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Executive Summary  
 

1. EXECUTIVE SUMMARY  
PIMS was designed to support transformational change in the Somali peninsula by strengthening market systems. 
The programme stimulated growth of the private sector and supported measures required to deliver long term job 
creation and ultimately reduce poverty.  PIMS utilised a making markets work for the poor (M4P), also known as a 
Market Systems Development (MSD) methodology, with an integrated Cash for Work (CfW) component to drive 
increased; incomes, job creation, market growth and enhanced productivity.  The programme sought to address 
market failures in three productive sectors: Dairy, Sesame and Ocean Fisheries, with cross cutting light 
manufacturing inputs.  PIMS was originally conceived as a three year, £11 million programme running from April 
2015 to April 2018.  The value of PIMS was increased in January 2017 to £14 million with additional funding from 
DFID and DANIDA and a time extension was approved in April 2018 taking the end date of PIMS to July 2019 
with operations ending in April 2019. 

PIMS worked across these three value chains (dairy, sesame and ocean fisheries), with a total of 26 lead firms in 
Somalia. In total £5,699,867 was distributed as part of the Grants and Activities Fund. Given the FCAS context of 
the Somali region and therefore of PIMS, the programme had to respond to and find ways of adapting to an often 
fluid and volatile environment. This included the erratic nature of the Somali federal ministries and frequent 
government changes; the uncertain insecurity, and the devastating impact of the 2016/17 drought. PIMS was 
required to continually adapt and adjust its approaches, interventions and priorities in response to these factors; 
this report seeks to reflect on the learnings obtained through PIMS in addition to the results and outcomes 
achieved by the project.  

 

PROGRAMME RESULTS AND ACHIEVEMENTS 
PIMS utilised a refined results measurement system, consistent with the Donor Committee for Enterprise 
Development (DCED) standards to measure systemic changes from activities to outputs and to outcomes.  At the 
time of close out, all but one output logframe target had been achieved and three out of four outcome targets 
surpassed. 

Across the four outcome targets, PIMS achieved:  

» 60% of firms reporting increased income per year,  
» 11,637 FTE jobs (43% women) created;   
» £13,162,684 additional private sector investment leveraged and   
» £26,194,329 net additional income generated for the producers and private sector companies benefiting from 

PIMS.  The ultimate target is £28,600,000 (achieved to date is at a -8% deficit to this target) but projections 
indicate an over-achievement of the planned target by 2020 of £30,289,686, based on the trajectory of growth 
from the project’s implementation. 

 

Key output level results include: 

» 41 processors/exporters assisted to meet requirements of end market buyers;  
» 4 regulations specific to PIMS value chains reviewed/revised; and,  
» 36 lead firms investing and providing technical assistance to small scale producers.  
 
Sesame  
Market analysis during in the sesame sector identified extremely low yields, limited processing capacity and 
knowledge, poor understanding of end market requirements as critical constraints. Core market interventions 
focused on improving technical and crop production knowledge, attitude and practices among farmers and out 
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growers, increasing sesame processing knowledge and capacity among processors, and improving exporters 
understanding of higher value sesame markets and the required standard. 

The sesame sector was a key driver of results for PIMS, producing the highest return for the programme.  As a 
result of continued and embedded training from lead firms, sesame farmers dramatically increased their yields 
from an average of 250 kgs/ha to an average of 473 kgs/ha. With increased capacity, and improved market 
linkages facilitated through PIMS, firms were able to meet the needs of growing exports to regional and 
international end markets.  Copying by other sectors has also been evidenced by lead firms piloting the out-
grower model for the production of rice in Somalia. Copying like this in turn stimulates other supporting functions 
in the agricultural sector, so that the depth of the market system is improved and lead firms operating more 
innovatively and competitively, in a better functioning market.  

 
Ocean Fisheries 
Despite its potential, sustainable growth in the Somali ocean fisheries sector is threatened by illegal fishing and 
poor fishing and handling practices, poor infrastructure and a challenging political economy. To address these 
constraints, PIMS interventions included improving quality and hygienic handling of fish, increasing fish catch and 
reducing spoilage in parallel to improving infrastructure at landing, cooling, transportation and market points. 
PIMS signed deal notes with eight private sector companies and strengthened the practices of 2,638 fisher folks. 

As part of the cost sharing agreement with lead firms, PIMS delivered training of trainers (ToT) training to each 
lead firm. These lead firm staff in turn provided technical training to their main suppliers, with lead firms now firmly 
embedding and adopting PIMS practises independently.   

As firms became more export orientated, the lack of proper standardisation and compliance to global standards 
clearly emerged as a major limiting factor to growth. In response to this constraint, PIMS developed interventions 
that would support the enabling environment, reform and meeting of standards, as well as brokering linkages with 
firms and end market buyers with new regional end markets. Examples of this include the three-day training PIMS 
conducted for Fish Inspection and Quality Assurance (FIQA) officials and Somalia Bureau of Standards (SoBS) in 
Nairobi.  These activities were implemented in order to create awareness on national, regional and international 
market access requirements for fish products, progress further an approach and government endorsement for 
SoBs and begin the validation of the National Fisheries Development Policy. Simultaneously, PIMS supported 
lead firms to strengthen relationships across the value chain: assisting them to undertake domestic market 
surveys and identify and examine markets such as Kenya, Ethiopia, and the UAE in which they could engage and 
benefit from. Synergies and linkages were also facilitated with fisheries equipment suppliers. 

Evidenced by the results of these interventions, demand for Somali fish products both in the domestic market and 
in regional markets does exist, and the potential for growth is high. Critical to the future success of the fisheries 
sector is the formalisation and effective implementation of policy reform. The design of the fisheries good handling 
policy and National Fisheries Development Policy and Manuals for Standard Operation Procedures, both 
facilitated by PIMS, have paved the way for this.   

 
Dairy 
Dairy production directly involves tens of thousands of low to middle income Somalis, yet constraints to growth 
continue to exist. Constraints include poor production, poor handling practices and poor infrastructure. In 
response to this, PIMS targeted interventions in these areas: fodder, camel dairy, milk cooperation and veterinary 
drugs. 

