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II. RATIONALE, RELEVANCE AND LINKAGES 

A. Link to outputs of Grants Policy and corporate priorities 

7. The eGranary Large Grant Proposal is closely aligned with the objectives of IFADôs Grant Policy. The 
proposed activities offer approaches and technologies with large potential for scaling to achieve 
greater impact. Should eGranary perform as expected, it can be scaled up to other NFO member 
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will be conducted, supported by different media, to sign up eGranary participants. These campaigns 
will use the NFOsô networks of cooperatives and farmer associations to reach down to sub-district 
levels.  

31. Groundwork is being laid to expedite start-up in Uganda. USSD Platform compatibility testing is on-
going. EAFF will incorporate farmer profiles from a 60,000-member database that it built in 
partnership with the two participating NFOs and CTA4 among others. Harnessing the existing 
database will be an important step in achieving registration objectives. Preliminary planning meetings 
have been held with buyers, service providers and implementing partners. These activities should 
greatly facilitate a quick start-up. 

Based on EAFF projections, the expected financial breakeven point will occur with a participation of 
70,000 borrowing participants, assuming average field size of 0.7 acres, and yields of 2.1 tons per 
acre. 

B. Overall Goal, Objective and Description 

32. The Project Goal is to improve the income and living standards of participating eGranary smallholder 
farmers in Tanzania, Uganda and Rwanda. 

33. The Project Development Objective is to increase productivity and profitability of participating E-
Granary farmers 

34. Description: e-Granary is an innovative solution based on the established concept of warehouse 
receipts systems to jointly tackle the challenge of counter-cyclical access to markets and credit 
provision. The innovation stems from the a) use of mobile technology to gather information at farmersô 
level, b) use of mobile platform to virtually aggregate products to attract larger and more structured 
buyers that can pay higher premiums, c) linkages to business partner, MODE, for the rolling out of 
the credit systems (both at production and harvest time) to address liquidity constraints faced by 
farmers, and e) concept development, ownership, and management of the initiative by existing FOs, 
from the ground up to a regional network. In addition the e-platform will also provide e-extension 
services using an established and functioning system in India. 

35. Farmer credit lines will be sourced through MODE and other financial institutions in the region. MODE 
is a data driven financial technology mobile phone platform focused on providing Nano loans in 
emerging markets. MODE has operations in 31 countries with a customer base of over 250 million. 
Currently MODE is processing over 1.5M loan transactions daily on its platform across all its 
operations.  

36. MODE is not a bank with deposit taking capabilities, but rather sources its capital through developed 
commercial relationships with the Kenya Commercial Bank and Barclays Bank with presence in all 
of East Africa, Mauritius Commercial Bank (MCB), UBA bank, and Zenith Bank among others. MODE 
relies on the strength of the business cases it develops to secure financing from these financial 
institutions. Given MODEôs spectacular growth and successful track record, coupled with the strength 
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42. eGranary has 
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D. Project Activities 

 

Component 1 – Access to Services 
 
48. E-granary platform set up - 90,000 smallholder farmers registered onto the e-Granary 

o Registration campaign strategy developed and validated  

o Country Registration Campaign teams formed; trained and dispatched 

o 
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o Run two radio episodes per year on structured trade in 3 major radio stations in the 

target countries 

 

53. Increased public awareness and knowledge on the success of e-Granary  

o Project fliers; pamphlets developed and disseminated.  
o Knowledge management & learning events held internally for EAFF -at national and 

regional level once a year. 
o Project steering committee held yearly 
o Procurement of k-Macho software for M&E 
o Field visits for M&E made every season 
o Joint management between EAFF, MODE, Technology advisor and any additional 

partners every week. 
o Exchange learning visits made once a year to commodity exchanges/ off takers/ 

between FOs. 
o Project documentary developed  
o Project results and impacts posted on-line (including social media) and on mainstream 

media 

54. Since the eGranary approach will be new to smallholder farmers, EAFF and its NFOs members 
will be developing specific training materials to support farmers on using the platform to access 
services. Trainings will be deployed by NFOs on the basis of approaches that NFOs have 
successfully implemented before. In addition, training materials will be based upon the one 

