrial crop production

The goal of this program is to enhance and deveidpstrial crops that will contribute to
income earning opportunities and employment inlrareas and export earnings for the country.
The program will focus on crops that involve vaadding activities. This will cover the
traditional crops such as coffee, coconut and eandlas well as emerging crops, such as cocoa,
black pepper, cashew nuts, vanilla, hazelnuts,agingjoves and various other condiments.

The focus is on: (a) seed/seedling multiplicatifi); on-farm demonstration of best practices in
orchard management; (c) processing of value-addedupts; and, (e) training of farmers in
nursery planting operations, and other best managepractices.
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Component 3: Fisheries production

Despite vast potential the current annual per aahsumption of fish is very low - estimated at
6.1 kg/capita/lyear (MAF, 2012) though this varieslely between districts (from 1.8 kg in
Bobonaro to 8.6 kg in Oecusse). This is much Ilowlan the global average (17.3
kg/capita/year); as well as the average for thstldaveloped countries (9.8 kg/capita/year); and
low-income food-deficit countries (8.8 kg/capitadye The fisheries sector has the potential to
contribute significantly to the food and nutritibrstatus of Timor-Leste. Therefore, immediate
priority should be given to developing a commerdisthing industry as well as to promote the
small scale and commercial inland aquaculture amdwumption of fish and fish products.

The goal of this program is to lead the developn@nthe nations’ aquatic resources in a
sustainable manner, while providing opportuniti@sdoastal and inland communities to benefit
from such developments including improved nutritidime focus will be on: (a) training for
capacity building; (b) developing appropriate adstiative protocols to ensure coordination of
all fisheries program activities; (c) maximizingethvalue of the catch by improving fish
handling, transport, storage, processing and marke{d) updating the database of fishing
capacity held at fisheries and marine environméel;inventory of sustainable sites for the
establishment of aquaculture activities in the todsextension of backyard aquaculture using
springs or dug ponds that conserve runoff wated, (§nmproving monitoring and protection of
fisheries by enforcing the existing laws and desree

The activities of this program will be grouped underee themes: (a) fisheries and marine
environment management; (b) fisheries industry tgweent; and (c) commercial and small
scale aquaculture. In the National Aquaculture Dmweent Strategy (MAF 2012) a two

pronged approach to fresh water aquaculture demedop is proposed: (i) supporting the
emergence of small and medium aquaculture busem@ssprise in suitable agro-ecologies, and
(i) advancing Integrated Agriculture-AquaculturAA) systems around small-scale water
storage systems among poor households in lessatalegrresource-poor locations. Emphasis
will be placed on the development of aquacultursedaon low-cost technologies that are
environmentally benign, socially acceptable andnecdcally viable. The SDP proposes the
introduction of at least three types of communidsé®d aquaculture activities to coastal
communities by 2020.

Component 4: Livestock production

The goal of this program is to increase livestoakddl food production, animal protein

consumption and income of smallholder producerscuBowill be on: (a) preventing and

eradicating livestock diseases through vaccinasenvices; (b) improving management of pigs
and poultry under traditional systems; (c) incregsicattle production and management
practices; (d) building abattoir and butcheringtsigslaughter house) and rehabilitating existing
abattoir; and (e) establishing a cattle breedesdaation.
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Component 5: Forestry production

The goal of this program is to develop appropriptdicies, legislation and management
strategies as the basis for the formulation andeémpntation of forestry management plans to
facilitate the sustainable management of foresiine®s in Timor-Leste. Efforts will be made to
encourage the participation of rural communitied ather stakeholders in all aspects of forest
resource management in the nation. The key foceasaare: (a) reforestation and forest
rehabilitation; (b) forest protection and forestaerces management; and, (c) forest production
and utilization.

Reforestation, watershed management and establighofieprotected areas are potential key
development activities in the forestry sector. Amotkey activity that has potential is agro-
forestry, and intercropping with selected econoamd fruit trees and orchard development.

3.5. Strategic Objective 2: To enhance and improvmarket (domestic and export) access
and value addition

Access to market - both domestic and export (inolyehiche markets) - is crucial to realize the
benefit of surplus production. In addition everyodf should be made to encourage the partial
processing of primary products to increase theevafithe producers share of the consumer price
for the final products, as well as substitutingt mdithe imports.

The aim of this program is to enhance market acessb profitability through sustained
competitiveness and value addition, and effectivel afficient service delivery in the
agricultural sectors’ input supply, agro processmgrketing and imports substitution.

For small producers to be empowered to play a oaortste role in the development and
transformation of the agricultural sector they naedess to inputs and support services. It is
important to improve and expand the existing supgp@nvices to meet the needs of all producers.

3.5.1. Specific objective 2.1: To develop and impteent safety standards and quality control
assurance across crops, livestock, fisheries, anatéstry products.

The quality of agricultural commodities producedTimor-Leste is generally quite poor. This
reduces farm incomes and competitiveness in bothedbc and international markets. Food
safety is another issue of concern.

This program will focus on grading and quality assige as well as the safety standards of both
inputs and outputs. Quarantine and quality contn@ essential in order to develop new
agricultural industries particularly those with exppotential.

Improving the capacity of MAF for the enforcemehtlee safety standards and quality assurance
will be a key component of this program.
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3.5.2. Specific objective 2.2: To promote accessdanse of high quality inputs, planting,
stocking materials, and fishing equipment.

Agriculture in Timor-Leste is characterized by lapplication of modern inputs resulting in low
yields. The focus of this program is to raise awass amongst producers of the value of
adopting high quality inputs such as fertilizerseds, planting materials, and equipment - and
ensuring they have access to them. This may inv&hengthening the regulatory framework for
input business, improving investment, improving dapacity to supply, and/or building the
capacity of the institute involved in input supply.