Across the dairy sector, PIMS interventions included trialling an experimental new business model, renting 
lactating camels to dairies; the establishment of a Centre of Excellence, working as a one-stop centre for 
knowledge and information on commercial dairy production; and, an out-grower system for improved fodder 
production. In total £1,678,109 in private sector investment was generated in the dairy sector and over 600 FTE 
jobs were created during the life of the project.  

From late 2016 and during 2017, the effects of the devastating drought in Somaliland took their toll with livestock 
losses estimated at 30% nationally. The drastic animal losses and subsequent humanitarian aid response also 
distorted the impact of the dairy interventions; in response to this, PIMS pivoted its dairy interventions in early 
2018 to focus more on the production and sale of fodder to livestock exporters, improvements to communal 
grazing lands and water catchment and storage.  
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The achievements of the PIMS programme in the dairy sector against the context of humanitarian crisis and 
heavily distorted market from aid, have generated compelling dialogue on resilience building and the role of an 
M4P approach in strengthening household resilience and mitigating against the impact of external shocks. 

 
Investment promotion  
Lead firms were critical drivers of investment, by mobilising investment to meet their commitments as part of their 
deal notes. As a component of this engagement, firms were supported to mobilise investment from Somali service 
providers -such as market input suppliers- entrepreneurs, extension services and technologies.  In addition to 
investment with lead firms, PIMS adopted a wider investment facilitation and promotion approach.  This involved 
supporting bilateral trade engagement from the Somali government and attending trade fairs with partner Somali 
firms to support the generation of investment leads and catalyse potential investment.  Examples include the 
investor forum that PIMS held in Hargeisa and which was hosted by the Somaliland Chamber of Commerce, the 
Ministry of Industries and the Ministry of Agriculture.  As a facilitating actor of investment, PIMS took care to 
source, develop and manage a pipeline of potential interventions in productive and service sectors, linked to PIMS 
activities.  PIMS also facilitated bilateral discussions with Kenyan government representatives at the Blue 
Economy conference in Nairobi and as a result, was requested to input into the Kenya-Somali trade agreement.   

 
Cash for Work 
CfW complemented PIMS’s market systems approach by creating necessary infrastructure, such as road or canal 
rehabilitation, for market access in addition to providing liquidity needs of the poor during the drought of 2016/17 
when traditional livelihoods and assets were depleted or not feasible.  PIMS approached the CfW component as a 
programme asset and identified with the local communities’ opportunities to strategically address key 
infrastructure constraints affecting the growth of the communities’ farming activities and private sector 
development.  In 2017, to limit the danger that many Somalis faced from the drought, PIMS dramatically scaled up 
its CfW workstream, injecting much needed cash into drought-affected communities. CfW activities conducted in 
Somaliland and Puntland were primarily road rehabilitations and improving access to markets, along with 
improving quality of grazing land that supported the dairy and fisheries sectors.  In the Shabelle region of 
Mogadishu, canal rehabilitations were the key focus. 

Canal rehabilitations proved to be the most productive support to the sesame sector, and the expansion of canals 
opened up 4,856Ha of productive, arable land, resulting in increased employment and income of farmers. In 
addition, the rehabilitation of culverts, gates and access roads provided sustainable longer term investment into 
the local productive infrastructure.  The CfW workstream delivered both immediate and longer-term benefits: 
generating over 402,074 workdays, injecting significant capital into rural markets, and rehabilitating highly valued 
productive infrastructure in support of market systems.  

Fundamental to PIMS’ CfW programming was its long-term focus. CfW programmes are traditionally viewed as a 
way of helping an emergency-affected population, have typically paid little attention to sustainability.  PIMS, by 
contrast, put sustainability at the centre of CfW programming and integrated the CfW activities within a systems 
approach to market development.  

 
LEARNINGS, REFLECTIONS AND CONCLUSION 
In one of the most challenging environments in the world, PIMS, using an MSD approach, positively and 
sustainably impacted the lives of over 65,000 women and men including youth in Somalia.  PIMS’ success can be 
attributed to a number of factors including the open and transparent way it engaged with the private sector, the 
relationships it built with influential stakeholders and its innovative capability to pivot CfW activities against a 
backdrop of uncertain extraneous factors such as the 2016/17 drought.  PIMS also benefited from developing 
collaborative and synergistic relationships with other private sector development programmes in Somalia.  

From the experiences of PIMS, it is clear that significant work and investment is needed to support the policy 
environment in order for the business environment to facilitate robust private sector growth.  Reflections for future 
programming for PIMS include building a more formal component of policy reform as part of MSD programmes. 
While PIMS had an entrepreneurial and somewhat informal approach to policy lobbying and reform (seizing 
opportunities such as the creation of the National Fisheries Development Policy), future MSD programmes could 
be designed to incorporate a concentrated policy vehicle from the beginning, in order for a robust mechanism of 
engagement and exit policy to be developed.  
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Programmes should take on an adaptive approach with processes and tools. FCAS contexts, like PIMS, are 
dynamic environments that can change rapidly at any time.  Consequently, systemic change will take time and 
results may not be obtained in a linear manner, as has been shown with the advent of the 2017 drought.  Having 
programme tools and processes which suit the high-risk environment, respond to reporting requirements and 
foster an organisational culture of curiosity is important to navigating and finding synergies in this complexity.  

A number of other programmatic learnings and best practises have also emerged throughout the PIMS 
programme. These include PIMS’ approach to capacity building with lead firms, turning partnership administration 
into a trust building exercise. This investment in individuals and training led to strong, transparent relationships 
with these firms, something the programme found critical in thin markets like Somalia.  PIMS’ approach to 
technical training was also innovative: for example the out-grower model was new to Somalia and technical 
training took place in Kenya, technical training was also delivered to ministries and PIMS’ found opportunities to 
partner on training with Premier Bank. PIMS’ also drew on lead firms to train other lead firms in pre-competitive 
areas.  

 
The MSD approach in fragile, conflict affected states can work 
PIMS results have proven that an MSD approach can be effective in Somalia with the identification of incentive 
structures and systemic constraints, and thus a contribution to sustainable change. The M4P approach in FCAS 
environments can work. PIMS has shown that stimulating private sector investment is possible with aligned 
incentives, casting light on the importance of designing programme interventions with tangible value propositions 
for key players in the different segments of the value chain.  