http://www.eaffu.org/
http://muiis.cta.int/2017/07/02/mobilising-cooperatives-and-farmer-organisations-for-icts-enabled-agribusiness/
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for a total of USD 2.7M will be completed. EAFF Secretariat is composed of 15 staff comprising, 
amongst other the CEO, Trade and Agribusiness officer, Policy and advocacy officer, Institutional 
development officer, Finance officer, Gender and Youth officer, Field Officer (e-Granary), 
Communication officer and IT support and also outsources consultants to provide services. 
Additionally EAFF has perfected the subsidiarity principle of involving members in project 
implementation thereby tapping into a pool of more than 80 national staff. 

National FOs.  

Uganda  

57. Uganda Co-operative Alliance (UCA), was registered in 1961, and supports its members to 
increase their production and productivity and as a result increase household incomes. UCA's 
total membership is of 319 members of which Savings and Credit Cooperative societies 
(SACCOs) are 246; Agricultural Cooperative Enterprises (ACEs) are 55 and District, Regional 
and National Unions are 33. UCA is organized with 9 regional offices that support the secretariat 
to deliver its mandate. UCA and EAFF have successfully implemented Linking Farmers to 
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EAFF M&E and KM officers (to be hired) and EAFF finance officer. The PMT shall also bring on 

board staff from MODE and IFFCO. The PMT shall be meeting regularly, physically and virtually. 

75. The EAFF CEO will have general oversight and responsibility for project implementation and will 

be responsible for all the financial transactions of the project. He will report to the EAFF Board 

and the Supervising Entity. The team will oversee project implementation, monitoring, evaluation 

and reporting and will (business meetings, market linkages, coordination, training on structured 

trade, coordinate field visits, etc.) 

76. At the country level, the project will be implemented in three countries ï Rwanda, Tanzania and 

Uganda.  In each country, EAFF members who will play a key role in the implementation of the 

project: IMBARAGA and NCCR in Rwanda; MVIWATA (National Networks of Farmers' Groups in 

Tanzania) and TFC  in Tanzania; UCA and UNFFE in Uganda.  

77. Each organization will appoint the following key personnel: 

(a) A coordinator (giving a total of 6) to take charge of e-Grana

http://www.gafspfund.org/sites/gafspfund.org/files/Documents/���׺���%20Final%20Draft%202017%20M%26E%20Plan%20June%20upload.pdf
http://www.gafspfund.org/sites/gafspfund.org/files/Documents/���׺���%20Final%20Draft%202017%20M%26E%20Plan%20June%20upload.pdf
http://www.gafspfund.org/sites/gafspfund.org/files/Documents/���׺���%20Missing%20Middle%20Pilot%20Projects%20Initiative%20-%20Guidelines%20%28Endorsed%20by%20Steering%20Committee%29.pdf
http://www.gafspfund.org/sites/gafspfund.org/files/Documents/���׺���%20Missing%20Middle%20Pilot%20Projects%20Initiative%20-%20Guidelines%20%28Endorsed%20by%20Steering%20Committee%29.pdf
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Table 2. Project benefits 
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Table 4. Project Costs by component
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Annex IV 

 
 

FINANCIAL MANAGEMENT ASSESSMENT QUESTIONNAIRE (FMAQ) 
 

 

 

Project # 2000001808 Date : 

Implementing Entity EAFF  

Self-assessment completed by Antonella Cianciotta Date : 

Review completed by Irene Li  Date : 
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 Implementing Entity: 
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Topic Response Remarks 

 Staffing   

1.4 What is the (proposed) organizational structure of the 
accounting department? Attach an organization chart.  

 

 The Finance team of EAFF is composed of the Finance Officer and the Management 
Accountant. 

The mission revealed different level of maturity in terms of financial management among 



 

A8 

A
n

n
ex

 IV
 

[



 



 



 

A11 

A
n

n
ex

 IV
 

[C
lick

 h
ere an

d
 in

sert E
B

 ../../..] 