3.5.3. Specific objective 2.3: To promote the divsification (including exploitation of niche
markets) and value addition activities within the sib sectors.

Timor-Leste is an exporter of mainly unprocessethroodities. Therefore, this program will
study the value chains of all major commoditiegntify and promote options for value addition
and also exploit the opportunities for specialinézhe markets (e.g. organic products). This may
also call for increased public-private partnerships agro-processing; generating and
disseminating profitability, information for enterge selection; and developing capacity for
business development services.

3.5.4. Specific objective 2.4: To provide the necemy rural market infrastructure
including appropriate structure to improve post-harvest losses.

The goal of this program is to improve strategy amatket infrastructure to help preserve the
quality of produce marketing and processing, taicedmarketing cost, and to help producers to
benefit from commercialization. This program witliclis on: storage structures; post-harvest
handling; promoting and/or improving market builglirand infrastructure; abattoirs and
butchering units; and establishing collection painAttempts will be made to initiate pilot
projects on rural market infrastructure improvemant scaling up best practices for rural
market development.

3.5.5. Specific objective 2.5: To promote collec&vmarketing, support to Farmers Groups
and Farmers Associations.

Collective or group marketing is a logical and dsienay to empower producers. By working
together producers identify member needs, condelitfeeir demands, aggregate their economic
power and address market failure.

The goal of this program is to facilitate the mairkg of agricultural inputs and products through
farmer groups and farmers associations. Focus ameas (a) marketing and trading of
agricultural products; (b) sales/acquisition of iagitural inputs (seeds, fertilizers, credit,
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pesticides, farm tools, veterinary drugs, nets &sling equipment, etc.); (c) transport of
agricultural products from farm site to marketsg afu) dissemination of market information.

Agriculture cooperatives are an important structéwe supporting smallholder producers.
Establishment of collective action and cooperativesthe various subsectors should be
encouraged. Support to marketing cooperatives eangart of this effort.

3.5.6. Specific objective 2.6: To promote privateegtor engagement in input supply and
product marketing including processing and value adition.

The SDP anticipates that the private sector wiltheeprimary source of growth in income and
employment in rural areas of Timor-Leste. Privaeztgr has a vital role to play in the
development of agriculture (including fisheries dacestry) in areas such as rural infrastructure
development, transport, storage, manufacturingmadessing, marketing, contract services and
the supply of inputs.

The focus of this program is to create an enaldimgronment for private sector participation,
facilitating public-private partnership, and pravig the necessary skills and support.

3.6 Strategic Objective 3: To improve the enablingnvironment (legislation, policy,
institutions and infrastructure).

Good policies and effective implementation are ieduor the sector. The goal of this program is
to provide sound policy analysis and advice, anatrdmute to the effective implementation of
critical policy issues confronting the agricultusactor.

This strategic objective deals with policies, ingdtons, legislation, and necessary infrastructure
needed to facilitate the agricultural transformafpocess. Policy development and institutional
arrangements are extremely important as agricylfiisberies, and forestry development rely
heavily on development and implementation of peBdn a wide range of areas.

3.6.1. Specific objective 3.1: To establish functial, clear and accountable policy and
legislative frameworks and the capacity for policyanalysis and implementation.

The goal of this program is to identify and analytze critical policy constraints affecting the
agricultural subsectors (including agricultural ealion).

Some of the key agricultural policy areas to belyaeal include: import substitution; export
promotion; irrigation and water allocation; legisb® and regulations on veterinary public
health; quarantine and animal diseases; suppasrtain production activities; inputs subsidies;
and marketing arrangements.
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3.6.2. Specific objective 3.2: To ensure coordinath responsibilities are undertaken in a
coherent manner enabling improved implementation &nanagement of sector policies &
programs.

There is a critical need to follow-up implementatmf new and existing policies to provide
feedback to policy makers and to identify and asisl@nstraints related to the implementation
of policies.

As a matter of priority there should be a criticaeview of the policies that are being
implemented to assess their effectiveness and késsens for future planning.

3.6. 3. Specific objective 3.3: To establish and rim#ain a functional agricultural statistics
system providing timely and appropriate information to sector stakeholders and assisting
the planning and management of MAF

The various reports on agriculture highlight indstencies in the data reported. There remains
some doubt about the veracity of data that MAF &tgs disposal. This presents a serious
constraint in planning and development of the secto

Market opportunities are not often developed dutat of information. The quality, cost and
timely availability of market information seriouslgffects the competitiveness of many
participants in the agricultural food system. Indiidn, market and price risks can also be
reduced through good and timely market information.

The goal of this objective is to devise means dfectng, managing and distributing good
quality data to the relevant stakeholders to fiatéi better planning and decision-making. This
will also contribute to the development of a nagilbiood and agricultural statistic system.

3.6.4. Specific objective 3.4: To develop capacityr improved decision-making in the
planning and budgeting process by providing accura and up-to-date climate information
and analysis.

Improved climate information will be a key input tfee planning of adaptation strategies in the
future.

This program will focus on identification of clineatmpacts, vulnerability and coping measures,
improved climate forecasts, and improving the capaof individuals to integrate climate
change issues into planning.
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3.6.5. Specific objective 3.5: Develop the necesgaarly warning system and weather
monitoring to help mitigate the impact of and adaptto climate variability on the
agricultural sector.

Agriculture by definition is an industry confrontég risk in the form of climate variation, pests,
diseases, price risk as well as natural disastets as drought, floods and cyclones.

A comprehensive risk management strategy and dy warning system that includes adequate
access to and utilization of timely, accurate, vaitg¢ and free information about weather as well
as mitigation strategies is critical to combat ¢iffects of climate variability.