These reflections can now play a role in future programming: exploring how we can better look through the lens of 
resilience in FCAS contexts, and how, as we look forward to MSD programmes, policy reform is more robustly 
and formally incorporated in holistic interventions.  

Potential exists in the Somali private sector, with firms now operating in better functioning markets, with increased 
competitiveness, innovation and knowledge. To enable further growth and increased productivity, it’s clear there is 
a role for government in Somalia and a need for greater enabling environment reform. Broader successes such as 
the re-accession of Somalia to the COMESA agreement and recent Kenya- Somali trade discussions demonstrate 
there are exciting and very real possibilities for this.  The challenge now is to sustain and build on the outcomes of 
PIMS.  



 

 

2. The Story of 
PIMS 
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2. THE STORY OF PIMS 
PIMS Theory of Change 
PIMS was designed to support transformational change in Somalia by strengthening market systems. PIMS 
encouraged the growth of the private sector and supports the measures required to deliver long term job creation 
and ultimately reduce poverty in Somalia. The programme used a making markets work for the poor (M4P) or 
market systems development (MSD) methodology, with an integrated Cash for Work (CfW) component to drive 
increased; incomes, job creation, market growth and enhanced productivity.  The programme sought to address 
failures in three productive sectors, Dairy, Sesame and Ocean Fisheries, in terms of; small-scale infrastructure, 
information, coordination and access to finance. PIMS was originally conceived as a three-year, £11 million 
programme running from April 2015 to April 2018. The value of PIMS was increased in January 2017 to £14 
million after additional funding from DFID and DANIDA, and a no-cost extension was approved in April 2018 
taking the end date of PIMS to July 2019. 

Due to Somalia’s extremely fragile status and classification as a Fragile and Conflict Affected state (FCAS), PIMS 
was designed to incorporate many good practices for delivering PSD programmes in FCAS (see Box 9) including 
a flexible CfW component; an unusual component in the MSD field. The primary objective of this component was 
to rehabilitate local level market infrastructure such as village roads in order to increase market access and 
develop productive infrastructure assets both of which were identified as significant constraints within the targeted 
sectors.  The secondary objective was to increase capital availability and improve liquidity in villages affected by 
extreme poverty, this became increasingly important during the 2017 drought. 

The design of PIMS was based on the theory that transformational change can be achieved in Somalia by 
strengthening market systems aimed at encouraging the growth of the private sector, job creation and, as a result, 
reduce poverty in Somalia. Through the growth of the value chains, the programme intended to sustain and 
improve livelihoods, drive job creation and income generation and eventually private sector development.  The 
PIMS Theory of Change (ToC) was that by working with lead firms and service providers to promote improved 
production practices and technologies to smallholders and improving market access through rehabilitation of key 
infrastructure assets and establishing business linkages between actors within the target value chains and 
improving the business enabling environment will lead to outputs including improved production and post-harvest 
handling practices among smallholder producers, improved access to markets and improved opportunities for 
private sector investment and quality of commodities.  

As a result of these outputs, PIMS’ ToC predicts increased productivity and a reduction in post-harvest losses, 
increased production volumes and a reduction in transit time to markets and improved business enabling 
environment to stimulate private sector investment. As a result of these improved outcomes, the expected impact 
is for 45,000 smallholder and entrepreneurs in target sectors to increase net additional income by £28,600,000, 
10,500 additional Full Time Equivalent (FTE) jobs are created and an additional £12,500,00 in private sector 
investment is leveraged. The programme therefore relied on improved functioning of the markets and facilitators 
(lead firms) in harnessing better inputs, knowledge and improved practices to small holder farmers and 
businesses with a view to enhancing their productivity, competitiveness and income over a period of time on a 
commercially sustainable basis.  There were no substantive changes to the design and Theory of Change (ToC) 
of the original Business Case approved in June 2014.  

The ToC was based on the following assumptions: 
» That the adoption of improved business practices will produce outcomes that increase productivity, encourage 

new investment by project beneficiaries, which in turn increase incomes and employment.  
» That this creates a “demonstration effect” whereby other firms can see for themselves the benefits of the new 

practices and are inspired to emulate the beneficiary firms. This has the potential to increase the scale of the 
benefits beyond the initial project beneficiaries and ultimately achieve systems change.  

» That the wider business environment (e.g. infrastructure, property laws, financial regulation) will continue to 
improve (supported by the WB MPF) and that this will further support the ability of the outputs to convert to a 
sustainable outcomes and impact. 

Throughout the implementation phase, the assumptions were tested and nearly all turned out to hold true except 
improvements in the business enabling environment which did not change as envisioned.  Policies around 
products standards and financial markets did not significantly change thus the two remain key barriers to optimal 
functioning of the market system.  The ToC was updated in June 2018 and is summarised in the figure below. 
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Figure 1: PIMS Theory of Change 

PIMS TIMELINE AND OPERATIONS REVIEW 

Inception 
In April 2015, the PIMS programme commenced operations in Nairobi.  The PIMS programme was lead by the 
Team Leader, based in the PIMs head office in Nairobi, Kenya. The Team Leader was supported by a field team 
located in three regional offices in Somaliland, Puntland and South Somalia and a project home office in Nairobi 
and was supported by the DAI Europe Delivery Unit, including Project Director, Technical Director, Project 
Manager and Project Accountant based in DAI Europe’s home office in the UK.  
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Sector Selection 
The first key activity of the PIMS inception phase was the sector selection. PIMS began with an initial drafting of a 
long list of 20 potential economic sectors, with a selection lens focused on 3 criteria; their potential to reduce 
poverty, create jobs and increase incomes in Somalia. PIMS then convened a two day sector selection workshop 
attended by Somali government officials, donors (including DFID, FAO, ILO, UNDP, USAID) and project partners 
including SATG and HIPS to narrow the long list of sectors to the six specific sectors with the highest potential to 
address the selection lens criteria for the Somali people.  At the end of the two-day workshop, 6 sectors were 
shortlisted for PIMS to conduct an in-depth value chain and market systems analysis; banana, lemon, sesame, 
dairy, ocean fisheries and poultry.  The market systems assessments examined the historic performance and 
potential of each sector including analysis of the end market, value chain structure and power dynamics, potential 
for value-addition, seasonality, supporting functions, business enabling environment, existing donor activity. It also 
assessed cross-cutting areas such as political economy, conflict, gender and social inclusion and potential for 
employment and cash for work activities.  Based on the research findings, the study team identified market 
opportunities and the key systemic constraints and developed recommendations for PIMS to facilitate 
interventions.  On completion of the in-depth value chain research (market systems assessments), strategies and 
action plans were identified for each of these 6 sectors and ultimately interventions were launched in the sesame, 
dairy and ocean fisheries sectors, with cross-cutting opportunities identified in light manufacturing. 