 

A12 

A
n

n
ex

 IV
 

[



 

A13 

A
n

n
ex

 IV
 

[



 

A14 

A
n

n
ex

 IV
 

[C
lick

 h
ere an

d
 in

sert E
B

 ../../..] 

Topic Response Remarks 

 Cash and Bank   

5.1
3 

Does the organization maintain an adequate, up-to-date 
cashbook, recording receipts and payments? 

Yes The cashbook is integrated into the accounting software system. 

5.1
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Topic Response Remarks 

8.4 Were there any major accountability issues brought out in the 
audit report of the past three years? 

Were there any issues noted in prior audit reports related to 
the operation of project imprest accounts or use of SOE 
procedures? 

 The audit reports elaborated for the on-
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Tab 2. Funds flow chart 
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modules that have been tested include List Views of various data elements stored in the system, e.g. 

farmer profiles, and reports that aggregate system data, as well as disaggregates by gender, age, 

location, crop, farmer group and season e.g. Total number of female farmers registered. Other elements 

of the solution like forward-contracting, insurance, and repayment have been conducted manually and 

offline. Payment integrations have already been developed and tested, but they have not been field 

tested with live users as yet. In order to achieve the above digitally, a number of SMS and USSD 

integrations have also successfully been developed and tested in the field. 

 

Strategy  
 

A consolidated technology strategy needs to be in place for the eGranary platform (suggestions for this 

strategy will be outlined in para 7-10) in place for the eGranary, although some elements are addressed 

in a number of documents. Through a demand driven request by EAFF, technology recommendations are 

made by the Developer with consultation from MODE, this will be  .  

have 
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A data strategy needs to be developed and enforced. All data is hosted on cloud services outside of East 

Africa. The mission recommends a data strategy be developed in order to ensure compliance with 

The
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Infrastructure as a Service - At present the infrastructure is not sufficient to deliver an enterprise level 
solution. a Number of changes have been suggested to the architecture to ensure maximum system 
availability, reliability, and redundancy. 
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Aggregation and Contracting - There 
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Procurement - Based on vendor evaluation an Infrastructure-as-a-Service 
vendor will need to be contracted. It would be beneficial if this vendor could 

-
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ǒ The aggregation should also include whether its verified or not (P) 
ǒ Farmers Credit scores (P) 
ǒ Enriched farmer profiles  - Bio data, GPS location, Photo, Other economic activities the farmer is 

engaged in (P) 
 

Phase three 
ǒ All directories 
ǒ Advance warehouse receipt features (P) 
ǒ More advanced data models (P) 
ǒ E-extension module (P) 
ǒ Other advanced features (P)  

 

USSD & SMS input Validation 

• We have a framework for validating all USSD inputs. We don’t have an automated testing framework for USSD on 

live phones, but since the USSD is served via an API, its very easy to set up a endpoint tests. But the actual testing 

is currently manual. 
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Payment service architecture not developed, but planned as a python web app behind an Apache server 

and will have a persistent VPN connection to a Safaricom server. 

Physical Infrastructure 

No presently mapped out due to hosting with a cloud service.  

Logical Representation of Infrastructure 

 

Third Party Providers and Software Dependencies (By Country) 

Providers 

• USSD Providers (AfricasTalking for both Kenya and Uganda) 

Software 

• Heroku Postgres for a PostgreSQL 9.6 Database Server 

• Heroku for PaaS (application server, load balancer etc) 

• Ruby on Rails for application development 

• Several Ruby libraries 

• Dropbox for file storage (excel upload of data) 

• Heroku Addons: Logentries for logging, Sendgrid for emails, Rollbar for bug tracking, Memcachier for 

memcached, NewRelic for application performance monitoring 

 

Payments Server (P) 

• Django 

• Apache NGINX 

Systems Integration (By Country) 

Internal 

• The entire logic of receiving incoming USSD requests and returning USSD message responses is 
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Rails: 

No SSL certificate in place as yet - We do plan to get an SSL certificate for the app so we 

can do everything over HTTPS 

 

Payments server: 

Authentication that only allows the Rails app to communicate with the server (P) 

All communication over HTTPS (P) 

Encryption Standards 

Rails: 

SSL certificate is planned (P) 

Passwords are hashed with salts 

Application data is not encrypted in the DB 

API Keys will be stored on the servers as environment variables 

 

Payments Server: 

Will act as a micro-service and not store any data on the server (P) 

• API Keys (for M-Pesa) will be stored on the servers as environment variables (P) 

 

Non-repudiation and Audit Trails 

Not in place or planned at present. 