Strengthening of Geographical Information SystenSjGremotely sensed natural resource and
land use information services to provide accuratéraliable information for informed decision-
making including district and Suco development plag will be important parts of this
program.

3.7. Strategic Objective 4: To ensure that MAF andelated agencies are strengthened,
appropriately configured and equipped to deliver onthe SDP 2011-30 and MAF Strategic
Plan (2014-2020).

This strategic objective aims to transform MAF aethted agencies to function as a modern,
efficient, client-oriented, impact-driven, accouslitaorganization equipped to provide relevant
services and deliver on the SDP and MAF Stratetaa.PWithin MAF, a framework of good
governance to build a coherent, customer-oriended, transparent agricultural public sector
should be a top priority to ensure a sound foundafor reaching the strategic goal. MAF needs
to have the capacity and operational mechanisrdslteer on the SDP and MAF Strategic Plan.

3.7.1. Specific objective 4.1: To review the orgarational structure, governance
mechanisms and modalities of operation to ensure MAand related agencies are
functioning as relevant, modern client-oriented orgnizations.

This objective is focused on developing appropritteccture and governance mechanisms to
implement the MAF Strategic Plan. Good governanu# a@ppropriate structure should ensure
that institutions and organizations (as well asviddials who work within these organizations)
serve the intended purpose effectively and effityasmder all conditions, and that procedures in
place facilitates appropriate transparency andwadedility and provide the necessary incentives
for enhanced performance.

This component has four core functions: (a) to mheitee the optimal organizational structure for
MAF Strategic Plan; (b) to assist in effective mgeraent to ensure monitoring, sustaining, fine
tuning and facilitating all activities and procedsr (c) to change the existing organization and
institutions or bring about newer ones to close gap between the existing and “optimal”
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structure; and (d) based on this review, to reurse existing governance mechanism and
modalities of operation of MAF. This should alsenaio enhance internal co-ordination and
communication.

3.7.2. Specific objective 4.2: To develop and impteent a manpower development and
capacity strengthening strategy and program to enhace the productivity of MAF staff.

The most critical resource of any organizationtsshuman resource. Although the number of
staff in MAF has increased significantly, the cotgpey and skills required to deliver on MAF’s

Strategic Plan are still considered inadequate. fidwly-appointed Suco Extension Officers
(SEO) have very limited technical and extensiofissknd negligible operational budget.

Many developmental efforts have failed in the ghst to lack of human capability. Based on a
core competency analysis, clear job descriptiors teaining needs assessment, MAF should
develop and implement a comprehensive capacitygttnening strategy. This strategy should
focus on both long term degree-oriented trainingwa#l as short term skills building and
retooling of the existing staff, both of which atital for enhanced productivity

3.7.3. Specific objective 4.3: To develop and impteent a knowledge management and
communication strategy to facilitate effective desion-making and accountability.

This strategy will focus on two important aspeasmely, knowledge management and
communication. The world economy is rapidly beirapsformed into a knowledge and network
economy. The aim of the knowledge management coergois to build an integrated and

systematic approach to identifying, managing, arwring agricultural knowledge and

information. Key aspects will include the developrnef guidelines and institutional framework

and processes for knowledge management in agnieultu

An effective communication mechanism to widely wisite and share outputs, outcomes,
lessons learned and best practices as it relati® tagricultural innovation system(AlS) is vital
to raise the visibility, impact, and accountabilifyMAF’s investment. MAF should also develop
and disseminate targeted materials for key stake®land knowledge users including policy
makers. Given the current funding scenario theranisurgent need for MAF to develop and
implement a knowledge management and communicayistem.
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3.7.4. Specific Objective 4.4: To develop and Impteent an M&E Strategy

The ability to define, measure and evaluate
performance is an essential condition for an
organization’s improvement and

Over arching goals

place to review and evaluate the performance
of MAF are the various reports largely
focused on activities, finance, and to some
extent, output.

Strolegy besed

Sub goals
Strategic Priorities

\ l Goals I accountability. The mechanisms currently in

Very little effort is being made to monitor
and report the outcomes and impact. There is
Outcomes ‘ very little evidence to show that monitoring

information is used for management,

Outputs Progam/raied baed
Indicators planning or decision making. Therefore MAF
Partnerships should use the SDP and the MAF Strategic

Plan as a guide to develop a strategic results
framework and an integrated system (see
figure 3.2) with the relevant set of indicators,

Figure 3.2: Integrated M&E System

leading to a needs-based M&E system. This shosllidentify the data collection methods,
frequency, responsibility for data collection armhhit will be managed and used.

Each project should have its own results framewatk an M&E component integrated into
project planning and implementation. The log-frashéhe Medium-Term Operational Plan
should be operationalized so as to develop a nieesisd M&E system. This system should cater
for needs of all decision makers at MAF.

3.7.5. Specific Objective 4.5: To review the HR pigly and practices to provide the
necessary skills and incentives to enhance the permance of MAF staff.

Along with the manpower development plan, the humasource management strategy and
policy should be reviewed and updated to ensuré stgention and provide the necessary
incentives, including improvement in the conditiamfsservice that enhance the productivity of
MAF’s human capital.
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3.7.6. Specific Objective 4.6: To develop and impi@ent a partnership strategy for MAF.

Responding to the diverse needs and multifacetaalleciyes of the sector requires the

cultivation of strategic partnerships. Thus thelenpentation of the medium term plan should be
grounded through strategic partnerships — a pastierbased on common goals and shared
values that builds trust and fosters a culturennbvation and learning from experience. Building

a collaborative culture within an organization isryw challenging. The partnership strategies
should focus on internal as well as external coltabon. External partnership should focus on
inter-governmental relations, public-to-public apdblic-to-private partnership, partnerships

with farmer and civil society organizations, nonsgmmental organizations and development
partners.