Through the Political Economy Analysis (PEA), risks to the implementation of interventions were identified and 
weighted.  However, climate related risks, despite their frequent occurrence in Somalia, were not seriously 
acknowledged in either the feasibility assessments or the intervention plans of the market systems assessments. 
The PIMS programme also overlooked an opportunity, outside of the CfW activities, to strengthen resilience 
considerations in sub-sector selection and intervention design process. 

 

Programme team  
Recruiting and retaining the right staff was a challenge at the beginning of the project; this was compounded by 
the geographical spread of the project team across the 3 Somali regions and the Nairobi project office. PIMS 
mobilised in May 2015 with a scheduled 6-month inception phase.  Four core staff were replaced within the first 
year as, despite their knowledge of Somalia from working on the previous DAI Somalia PSD programme, they did 
not have the right skills for an MSD programme.  Both DAI Europe and DFID noted that ‘DAI should ensure that 
core team expertise is embedded in its country office team. Strong leadership and capacity building of local staff 
is needed to ensure coherence across a number of complex value chain components1.’  DAI conducted an in-
depth MSD training at the beginning of the project, and additional training was needed as the project progressed 
to help build the capacity of the implementation team to help ensure all new staff were clear on the approach and 
priorities and that existing staff understood the ongoing needs and details of the approach.  This ongoing support 
was provided by additional technical expertise from DAI Europe’s technical delivery team and ensured support 
was received by the in-country project teams.  As a result of some of the initial personnel changes, the inception 
phase continued longer than anticipated and involved in depth dialogue with DFID on the inception deliverables.  
However, during implementation, key technical roles were recruited, additional training provided and the project 
priorities were clear together this enabled the team to focus and operate effectively through implementation 
despite the slower than anticipated inception. 

 

Implementation 
Following the inception period, the first deal notes and pilots started in 2016.  These initial pilots started in the 
dairy sector and focused on animal health. Interventions in ocean fisheries and sesame were launched soon after.  
The initial pilots started to gain traction and positive reception from the private sector, however, by 2016/2017 the 
effects of the drought were beginning to manifest especially in the dairy sector.  In recognition that the drought 
posed a direct threat to Somali livelihoods, PIMS ramped up its CfW activities in affected areas and reduced, or 
suspended, some market facilitation activities.  Other donor programmes also ramped up their emergency 
response activities.  By late 2017, the emergency response to the drought had reduced and PIMS pivoted back to 
its market development work again, with second stage deal notes beginning in May 2018 for productive lead 
firms, and market development work continuing until the end of the programme in April 2019. 

An MSD programme starts with ‘proofs of concept’ for inclusive business practices and based on the results of 
those tests, encourages the private sector to adopt and scale the inclusive business model to new geographic 
                                                      
1 DFID – PIMS 2015 Annual Review report 
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areas and or products. An MSD programme only achieves its impact targets when firms see and “buy-in” to the 
new model. The prolonged drought resulted in missed cropping seasons for beneficiaries and lead firms and 
consequently a delay of outcome level results, especially those related to income, investment and jobs from the 
rain-dependent value-chains such as sesame and diary industries. 

PIMS monitored the effects of the drought and overall programme progress using multiple tools including: 

» The deal-notes themselves, which listed specific activities and corresponding deadlines and a monthly 
programme update report shared with DFID. 

» A concise two-page monthly update shared with DFID and government programme stakeholders, reported on 
progress including sector progress, key milestones, M&E activities, risks and finance. 

» In addition to these, PIMS held regular progress update and coordination meetings throughout the life of the 
programme. Including;  
– Weekly calls between the intervention teams to discuss progress against deal-notes. 
– Monthly PIMS senior management team updates to DFID on programme activities, results, risks and the 

budget. 
– Quarterly meetings with key intervention stakeholders to discuss progress and issues; stakeholders 

(including local government officials and partners) 
– Six monthly PIMS Programme Steering Committee meetings included ministerial level counterparts, 

partners, other donor programmes and DFID.  During this meeting, progress updates from across the 
three regions were presented. 

» PIMS participated in the Economic Pillar Working Group (PWG 5), a Somali Government’s National 
Development Plans’ New Deal Compact and International Community initiative which aimed to promote 
sectoral and programmatic coordination and knowledge sharing. 

While useful, the lessons learning study commissioned by PIMS at the end of the project indicated that the design 
of the reporting tools and nature of the programme meetings emphasised progress towards milestone 
achievements and risk management and crowded out reflection, curiosity and discussions on broader intervention 
and market systems observations; an essential feature of the MSD approach. As a result, the programme 
sometimes struggled to find an effective balance between ‘doing’ and ‘learning’ and may have missed early 
market signals on the potential of some interventions such as dairy milk quality. Creating more space for reflection 
and wider analysis of progress would be essential for future programming and management of market systems 
projects. 

 

PIMS Coordination with other donor programmes 
During the lifetime of PIMS, USAID’s GEEL programme was launched in Somalia. PIMS collaborated with GEEL 
on several initiatives including co-financing of activities, for example the establishment of a sesame de-hulling 
machine in Mogadishu for one of the private lead firms dealing with sesame production and processing.  PIMS 
and GEEL also collaborated in planning and facilitating the participation of Somalia fisheries lead firms in the 
Sustainable Blue Economy Conference in Nairobi in November 2018.  The two projects also worked together to 
help improve the end market requirements for the fish and fish products by together supporting the development 
of requisite policies and regulatory frameworks relating to hygienic fish handling and quality assurance fish 
products for export and domestic markets and other international food safety standards.  Both projects supported 
(and GEEL continues to do so) the government and the private sector in Somalia to establish the necessary 
mechanisms and infrastructures for the certification of Somalia fish and fish products. 