 

Security Policy and Process 

Not in place or planned at present. 

Vulnerability Scanning 

• Since Heroku manages the server, we assume we are getting best in class vulnerability scanning there. 

• For the payments server this is not in place and was not planned. 

 

Patch Management Policy 

No policies were planned.  
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Proposed Business Processes 

These processes have been co-created with the IFAD team, MODE, and EAFF, to outline some 

of the key system modules and elements that need to considered when defining the scope of 

work and system requirements. 
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Proposed System Architecture 
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Draft Technology Budget (5 Years, xls version attached) 
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Annex 6 WP #2 ICT Design and Deployment  

 

I. Overview of ICT Issues Related to the Deployment of eGranary 
 

1. Technology deployment: the human side of the equation. While the previous technology section 
analyzed issues related to the development of the eGranary platform, this section will focus on enablers, 
barriers, and risks related to the uptake of the platform amongst its various users. Most ICT for 
development initiatives do not fail because of a technology shortcoming, which can usually be resolved 
with adequate resourcing, but because of low adoption, processes that donôt scale, or business models 
that are not sustainable. Drawing on sector best practices for deploying ICT with smallholders and 
carefully analyzing success factors will help to mitigate these risks. Key issues can be organized along 
three dimensions: 1) product design, 2) solution deployment, and 3) business model.  While a 
preliminary analysis of these issues is presented here, ongoing research and assessment should be 
conducted during the initial design phase and throughout the program lifecycle to address the human 
side of ICT deployment, which often determines whether a digital solution succeeds or fails at scale.  
 

2. Solution assessment. eGranary is a highly innovative solution that is appropriate for the smallholder 
market it seeks to serve. Rapid growth in mobile network coverage in rural areas paired with increasing 
mobile access among smallholder populations has led to an alignment between the agricultural, 
telecommunications, and financial services sectors that has accelerated digital agriculture innovation. 
There is large variety in mobil



Annex 6: Working Paper on ICT Design and Deployment 

A48 

 
5. 
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payments, either on behalf of or through their member organizations. Although capacity levels vary 
considerably between NFOs and their members, those producer groups with some experience in 
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Table 3. Staff Resources 

Location Title  No. % Time  Hire Status Skills Required  Responsibilities  

Regional  

eGranary Product Owner 1 Full time New Hire Technology, business  Manage roadmap, technology vendors, and country admins 

Data Analyst 1 Full time New Hire Econometrics, statistics  Ensure data quality, analyze data, create and run reports  

Project Manager  1 Full time New Hire Project Mgt.; Biz Dev  Manage eGranary rollout, secure partnerships, manage  

M&E Officer  1 50% New Hire Research, M&E Manage M&E firm, lead internal M&E, knowledge management  

Finance Field Accountant  1 50% Current Staff Accounting  Financial management of eGranary project  

Trade Officer  1 30% Current Staff Agribusiness  Support B2B meetings and negotiations with value chain actors  
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V. Business Model Considerations  
 

28. Escalation of business model focus. Sustainable business models remain elusive for most digital 
agriculture programs; most rely on donor funds and fail to scale once donor-funding ends. Getting 
the business model right will be paramount to scaling the solution. Given the importance of the 
business model to long-term scale and sustainability, the mission recommends EAFF identify and 
report on key business metrics, such average revenue per farmer, alongside logframe indicators to 
enable mitigation of business risks. We also recommend EAFF prioritize developing and rigorously 
testing the business model in the pilot phase to ensure the solution is designed to maximize 
scalability and sustainability. These activities should include a detailed analysis of the profitability 
of different value chains and eGranary products as well as calculating the potential return to 
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on subscription to the service due to the reduced risk the farmer presents when adopting the best 
practices eExtension services promote. In early phases, multiple approaches to pricing can be 
tested before committing to a single approach.  
 