The partnership strategy should clarify the roled sesponsibilities between national and district
directorate of agriculture and local governmengdalelish the framework to guide and manage
the formulation, alignment, implementation, monigrand evaluation of policies and programs;
establish a framework for integrated coordinatibbudget planning and expenditure; introduce
an information management system; introduce a fwasrkeand norms and standards for human
resources development plan and implementation; facditate the organizational capacity
building for national and district directorates dhd staff of the sector.

The strategic partners will also have to deterntiogv the resources from each partner are
committed and managed in the process of implemgritie various strategies, programs and
projects. Aspects of establishing and strengthemiagonal and international network co-

operation should also be addressed.

3.7.7. Specific Objective 4.7: To develop and impi@nt a resource-mobilization strategy to
ensure adequate and sustainable funding for MAF.

The success of MAF largely depends on the succéts which funding is mobilized that
enables services to be delivered by MAF. Sustamabiding is vital for MAF to deliver on its
mission and achieve the SDP targets.

Achieving the ambitious targets set by the natiddBP and the effective implementation of
MAF’s Strategic Plan requires additional financad human skills. The current allocation of
funds from the Government of Timor-Leste is grosslgdequate to deliver on the MAF
Strategic Plan as almost all the budget is usedtadff salaries and benefits, operational costs,
and maintenance of equipment and facilities. Imgirgpthe current budget allocation will
definitely enable more effective service delivaswards achieving the SDP targets.

To a large extent MAF depends on donor suppornfdement its field activities. There is also a
strong indication that the absolute value of thaalddfunding may not increase significantly.
While every effort should be made to solicit motading from government, MAF should
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identify innovative means to mobilize additionatoarces. Therefore, MAF should develop a
resource mobilization strategy and aggressively mha@u resource mobilization campaign to
implement its Strategic Plan.

3.8. Strategic Objective 5: Natural Resources Consation and Management.

By nature agriculture is the based on the utilaaf the nation’s natural resource base, i.e. its
land, water, forest, marine resource and bio-diyerdvlanaging the connections between
agriculture, natural resources conservation andr@mwient is an integrated part of utilizing
agricultural development to enable national devalenpt.

While natural resources conservation and sustdityabhould be an explicit consideration in
every project design and implementation, additiongasures may be taken to address
ecological sustainability issues. This issue iso aisiplicitly addressed in other strategic
objectives and program areas.

This strategy will impact on land use, zoning djfpotential agricultural land, the preservation
of sensitive land areas, biological diversity aratev resources.

3.8.1 Specific Objectives 5.1: Sustainable naturaésources management and utilization.

The objective of this strategy is to enhance thgachy of the primary users of natural resources
to utilize them in a most productive and sustaieaflanner so the natural resource base is
available in an equal or improved state to sereetireds of future generations.

In managing natural resources recognition should@jiteen to traditional and local systems of
natural resources management and assist commutaitgest formal recognition of their locally
agreed community regulations which are in operafsoich as Tara Banda).

This program will focus on two aspects. The proomtdf the capacity of local communities to
protect and manage their resources by (a) devejoaid implement community-based local
participatory land use planning to enable each conityto identify, map and agree on different
classes of land capability and the appropriate lasé for each, important sites and/or key
species and (b) improving the knowledge of mariné eoastal habitats. The second area is to
promote the co-operation of regional parties toroap the joint management and conservation
of the marine environment and transmigratory issnekiding the protection of Timor-Leste
exclusive economic zone and establish internatiagegements to enhance the conservation and
sustainable use of Timor-Leste’s natural resources.

3.8.2 Specific Objective 5.2: Increase the knowledgprotection, and utilization of the bio-
diversity within Timor-Leste.

The focus here will be on the conservation andzatibn of genetic bio-diversity of plants,
animals, terrestrial and marine biodiversity.
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3.8.3 Specific Objective 5.3: Development and dise@ation of environmentally friendly
agricultural industry practices.

When using the natural resources for economic fmamsition, the issue of sustainability should
be a key consideration. Every attempt will be maxeevelop industry best practices that are
environmentally friendly. Integrated Crop ManagemefiCM); integrated agriculture-
aquaculture system; organic farming; and introdgiamore robust farming systems through
well- coordinated rotation systems are key comptmehthis program.

3.8.4 Specific Objective 5.4: Promote the conservah of national and cultural heritage.

This program will focus on national parks, protecteeas, as well as other heritage sites of
important cultural value to the society and natidris could be accomplished through
collaboration with other relevant ministries.

The strategy development process ends with the defaition of mission, vision, goal, guiding
principles, identification of the strategic objees and its components including the focus areas.
Some of the key considerations for the implemeoatif the MAF’s Strategic Plan 2014-2020
are outlined in the next chapter.

35



Chapter 4: Implementation of the MAF Strategic Plan2014-2020

4.1. Introduction

The MAF Strategic Plan 2014-2020 defines the visimission, strategic objectives, and key
priority areas and the sub-objectives to be implaet by the sector. It does not cover the
detailed activities that comprise the implementagdan for each of the sub programs. These
aspects will be outlined in detail in the MediumrfieOperational Plan (MTOP). An operational

action plan cannot be developed without the fuitipgation of those who are charged with the

responsibilities for its implementation and deliweof results and this requires detailed

information.

The key steps in the implementation of the Strat&an and the complementary strategies that
need to be in place are discussed in this section.

4.2. Achieving MAF’s Strategic Objective
The key steps that need to be completed in ordevpirationalize and implement MAF’s
Strategic Plan are outlined in this

Results-based planning and budgeting section. The key activities are the
preparation of the MTOP, Five Year
Planning Framework Results chain Investment Plan (FYIP) and the
| Global Goals Annual Work Plan and Budget.
10-15 Years | I
Strategicobjectivg\s. The relationships between these

Medium Term Plan impact Focus act.ivities are _shown in figure 4.1.