To support coordination and reduce potential duplication, PIMS, GEEL and the EU funded OUTREACH project 
participated in quarterly coordination meetings sharing priorities, progress and challenges. 

 

Market Systems Approach and PIMS Systemic Change  
The market systems development (MSD)2 or making markets work for the poor (M4P) approach is founded on the 
idea that each market is a complex system involving many stakeholders, each with their own complexity, and that 
in order to sustainably change how the system works to benefit the poor, programmes need to tackle the 

                                                      
2 For simplicity, PIMS will use “MSD” for the approach 
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underlying causes of market failures and ensure desired changes reflect genuine incentives and capabilities of 
permanent market players3. 

Though MSD programmes can vary depending on a number of factors, they typically start with an inception phase 
where economic sectors are assessed for their potential to contribute to the programme’s objectives.  Once a 
short list of sectors has been identified, MSD programmes conduct rigorous market research in each selected 
sector to fully understand the key players in the core, supporting functions and enabling environment (rules) (see 
Figure 2) power dynamics and market failures. MSD programmes often use this period to advocate for the 
approach among the private, public and donor sector and gauge the interest and capability of the private sector in 
testing inclusive business relationships with the poor which address, in a mutually beneficial way, the identified 
market failures.  This process can take longer in FCAS, where the private sector is often weary of development 
aid, and countries with less exposure to the MSD approach.  A mix of strong analytical, entrepreneurial and 
relationship-building skills in the project staff in addition to credibility with the private sector and a deep 
understanding of the MSD approach are critical at this stage.  

                                                                                                    Figure 2: PIMS MSD Framework 

MSD programmes typically start with small 
scale pilots with the private sector.  The 
purpose of these pilots is to test the hypothesis 
on market incentives and to see whether the 
inclusive business relationship between the 
lead firm and poor producers resulted in the 
intended benefits, for example higher volumes 
of better-quality products for the business and 
increased access to services and income for 
producers.  Based on the outcomes of the 
initial pilots, in addition to monitoring feedback 
received throughout the pilot, MSD 
programmes typically take time to evaluate the 
partnership with the private sector firm to see 
how to sustain the positive momentum while 
reducing their level of engagement with the 
firm in addition to trying to facilitate the 
replication and or adaption of the inclusive 
business behaviour by other firms in the 
sector. 

While analytical, entrepreneurial and 
relationship-building skills within a project team are still an asset at this stage, staff must also be capable of 
digging deeper and understanding the bigger picture or the ‘so-what’ of the pilot activities and identify and exploit 
potential emerging synergies or minimise potential risks.  The emphasis on adaptive learning at this stage 
requires that the programme encourages strong collaboration between the intervention, M&E and administrative 
teams so that information regarding the progress of the intervention is not siloed but rather being holistically 
considered and acted upon. 

The third phase of a typical MSD programme centres upon facilitating the scaling or ‘crowding-in’ of the proven 
inclusive business practices – project team staff need skills in negotiating, abilities to disseminate results to other 
partners and other communications skills.  During this phase, MSD programmes again evaluate their facilitation 
role and seek to further minimise their direct involvement while not compromising the momentum.  Similar to the 
second phase, curiosity, relationship-building, negotiation and analytical skills within the project team are needed. 
 

Adapt, Adopt, Respond, Expand (AAER)  
A key principle of conducting market systems programming is determine how market actors have reacted and 
responded to interventions from programmes as this is a key indicator of the depth of market or systems change.  
The interventions process can be broken down into two steps, the piloting phase where programmes conduct and 
review pilot interventions and the crowding-in phase where programmes undertake supplementary interventions 
that stimulate crowding-in. The systemic change framework allows programmes to assess the success of 
interventions in the AAER format detailed below, which has subsequently been completed for each of the three 
PIMS sectors. In detailing the AAER framework for each of the three PIMS sectors, we have included in the 
                                                      
3 https://beamexchange.org/market-systems/key-features-market-systems-approach/ 



 

 
PROMOTING INCLUSIVE MARKETS IN SOMALIA (PIMS) FINAL REPORT 

11 

respond sector an appropriate response that can be seen in a market system at 3 years after intervention launch, 
as is the case with PIMS interventions. Respond is expected to happen in a longer timeframe but the AAER 
systemic change methodology would usually include the full AAER systemic change cycle as we have provided. 

Box 1: AAER Framework 

 

 

 

 

Box 2: Systemic Change in the Sesame Sector Measured Using AAER Framework 

 

 

 

 

 

 

 

 

 

 

 

 

 

Box 3: Systemic Change in the Ocean Fisheries Sector Measured Using AAER Framework 
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Box 4: Systemic Change in the Dairy Sector Measured Using AAER Framework 

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
The impact of the drought  
The Somali peninsula suffered a devastating drought in 2017, leading to widespread crop failures and livestock 
losses that have compromised food security. In the Somali context, losing crops and livestock means losing 
livelihood assets.  The Food and Agriculture Organisation (FAO) estimated livestock losses at 30% of the national 
stock. Outreach to beneficiaries and demonstrations were negatively affected by the drought that followed the 
failed Deyr (October-December) 2016 and poor Gu (April–June) 2017 rains. 

Rural people struggling to sustain their livelihoods are more vulnerable and are increasingly moving to the cities, 
exerting growing pressure on limited urban infrastructure. Typically, the response to this crisis would consist of 
humanitarian measures such as cash transfers or commodity supplies, but the PIMS response utilised our market 
systems approach which was to create necessary infrastructure for market access in addition to providing liquidity 
for the poor during climate crisis.  