32. Mobile-enabled agent sustainability and cost of user acquisition. The project currently 
proposes an access to usage ratio of 70% to 30%; including the following targets: a) register 90,000 
farmers, b) deliver the full services suite to 31,500 farmers, and c) provide mobile information 
services to 10,000 farmers. Given the high costs of outreach to register farmers, we recommend 
that the project aim to deliver information services to all farmers in the project. In addition, as 
detailed in the product design and deployment sections, there is also a need to include additional 
field agents. EAFF and the mission agreed to farmer to agent rations as detailed below in Table 5.  
These field agents should not be paid staff but rather enterprise based, perhaps following the model 
and experience of Tn
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Annex 7: Financial Management Country Notes  

            
A. RWANDA  

IMBARAGA 

1 Staffing The finance department is not led by the Finance officer. The 

accounting officer is currently responsible of the financial 

management supported by the cashier. The position of finance 

officer is currently vacant. 

2 Budgeting The budget is prepared in line with the needs highlighted by the 

programme manager upon verification of the accounting officer. 

The level of details included in the budget is not currently meeting 

the IFAD requirements in terms of project components and 

categories. 

3 Funds 

Flow/Disbursement 

Arrangements 

IMBARAGA has experience in SOEs procedure as benefitting 

from the on-going SFOAP programme. Nevertheless, the capacity 

to deal in compliance with IFAD requirements in terms of 

reporting and procedure needs to be straightened. 

4 Internal Controls The authorization, custody and records keeping roles are given to 

different people to prevent fraud or errors. The president and the 

project coordinator conjointly approve every voucher. 
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10 Reporting and 

Monitoring 

The reporting format and related level of information is tailored 

according to Donors ‘requirements. The financial reports are not 

automatically generated, they are elaborated using excel 

worksheets. The mission assessed weak knowledge about the 
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B. UGANDA 

UCA 

1 Staffing The financial department is led by the finance officer who is supported by one 
general accountant, 2 projects accountants and the cashier. 
Job descriptions and HR manual are available. The staff is recruited though 
renewable long-term contracts.  

2 Budgeting The project officer is responsible for the elaboration of budget, then the 
finance department carries out the needed verifications in terms of funds 
availability and correctness of selection process. In this regard, the 
procurement manual is available and defines the procedures by including a 
minimum number of quotations for assessment (no3). The minutes of 
procurement committee are not available. 

3 Funds 
Flow/Disbursement 
Arrangements 

UCA has experience in IFAD funded project being beneficiary of SFOAP 
programme. The finance officer is aware about the procedures for 
disbursement regarding the expenditure level to be reach for being entitled to 
request new tranche of funds. The supporting documentation is available in 
hard copy and in the context of SFOAP, it has been shared in form of 
photocopy.  

4 Internal Controls The segregation of duty is in place: for every transaction, there are 3 different 
signatories so that three levels of control (accountant, finance officer, cashier 
and then authorization of the secretary general). 

5 Accounting Systems, 
Policies and Procedures 

The accounting system in place is NAVISION. The system allows clear 
distinction by source of funding. The system currently can automatically 
generate transaction list, but it has not the needed functionalities to generate 
financial reports compliant with IFAD requirements in terms of project 
components and categories. Nevertheless, as per discussion, the system can 
be customized to include specific parameter in line with IFAD requirements. 
The chart of accounts should be revised to respond to IFAD standards. 

6 Payments PAID stamp 

7 Cash and Bank The transactions are processed only by means of bank transfers and cheques. 

8 Safeguard over Assets The fixed assets register is not currently integrated into the accounting system. 
The reconciliation is made according to specific need of requests. 

9 Other The organization has an internal code of conduct. 

10 Reporting and 
Monitoring 

The periodic financial reports are elaborated based on the transaction list 
generated from the accounting system. The details in terms of project 
components and categories are manually included at EAFF level. 
The supporting documents are properly organized in the archive in hard copy. 
The photocopies of the documents are regularly shared with EAFF as pre-
condition for disbursement. 