P This process is also an attempt to
°r5"""’at“;"a“‘e5“'“ integrate  the  planning logic,
Unit results (Budgets) performance logic and the impact

Operational logic within a single framework.

Planning
wﬁﬂ:"‘;"'aalns Products/services (Budgeted)

Figure 4.1 Results-based planning and budgeting
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4.2.1. Wider communication of the Strategic Plan

The first and most important step in the implemgotaprocess is to communicate this strategy
as widely as possible. This document should be msmikly and the information on the
implementation plan should be shared on a regasistwith key stakeholders to enable them to
meaningfully contribute to the implementation akthtrategy.
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4.2.2. Priority Setting

The situation analysis in chapter 2 identified @éanumber of constraints. It is impossible to
address all of these simultaneously with limitesbrgces. Setting priorities is key to the rational
process of allocating the scarce resources of MAFractice, this process of priority setting

involves a combination of supply and demand-oriénteethods, intense consultation with

various stakeholders and a vigorous resource maakin program. Therefore the second step in
the implementation process is to set prioritieseurghch identified sub-program. It is important
to make sure that this process is all-inclusive gadicipatory. There is a need for each

directorate to review and prioritize on-going art@nped activities to ensure that they are in line
with the priorities of SDP and MAF's SP.

Currently in each district, the primary producere angaged in a diverse set of activities. The
current production system does not give adequ#tatain to the comparative and competitive
advantage based on the agro-climate and socio-sgomondition of the districts. Spreading the
efforts of MAF very thinly across all enterpriseoguced by farming families may not have
significant impact. Therefore, there is a needetasit the priorities of each district to identify
the key enterprises (specialization) that shouldhleeinitial focus of MAF’s investments. In the
priority setting process, one has to reconcileridispriorities and the national priorities based o
the SDP. This district level priority setting shdlde undertaken as a first step in reorienting the
investment of MAF. Based on the analysis, productitones can be determined according to
land use potential, agro-climatic conditions, catriand use and socio-economic viability and
competitiveness. Target investments including estten campaigns should be based on these
production zones to realize visible impacts. WHMAF is focusing on selected enterprises,
every effort should be made to establish stratpgrtnerships with development partners, NGOs
and civil society organizations to address therfiyi@onstraints important in each district.

4.2.3. Development of a strategy-driven Medium Tern®perational Plan 2014-2018.

The vision, core strategies, and sub-programs pexpon the MAF Strategic Plan require
partners to have an action plan, key performanchcators, service delivery targets and
standards, monitoring and evaluation systems, dmdealine to realize the proposed plan.

The Medium Term Operational Plan (MTOP) should itjedefine in detail all the strategic
initiatives identified during the priority settingrocess. This includes the specific action steps,
projects and activities that are envisaged undeh strategic sub-objectives; identification of
those who are responsible for their implementafinstitute and position); identification of the
partners and entities that need to be involveditifieation of resources required (in manpower,
money and machines), the timing, location, perforoeaindicator as well as the accurate cost.

The Operational plan should also ensure there apgor coordination of activities and goal
orientation among the various entities and partievslved in the implementation; capacity
building at all levels; sound planning and impletagion processes in place (to ensure projects
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are started and completed on time); a proper seqgnof implementing actions; and
monitoring of progress to ensure proper managen@ntimplementation process and
accountability.

4.2.4. Development of a Five Year Investment Plar024-2018

A Five Year Implementation Plan (FYIP) will be déyged based on the MTOP. The aim of this
exercise is to ensure that the planned activiti@gehcosts that are properly estimated and
adequate funding support is provided for the edfitiand effective provision of critical
agricultural public goods and services to the vaiolient groups. A full cost budget will then be
prepared on an annual basis. As part of the prpaeepats from donors will be sought to
establish the targeted external support for opmratihat could be anticipated during the plan
period. If the entire planned program was to belémented, then the budget gap should be
provided by the national government and/or othereses. This exercise will enable MAF to
make a sound case for requesting increased buggglacation from the Ministry of Finance. It
is also important to clearly identify the outputedamilestones for the proposed investment. As
part of this process, each of the sub-programsgbetsdwill be operationalized according to the
priorities of each sub-program. The units respdadiy implementing the activities must also be
involved in this exercise.

4.2.5. Development of Annual Work Plan and Budget

The 2014 Annual Work Plan and Budget will be foratatl based on the Five-Year Investment
Plan. In every subsequent year, based on the mimgt@and evaluation of activities, the
investment plan for that particular year shouldréésed to respond to the changing context,
needs and priorities of the clients to keep th@& plgnamic and relevant. There is a need for a
robust round of prioritization each year as partdetision making with respect to short-run
investment.

To conclude this section, the Medium Term and Ahidark Plan and Budget should be guided
by the Strategic Objectives and sub-objectives csgtin the MAF Strategic Plan and the
priorities identified by the various directoratesalistricts in consultation with the key partners
and stakeholder. However, the actual portfolio afvaies implemented in any given year will

be largely determined by the available resources.