The prolonged drought resulted in missed cropping seasons, with a dramatic impact on the pace of PIMS 
implementation.  With the impact on cropping seasons, the impact of the drought naturally varied across sectors, 
being more pronounced in the sesame and dairy sectors but less so in the ocean fisheries sector, despite many 
actors in the ocean fisheries sector also having to attend to livestock.  Consequently, firms were ukable to 
complete activities in line with planned timelines, and a backlog of outcome level results developed, especially 
those related to income, investment and jobs from the rain-dependent sesame and dairy sectors.  This was a 
primary reason for the extension to July 2019, combined with the impact of insecurity which slowed down the 
movements and operations of the DAI team and lead firms operations within the Shabelle and Mogadishu areas 
at the same time.  

The after-effects of the drought continued well into 2018.  In particular, smallholder farmers struggled to restock 
animals lost during the drought and managing financial losses from failed crops.  The absence of access to formal 
credit meant that farmers utilise communities, clans, families, diaspora network and humanitarian assistance as 
their main coping strategy.  

PIMS tried to mitigate the impact of drought on people’s livelihoods. For example; PIMS linked small livestock 
holders to commercial farmers to use the latter’s water storage facilities and fodder fields for a small fee to 
mitigate the risk of drought, PIMS helped small farmers and farm workers affected by drought to diversify 
livelihoods by picking up fishing and working under the CfW activities, and PIMS used CfW interventions to create 
additional irrigation capacity. 
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Rainfall improved significantly since March 2018, but inadequate water storage facilities means that that rain 
water continues to run off arable lands, with a risk of water shortage during the upcoming dry seasons. Surface 
water runoff has impacted on soil conditions and pushes farmers and pastoralists back to drought conditions 
relatively quickly. Relatively small amounts of rainfall can cause flooding due to high levels of siltation in the main 
rivers. Water resource development and management remains a key challenge facing Somalia’s key, productive, 
rain dependent sectors. Whilst humanitarian assistance and direct cash transfers are useful emergency response, 
more durable solutions to water resource development and management will be critical in enhancing Somalia’s 
economic recovery and resilience.  

The PIMS lessons learning and research component (L2R) was initially proposed to consolidate and 
institutionalise learning from PIMS’s interventions focusing on key areas of future programming including an (a) 
assessment and research on water management and (b) an assessment of the resilience impact of the PIMS 
interventions.  However, the approval of recommendations on L2R was not received by DAI until 2019 as part of 
the approval and receipt of the 2018 Annual Review in January 2019.  This subsequently left insufficient time to 
deliver on these proposed activities.  However, the PIMS policy work with the Ministry of Agriculture in the Federal 
Government of Somalia (FGoS) focused on the drafting of an Irrigation Policy paving the way for a new blueprint 
for water resource development and management in Somalia.  PIMS also supported commercial livestock farms 
to open up their unutilised capacity in fodder production and water storage to small farmers on a cost sharing 
basis.



 

 

3. Results and 
Monitoring 
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3. RESULTS AND MONITORING 
To measure results, PIMS developed and refined a results measurement system, consistent with the Donor 
Committee for Enterprise Development (DCED) Standard for Results Measurement in Private Sector 
Development to measure systemic changes from activities to outputs and to outcomes.  PIMS tracked its 
contribution to low income Somalis benefiting from additional and/or increased employment opportunities, higher 
incomes, and investment in the agricultural and non-farm sectors along the value chain in both rural and urban 
areas.  Throughout implementation, PIMS continuously assessed whether the proposed interventions were 
leading to the desired outcomes and eventual poverty reduction  

The implementation of field activities was routinely monitored by the intervention officers and the PIMS Monitoring 
and Evaluation team through regular field checks on lead firm results data.  The results achieved by the 
programme were further verified by the relevant government ministries partnering with the programme including, 
for example, the Director Generals in the Programme Implementation Committees (PIC).  Additional layers of 
monitoring were provided by LAMPS (DFID’s Third-Party Monitoring contractor) and by Axiom (DANIDA’s Third 
Party Monitor contractor).  PIMS also applied the use of mobile based data collection application (Open Data Kit) 
for remote data collection in hard to access places.  Throughout implementation, PIMS conducted two 
independent annual outcome assessments in 2018 and 2019 to determine the level with which the recorded 
outputs translated to outcomes4. 

The outcome assessment data collection utilised a mixed method approach with a mix of qualitative and 
quantitative data collection methodologies used to gather primary data.  These were largely participatory involving 
key beneficiaries of the project drawn across the dairy, fisheries and sesame sectors coupled with key informant 
interviews and FGDs.  The outcome assessments also included desk research of secondary data.  Monitoring 
data collected was collated into a PIMS master tracker, managed by the PIMS M&E manager, which included 
data reporting against all indicators, with dash boards and validation rules linked to the Log Frame and aligned 
with the overall Theory of Change.  Results and data from the different verifications were reviewed and discussed 
during PIMS monthly management meetings to help inform decision making. The PIMS management team 
routinely assessed the verification reports enabling them as a management team to identify areas for 
concentration and improvement and areas going well for additional consolidation, scale up or communications.  
To establish causality in the results achieved to specific interventions promoted by the programme, PIMS uses a 
contribution analysis by assessing changes outlined in the different segments of the results chains and at the 
same time, applies a Before and After Comparison (BACO) for attribution which is DCED accepted5. 

 

Outcome level achievements 
The outcome indicators focus on the different types of changes among different groups and a movement towards 
contributing to market systemic change and poverty reduction.  Whilst the logframe and theory of change did not 
explicitly cite systemic change, the assumption in the theory of change is that the combination of the increased 
income, investment and jobs created would start a catalytic effect towards systemic change in one or more of the 
target systems or within the target sectors.  Systemic change is defined as ‘change in underlying causes of 
market system performance that can bring about a better functioning market system’ benefiting both direct 
beneficiaries (contact with PIMS and recipient of PIMS support) and indirect beneficiaries (the innovations 
introduced by the programme get replicated by others in the market system).  Systemic change is a long-term 
change process and the timeframe of the project was insufficient to achieve sustainable systems change, 
however, achieving strong results across each outcome contributes towards this change and there has been 
some evidence of sustainability of specific changes by PIMS facilitated market actors that could indicate progress 
towards systemic change as demonstrated by our AAER frameworks by sector in the previous chapter.  Longer 
term monitoring and monitoring specifically for signs of systemic change would be needed to confirm that these 
outcome level results really drive towards ultimate systems change.  The following section provides the details of 
the programme’s achievements against the set of four logframe outcome level indicators and 13 output level 
indicators in alignment with the programme’s approved logframe.  The results presented herein are cumulative 