11 Information Systems The financial management is computerized but it doesn’t allow the generation 
of needed financial reports in terms of details requested by IFAD. 

12 Internal Audit N/A 

13 External Audit The external audit reports of the past 3 fiscal years are available. The audit 
reports show unqualified opinions. Nevertheless, the management letter 
provides several recommendations concerning the internal control. The 
mission underlined the need to follow up on the implementation of these 
recommendations. 

 

UNFFE 

1 Staffing The financial department is composed of the finance officer, 2 accountants, 1 
compliance officer. The cost sharing related to the staff in charge for donors 
funded projects is based on the percentage of time allocation and it is 
available. The Job descriptions and HR manual are available. The staff is 
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C. TANZANIA 

MVIWATA 

1 Staffing The financial department is composed of 5 people (2 women and 3 men): the finance 
officer, and 4 accountants. Each accountant has different responsibilities: i) cashier, ii) 
reporting, iii) ledger update and voucher elaboration, iv) reconciliations and transaction 
system. The job descriptions are available and attached to the contracts. To date, 
MVIWATA declare not having received any training in IFAD procedures. 

2 Budgeting The elaboration of budget is based on consultations with farmers groups member of 
MVIWATA. Then the finance officer proceeds with the verifications in terms of allocation 
and funds availability. The budget is submitted for clearance to the Board composed of 9 
elected people from the farmers groups per each zone of membership. The final approval 
is a responsibility of the general Assembly. 
The staff is familiar with the format for budget of Donors funded projects.  

3 Funds 
Flow/Disburse
ment 
Arrangements 

MVIWATA has experience in IFAD funded project being beneficiary of SFOAP programme. 
The finance officer is familiar with IFAD procedures for disbursement and the needed 
documents. The supporting documentation is available in hard copy and in the context of 
SFOAP, it has been shared in form of photocopy. 

4 Internal 
Controls 

The segregation of duties is in place: the cashier prepares the voucher, the finance officer 
checks the correctness of procedures, the executive direct approves the transaction and 
the programme officer is responsible for submission of the requisition of expenditure. 

5 Accounting 
Systems, 
Policies and 
Procedures 

The accounting system in place is SAGE. The system allows clear distinction by source of 
funding. The system currently can automatically generate transaction list, but it has not 
the needed functionalities to generate financial reports compliant with IFAD requirements 
in terms of project components and IFAD categories. The categories of expenditure are 
currently aligned as per internal procedures. Nevertheless, as per discussion, the system 
can be customized to include specific parameter in line with IFAD requirements. The chart 
of accounts should be revised to respond to IFAD standards. 
The financial management manual is currently under revision for updates. In addition, the 
organization has also the operational and procurement manuals. The procurement 
committee is responsible for the selection and the related minutes are available. 

6 Payments PAID stamp 

7 Cash and Bank The cashbook is integrated into the accounting system. Cash and bank reconciliations are 
prepared on monthly basis.  

8 Safeguard over 
Assets 

The ledger is integrated in the system and it allows a basic registration. More details 
concerning the fixed asset are recorded in a Excel document. 

9 Other The HR manual includes a section of mismanagement of funds and conflict of interest. 

10 
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internal control. The mission underlined the need to follow up on the implementation of 
these recommendations. 

 
TFC 

1 Staffing The financial department is adequately staffed. The department is led by the 
director of finance and administration. The accounting section includes the chief 
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Background 

 
This is a Contract signed between the Eastern Africa Farmers' Federation (EAFF) and the ************) for activities related to 
the ********** Program in ****. The Addendum outlines the activities to be undertaken by ******* in ********. 
 

Activities in 2014 
 
EAFF is contracting ******** to conduct various activities related to the **********Program (SFOAP). The activities under this 
contract include: 
 
Activities under Component 1 -  
1. ************* 

2. ************** 

3. ************** 

4. ************ 

Activities under Component 3 - 
1.********************* 
2.******************* 

 
Other supporting activities: ******** will participate in other related activities including: 
5. Annual Regional Review and planning meeting: 

6. Knowledge management workshop:  

 
 
Deliverables of the contract 

*************** will submit an Semi
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EAFF 

  

EAFF