4.3. Complementary Strategies

In order to deliver on the Strategic Plan, MAF hasdevelop a number of complementary
policies and strategies as an integral part of ptaplementation. This includes an M&E
Strategy, Manpower Development and Capacity Sthemghg Strategy, Resource Mobilization
Strategy, Knowledge Management and Communicaticate®fy, Human Resource Management
Policy and Strategies, and Partnership Strategg. détails of these complementary strategies
are discussed under the Strategic Objective 4 ernizational strengthening of MAF.
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4.4. Cross cutting issues - Gender, EnvironmentaluStainability, Climate Change and
Youth

4.4.1. Gender

MAF already has a gender policy. MAF should makerg\effort to mainstream gender in the

routine process of agricultural service deliveryrojpct development, implementation,

monitoring, evaluation and reporting processes. sAdiff should be equipped with skills on

gender analysis and participatory processes. MAdtsi¢o establish a mechanism for needs
assessment of gender responsive technologies andese

4.4.2. Environmental sustainability

Environmental sustainability is one of the key abeesponsibilities of MAF and its partners.
Environmental sustainability should be considere@@e of the explicit criteria in selecting and
implementing programs and projects.

4.4.3. Youth

It has been estimated that more than 15,000 youdinly in rural areas, finish school every year
and look for livelihoods in agriculture and relategro-industries. There is also the rural-urban
migration of this group. Every effort should be read transform agriculture into a profitable

business. To retain youth in the rural area agucelmust be profitable and investments should
be made in agricultural education and rural suppertices to provide the necessary skills.
Priority should be given to investments in ruralabased industries.

4.4.4. Climate Change

Climate change is real. It has effects on agricaltgeasons, production systems as well as
strategies (coping and mitigating) adopted by ttpecaltural communities. Hence, in planning
and setting priorities for MAF's activities climathange effects should be mainstreamed. In
addition, attention should be paid to develop sauitdyation strategies and technologies.

4.5. Monitoring and Evaluation of Programs, Projecs and Activities

Monitoring and Evaluation (M&E) of programs, proigcand activities are critical for the
implementation process. M&E assists the organinatio detect any implementation problems
early on and to take the necessary correctiverstio

During monitoring, necessary data can be collectecutput, outcomes and impacts, which
facilitate the assessment of the investment. M&Bukh be an integral part of the project and
program planning and implementation. An operatidogiframe of the MTOP will facilitate the
M&E process. Adequate resources should be allodatatlis purpose.

For effective planning, accountability and learnfrmm experience, MAF should institutionalize
an annual planning and priority setting processsecthe directorates. During this process each
directorate should present the activities completieding the year, results accomplished,
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problems encountered, new issues identified, theoles learned, as well as the planned projects
and activities for the next year. This will expdbke staff to the activities of other departments
and directorate and also assist in establishingsedepartmental collaboration.

This will also include periodical review of pridas, externally and internally commissioned
program management reviews, organizational perfoceassessment as well as regular impact
assessment of its investment. Creation of a remprframework will be based on the
operationalized plan for the monitoring and evabrabf programs and projects that contribute
to the Strategic Plan.

A result framework with targets, indicators and neeaf verification will be part of the MTOP
and discussed in the proposed M&E Strategy.

4.6. Financing the Strategy Implementation

MAF should continue to mobilize additional resowde facilitate the implementation of this
Strategic Plan and associated priorities. The mepdive year investment plan serves as a basis
and will assist MAF in this effort. There is a needestablish a mechanism for sustainable
funding to reduce donor dependency for its opematiunding for the short and medium term
will be based on annual government allocationspdaontributions, bilateral project as well as
non-tax revenues generated from MAF’'s goods andcas:.

During implementation of the MAF SP, steps showdddken to guard against overestimation of
resources and abilities; underestimation of tinexrspnnel or financial requirements; failure to
coordinate; ineffective efforts to gain supportotiiers or resistance; failure to follow plan, and
loss of senior management’s focus and commitmeansoire resources for implementation.

The various components of the core strategies@mplementary and together they contribute to
the much-needed small holder agricultural transétiom process. Translating this strategy into
action requires a series of plans, reviews andimoodis learning and adaptation towards
optimizing its operations. It also requires conting dialogue among key players to smoothen
implementation processes and structures to maximifieiency and benefits. The identified
strategies provide ingredients for guiding the easi organs of MAF in developing short to
medium term investments and implementation plarth alearly defined milestones/indicators
and targets that will lead to desired outcomes ampacts. Good governance, integrated
sustainable development, knowledge and innovatioternational cooperation, peace and
security are essential for the successful impleatenmt of the MAF’s Strategic Plan. During the
process, changes (external) as well as the resestanchange (internal) must be managed. This
also requires mindset and cultural changes in gnebusiness is done within MAF. This organic
change is evolutionary and may take time to achanekrequires long-term commitments from
all partners.
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ANNEXES

Annex 1. Constraints faced by MAF and the Agricultue Sector

Unless the causes of low productivity and poorgrennce are understood, it is difficult to
develop appropriate strategies and programs. Thetreonts faced by MAF as an organization
and its sub-sectors are presented below.

1.1 Constraints faced by MAF

a.
b.

@~oao

X'_ -

Inadequate operational funds to carry out actisjtie

Weak planning and budget estimation process tesdaste National Parliament for
more budget—planning and priority setting at alkls;

Making staff more accountable and productive;

Skills gap of staff to deliver services to clients;

Too many research priorities and too few convingrgect proposals;

Low level of private sector investment in servieivery;

Unreliable and inadequate data to support plantindgeting, decision making and
accountability;

Inadequate processes to monitor, evaluate andsassesnpact of MAF's
activities/investments;

Low visibility in the eyes of the beneficiariesreffective reporting and communication;
Absence of a decentralized decision making mechanis

Poor infrastructure; and

Poor coordination and linkages — both internal external.