                                                      
4 Insecurity in certain areas such as Balcad in Lower Shabelle did not allow the team to access these locations to physically verify some of the 
activities. 
5 PIMS beneficiaries are located around homogenous production set ups (e.g. irrigated production area for sesame sector and ocean for 
fisheries sector) which makes it impossible to apply Quasi Experimental Designs for attribution as probabilities of contamination between 
adopters/non-adopters remain high. Also, due to the nature of MSD programmes’ the impact of the programme are expected to spill outside 
the sphere of influence thus maintaining a control group was not feasible. 
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figures from May 2015 to April 2019 which have been triangulated with data collected during the annual outcome 
assessments, internal M&E data systems and data obtained from sales records kept by all the lead firms.  

Table 1: PIMS Outcome Level Results 

 

Outcome Indicator 1: % of surveyed firms reporting income increases per 
year and cumulatively 
PIMS aimed to increase incomes, and thus to see a change and evolution of income poverty based on the World 
Bank’s new international poverty line estimated at GBP 1.2/day income level6. The outcome 1 indicator tracked 
the number of beneficiary firms positively impacted by the programme to achieve an increase in income. The 
indicator reflects the reach, scope and distribution of PIMS interventions’ benefits. By the end of the project, 60% 
of surveyed firms reported income increases against the target of 50% in the final outcome assessment. 

The definition of a firm is based on PIMS’s identification of target beneficiaries to include poor Somali producers 
and/or enterprises who fall just below or a little bit above the GBP 1.2 income per threshold and who operate 
across the value chain stages, from supply of inputs to production to sales.  As per the DCED Universal Impact 
Indicator, the indicator refers to enterprise-level impact amongst producers and/or enterprises rather than 
household-level impact.  

PIMS conducted annual firm/enterprise surveys from 2017 of firms who directly participated in the PIMS 
interventions to assess whether a significant positive change in income had been realised by the firms (defined as 
10% or more in real GBP terms) within the PIMS implementation period.  An increase in income should be 
additional, which is defined by the HMT Green Book as follows: ‘An impact arising from an intervention is 
additional if it would not have occurred in the absence of the intervention.’7  

Figure 3: % of Surveyed Firms Reporting Income Increases 

 

 

 

 

 

 

 

 

 

 

 

 

 

The final independent outcome assessment conducted in March/April 2019 indicated that 60% of all the surveyed 
low income Somali individual producers/entrepreneurs recorded income increases – this represents a 10% over-
achievement of the targeted 50%. 67% of the actors in the fisheries sector recorded increased incomes because 
of improved fish catch and reduction in post-harvest losses, 60% in sesame sector achieved mainly through 
increased productivity and additional farmlands cultivated. The dairy sector had slightly more than a third of 

                                                      
6 http://www.worldbank.org/en/research/brief/policy-research-note-03-ending-extreme-poverty-and-sharing-prosperity-progress-and-policies 
7 National income growth rates in Somalia may not be readily available 
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beneficiaries recording increased incomes; but, as outlined in the section above the dairy sector was heavily 
affected by the 2016/2017 drought and over 30% of Somali livestock died. Due to the subsequent reestablishment 
of livestock herd, and the expense incurred, the recovery process in this sector has been very slow.  

Outcome Indicator 2: Net additional income for the small scale producers 
and entrepreneurs (30% female owned or led producers/entrepreneurs)  
As per the PIMS methodological note on PIMS outcome indicators (agreed in March 2017), PIMS aimed to 
promote an increase in net additional income (NAIC) for poor producers and entrepreneurs in the selected 
sesame, dairy and ocean fisheries sectors.  To track this indicator, PIMS assessed whether target beneficiaries 
saw a positive return on their investments. PIMS measured return on investment as most PIMS interventions 
aimed to change behaviour to increase enterprise investments into improved inputs and technologies (such as 
better seeds, fertilisers, equipment, infrastructure etc.), and there is a need to monitor whether this approach is 
effective. 

Net additional income generated is defined by DCED as additional sales minus additional costs earned by target 
enterprises/individuals as a result of the programme per year.  As per the DCED standard the indicator refers to 
enterprise-level impact amongst producers and/or enterprises rather than household-level impact. Sales are 
defined as the amount of money received for sale of services, goods, and produce by the target beneficiaries. The 
DCED definition does not include net wages/salaries earned by workers and labourers as income.   

In summary, this indicator measured income generated by PIMS partnerships. It measured net additional income 
earned by beneficiaries and lead companies, calculated as additional income minus additional expenses 
(converted from local currencies into GBP for comparison). 

Following the agreed approach, PIMS has generated £26,194,329 net additional income to date for the producers 
and private sector companies benefiting from the interventions promoted by the programme. The programme’s 
ultimate target is £28,600,000 (achieved to date is at 8% deficit to this target) but projections indicate an over-
achievement of the planned target by 2020 of £30,289,686 as detailed in figure 4 below, based on the trajectory of 
growth from the project’s implementation. 

The major contributors to the net additional income results are increased productivity of sesame from an average 
of 250kgs/ha to 473kgs/ha due to the 
application of GAPs; cultivation of 4,656ha of 
additional land released bthe rehabilitation of 
the irrigation canals; increased fish catch 
from an average of 200kgs to 376kgs per 
day during the peak fishing seasons and 
reduction in fish spoilage from 25% to 4%.  
Overall, the sesame sector has been the 
largest contributor of the recorded NAIC 
(£16,395,352).  Fisheries contributed 
£7,545,277 and the dairy sector contributed 
£2,253,700 NAIC, the dairy sector was the 
lowest contributor due to the negative 
impacts of the 2016/2017 drought.  

PIMS cost-benefits analysis has 
demonstrated that the returns on investment 
of adopting the new technologies far 
outweigh the costs (127% returns on 
investment). 