1.2 Constraints faced by sub-sectors
Food, crops and horticulture sub-sector

. Reliable data on crops and horticulture are noti@ble;

. Low level of adoption of improved technologies leapto low productivity;

. Lack of knowledge of improved technologies and wesdension services;

. Limited or no access to credit and low use of pasell inputs (e.qg. fertilizers,
pesticides);

e. Weak integration of on-farm and o ff-farm activetiand lack of business

orientation;
f. Production system not based on the comparativendalya of regions and districts;

g. Scattered settlement patterns hinder the organamgdevelopment of farmer’s
associations and facilitation.
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Industrial crops (plantation) subsector

a.
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Inadequate knowledge and skills of plantation fasme modern cultivation and
management practices;

. Weak extension services;

. Old plantations with low productivity;

. Lack of business orientation and integrated on-faffriarm systems to add value;
. Lack of access to capital;

Lack of clear land tenure system, which hindersdigelopment of plantations; and

. State-owned plantations (about 12,000 ha) thatiapeoductive and conflict-prone.

Livestock (husbandry) subsector

a. Traditional production system and lack of markéemtation;
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. Absence of legislation and regulation on veterirarklic health and zoonotic

diseases;
Inadequate knowledge of farmers on livestock mamege, and irregular animal
health services;

. Absence of fodder cultivation and dependency ondwefested native pastures;
. Lack of financial institutions to provide micro-&nce;

Water and road infrastructure remain poor;

. The human resources capacity of extension workessli very limited (skills and

facilities) and availability at the sub-districvtd is inadequate;

. Lack of society/breeder’s awareness on animal hésgties (prevention and

treatment of livestock disease).

Forestry Subsector
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lllegal logging which causes damage to forest estesys;

Erosion and landslides cause land degradation amage to watersheds;
Inadequate number and lack of experienced anckdigliaff;

Inadequate forestry legislation and minimal regates;

Inability to enforce regulations that do exist;

No forestry management strategy in place;

Lack of forestry data, information, and understagdf biodiversity;
Inadequate action on watershed protection; and

Shifting cultivation practices exacerbate land degtion.

Fisheries Subsector
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Weak fisheries monitoring capabilities;

Lack of facilities and infrastructure for fishingdaquaculture;

Boat ownership levels and access to fishing equipraie still relatively low;
Aquaculture (brackish, fresh, and seawater) iswstidlerdeveloped;
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Data/information on fishing and aquaculture potdrdare still not available;
No fisheries management plans;

No international maritime boundaries;

Lack of staff skills — supervisory ability and gityalcontrol for fisheries
production are limited,

i. Lack of off-shore based industries for value additi

J. Under-developed harvest sector;

k. Inadequate knowledge and skills on commercial fighi
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1.3 Key Clients of MAF and their needs

The key clients of MAF are: smallholder producg@raducer groups and civil society
organizations; private sector and agribusiness aamity] non-government organizations (both
local and national), and development partners;ip@lovernment) and policy makers; and the
consumers of goods and service produced by thers@tte needs and expectations of the
individual groups of clients are:

Producers, producer groups, and community organizabns

a. Service: research, extension, quarantine, regakstietc.;

b. Technologies: production (varieties, breeds, mamage practices) as well as post

production (storage, packing, handling, processieg)nologies;

Inputs: seeds, breeding stock, planning matewiaigys, equipment, machinery, etc.

d. Enabling environment: policies, institutions, ldgigns, organizations, and
infrastructure;

e. Information: markets, prices of inputs and outpalispate data, pests and diseases, etc.

o

Public (Government) and Policy Markers

a. Inputs into policy and advocacy
b. Outcome and development impacts
c. Accountability

Non-Governmental Organizations (NGOSs)

a. Technologies/recommendations, advisory servicedjtgunputs;
b. Enabling environment to operate (policy, institap

Private Sector (Input suppliers processers, marketig agents)

a. Enabling environment to operate (policy, institagpincentives);
b. Quality inputs (standard, grades, regulations,ityjuassurance);
c. Technologies/improved practices.
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Development Partners

a. Outcome and developmental impact;
b. Accountability;
c. Clear priorities.

Consumers(both domestic and export),
a. Safe, cheap and nutritious food, quality produttoanpetitive prices.

1.4. Strengths, weaknesses, opportunities, and tlats for MAF
The MAF Strategic Plan takes into account the gtifes) opportunities, and weaknesses of MAF.

Strengths to build on:

MAF will harness, nurture and build on the followistrengths to achieve its goals and strategic
objectives:

a. Adequate staff numbers — central down to the sewel]

b. Good collaboration with donors, agencies, cividisty, and development partners;

c. Leading/coordinating food security task force arahdate for agricultural development;
d. Good basis for national agricultural extensiord an

e. Technical expertise within different fields of agriture, and access to advisers.

Opportunities to take advantage of:

The following opportunities will be exploited fdre benefit of MAF and its stakeholders:

a. Political recognition of the importance of agricurk;

. Increased revenue from the petroleum sector;
Decentralization of Government and services;

. Urbanization and improved urban incomes;

. Eventual ASEAN membership for Timor-Leste;

Approval of agriculture-related laws in the newl@anent; and
. Donor coordination to support MAF.
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Weaknesses to be addressed:

MAF will deal with the following weaknesses duritige implementation of the SP:

. Inadequate operational funds;

. Weak coordination of: (i) external support; andliiter-ministerial activities;

Weak linkages between national directorates, asidicti directorates and extension staff;
. Ineffective extension system (poor planning, resesiiand skills);

. Weak planning and priority setting and inadequgtecaltural policies;

Diffused priorities;

. Weak medium-term planning and budgeting process;

Q00 T®
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h. Weak monitoring and evaluation of activities/invesht and performance of staff —
especially impact;

i. Over concentration of staff in Dili;

j- Inadequate structure and governance mechanisngdiverdthe SDP;

k. No clear strategy and plan towards achieving tarigethe SDP; and

|. Centralized decision making.

Threats to be countered:

MAF will put in place mechanisms for counteringdts, especially:

a. Erratic changes to the climate as a result of humdnced climate change;
Increasing global food prices;

Deteriorating natural resource base;

Rural — urban migration and lack of interest ini@agture as a form of livelihoods;
Declining funding support — not keeping in line lwimhandate and priorities;
Increased importation of food, including procestexl products; and

Potential decline in donor support.
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1.5 Summary of Key Issues addressed in the MAF Stiegic Plan 2014-2020

The information generated through this situatioalygsis was used to formulate MAF's Strategic
Plan 2014-2020 which were presented in Chapteh8.1drge number of constraints and
challenges faced by MAF can be classified under fixoad categories:

a. issues and constraints contributing to low proadgti

b. constraints facing marketing and value additionpi@mary products;

c. the enabling environment (policy, institutirand rural infrastructure) that facilitates the
smooth operation of farming and marketing;

d. organizational constraints that condition the penfance of MAF as an entity; and

e. the constraints associated with the sustainableagement and utilization of natural
resources.

These broad categories of issues are addresseel MAF SP. The Strategic Objectives and
their components are as described in Chapter 3.

*The term institution in this context refers to thies, norms and conventions (both formal and mfd) that
govern the interaction between the various actbtsevagricultural innovation system rules of ergyagnt.
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Annex 2: Organizational Structure and Governance oMAF

2.1 Organizational Structure of MAF

ND of
Irrigation and
Water
Utilization
Management

Dept:

- Irrigation
Development

- Protection and
Normalization
of farms and
rivers

- Water
Management

- Water
Resource
Management

- Planning &
Finance

ND of
Research &
Especialized
Services

Dept:

- Resource &
Development

- Especialized
Services

- Planning &
finance

ND of
Quarantine
& Bio-
Security
Dept:
- Plants
Quarantine
- Animal
Quarantine
- Fish
Quarantine
- Planning &
Finance

46




2.2. The Powers of MAF:

a) To propose policies and draw up the proposed régokanecessary for its areas of
responsibility;

b) To manage agricultural and forestry resources aatensheds;
c) To manage National Parks and Protected Areas;

d) To ensure the implementation and continuity of paogs for rural development, in
coordination with the Ministry of Economy and Dewetnent;

e) To control the use of land for agricultural andebtock production purposes;
f) To promote and monitor animal health;

g) To promote the agricultural and livestock produttmd fishing industries;
h) To inspect food production.

Source: MAF Directorates Inventory, 11/2010
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2.3: Approved Mission of National Directorates of MAF (Decree Law No. 18/2008)

Directorate

Mission as per Decree Law

National Directorate of Support to
Agricultural Community Development
(Article 12)

To implement extension programs and the agricultommunity
development fund

National Directorate of Administration an
Finance (Article 13)

dTo ensure technical and administrative suppoitiéoMinistry

National Directorate of Policy and
Planning (Article 14)

To support the setting of strategic directionspities, and
objectives for MAF policies as well as coordinatifiglowing up,
and assessing their application and ensuring timésiy’'s
relationships for national and international coggien

National Directorate of Agriculture and
Horticulture (Article 15)

To carry out policies within the field of agricuttuand horticulture,
genetic plant resources, materials for multiplyjhant and vegetablg
varieties, training rural agents, and providingtfog enhancement
and economic diversification of rural areas.

h

The National Directorate of Irrigation ang
Water Use Management (Article 16)

To carry out policies in the fields of irrigationdmanagement of
water use for farming, proposing policy measurabsiastruments,
promoting their application and participating inmitoring and
assessment, the service is empowered to functitimreazational
irrigation authority.

National Directorate of Forests (Article
17)

To draw up, follow up, implement and enforce forgsgtolicy,
especially in the fields of sustainable developnadrfbrest resource
and their associated spaces and, additionallyjrimyriteekeeping,
and aquatic resources in inland waters, guarargeeair protection,
conservation and management; the service is emgaovterfunction
as the national forestry authority.

National Directorate of Industrial Plants
and Agribusiness (Article 18)

To draw up, follow up, implement and enforce policycoffee and
industrial plants as well as assessing the effgfatsitional and
international macro-economic policy on agrariandpiciion.

National Directorate of Fisheries and
Aquaculture (Article 19)

To draw up, coordinate, schedule, execute and emfoulicies,
plans, programs and projects for fishing, aquaceltthe
transformation industry and others allied withas, the service
invested with authority over fisheries on the nagildevel.

National Directorate of Livestock
Breeding and Veterinary Medicine (Artic
20)

To draw up, follow up, implement and enforce pagiplans,
programs, projects or any other matters relatingréaluction, anima

ereproduction and livestock breeding technologiesiadustry, as
well as issues relating to veterinary medicine taedprotection of
public health and animal health, being the seringested with
authority over national veterinary health functions

National Directorate of Quarantine
(Article 21)

To coordinate and implement measures, laws, andaggns on
guarantines and sanitary controls on the importeaqebrt of animal
and plants, animal plant products, merchandisetsssr objects, as
well as sanitary control of vehicles, ships, andrait.

National Directorate of Research and
Specialist Services (Article 22)

To coordinate and implement research and laboraittiyities,
especially in the fields of agricultural and agouefstry crops, soils,
veterinary medicine and food production, in ordeeguip the
Ministry services with the information and dateuiegd for the
better and more efficient management of resources.

National Directorate of Agricultural

Training (Article 23)

To coordinate technical professional schools, irgegl under the

national educational system

48



2.4: Organizational Structure of MAF District

Department of Technical Support

Forestry L

Irrigation

Livestock &
Veterinary

Coffee & Industrial
Crops

Food Production —

Suco
Extension
Coordinator

Suco Extension

Suco
Extension
Coordinator

Coordinator

Logistic

Human Resource

Suco Extension

Coordinator
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