Figure 4: Evolution of NAIC and projections 
through 2020 

 

 

 

 

 



 

 
PROMOTING INCLUSIVE MARKETS IN SOMALIA (PIMS) FINAL REPORT 

18 

Figure 5: Distribution of NAIC Generated by Sector and Gender 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Outcome Indicator 3: Net additional full time equivalent (FTE) jobs created 
and/or sustained for low income Somali individuals (50% female) in the 
target value chains 
This indicator measured the number of additional jobs generated though PIMS partnerships. It measured net 
additional employment created, calculated in days aggregated into Full Time Equivalent (FTE) jobs, using 160 
working days per year as outlined in PIMS Methodological Note and M&E Framework. In summary, a net 
additional full-time equivalent (FTE) job created is defined by DCED as the number of full time and part time 
equivalent jobs in the enterprises per year. The jobs may be seasonal, paid in kind, formal and informal, self-
employed, but does not include unpaid family labour.  The definition of FTE in the Somali agricultural context is 
estimated to be less than the DCED standard of 240 days/year.  Following discussion with DFID and review of 
DCED’s guidelines, PIMS utilised an FTE estimate of 160 days per year (production period lasts for approximately 
5.5 months) per person in agricultural production and FTE 160 days per year in enterprise employment to reflect 
the conditions of its research and sector analysis of Somali farmers, producers and labourers. This is reflected in 
the agreed methodological note for measuring outcome level results for PIMS.  

Using this agreed definition and methodology, from 2015, PIMS has created a total of 11,637 FTE jobs (43% 
women) against a target of 11,500 (11% over-achievement of the target). 
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Figure 6: Cumulative Number of FTE Jobs Created by Sector 

 

 

 

 

 

Figure 7: Gender Distribution of the FTE Jobs Generated per Sector 
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Figure 8: Evolution of FTE Jobs and 2021 Projections 

 

 

 

PIMS promoted improved production technologies and practices 
that contributed to high productivity and better returns on 
investment.  As per Figure 8 above, 10,333 of these of 11,637 
jobs created (46% women) came from the sesame sector 
where PIMS worked with six lead sesame growing and 
exporting companies to promote Good Agricultural 
Practices (GAPs) which in turn attracted more labour into 
the sector. For instance, before PIMS interventions, the 
smallholder producers cultivated their farms, broadcast the 
seeds and waited to harvest.  This would be done by a 
small number of labourers and the yields would be an 
average of only 250 kgs/ha.  PIMS reported that, as a 
result of the delivery of the GAP training through lead firms 
and the application of GAP practices in place of traditional 
practices, 78.6% of beneficiaries had improved production 
rates from 2017 and demonstrated a 9% increment in 
technology adoption rate from 2017.  Through this, farmers 
can now cultivate their farms, harrow, ridge, plant in rows, 
weed at least twice a season and then harvest, this all 
requires more labour.  Through the monitoring system 
based on three production cycles, PIMS established that 
by switching from traditional practices to GAPs, each 

  
 Photo 1: New Fish Processors Packaging in 

Barfisco's Company, Puntland 
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hectare of sesame cultivated generates an additional 0.25 FTE jobs8 and the yields more than double from 
between 450-600 kgs/ha. 
In addition to increased FTE through GAP practices, jobs were created through additional land being cultivated by 
the lead companies and smallholder producers and due to an additional 4,856 ha of farmland being opened up 
following the rehabilitation of canals by PIM’s interventions.  To compute additional FTE jobs created through this, 
PIMS used a multiplier of 0.25 for any additional land cultivated at both the smallholder and lead firms level. Each 
hectare of land cultivated using improved production practices would generate 0.47 FTE jobs whereas the 
traditional methods would need 0.22 FTE jobs.  Thus, PIMS used the additionality in the computation i.e. 0.47-
0.22=0.25. 

In the fisheries sectors, the lead fish trading and exporting companies employed an additional 646 (32% women) 
labourers in support of fish processing, value addition and marketing in the domestic market.  For instance, one 
company (Sundus) employed an additional 150 women to retail fish in the domestic markets.  In the dairy sector, 
658 FTE jobs were created in support to fodder production and marketing and distribution of milk. 

 
Outcome Indicator 4: Value of follow on private sector investment in the 
target value chains 
This outcome indicator measured follow on investments attracted into the target sectors that PIMS was directly 
working on.  The emphasis was on mobilising finance from external (to PIMS) sources, including from the partner 
Lead Firms, service providers (eg training and research firms), the producers and/or entrepreneurs, buyers, 
and/or investment/financial institutions and other programmes.  

PIMS focused on causal relationships between the programme’s activities, and results achieved. As such, PIMS 
measured investments generated in terms of co-financing leverage achieved by the different PIMS interventions, 
lead firm deal note cost shares, actual investment made by made by the lead firms and end target beneficiaries 
(including but not limited to investment in new equipment/machinery, expansion of agricultural land, investment in 
storage facilities/buildings, motor vehicles among others), agreements signed between Lead Firms and Service 
providers, entrepreneurs, distribution agents, and/or farmers. 

Across all interventions, PIMS leveraged £13,162,684 additional private sector investment against a target of 
£12,500,000.  From these investments, £2,354,359 was leveraged from cost shares generated through deal notes 
agreed with the lead firms. PIMS contribution to this was £2,057,806 resulting in a leverage ratio of 1: 1.14 and a 
total value of £4,412,165. 

  

                                                      
8 PIMS computations were based on three production cycles and average figures obtained were much lower than the FTE computation of 1.47 used by the 
FAO SEED Programme. 
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Table 2 Summary achievements against the logframe 

Num. Indicator Total 
achieved 
(April 2019) 

2019 Target 
(LoP) 

% 
Achieved  

Outcome indicators 
O#1. % of surveyed firms reporting income increases per year 

and cumulatively 
60% 50% 121% 

O#2. Net additional income for the small scale producers and 
entrepreneurs 

£26,194,329 £28,600,000 92% 

O#3. Net additional full time equivalent jobs created and/or 
sustained for low income Somali individuals 

11,637 10,500 111% 

O#4. Value of follow on private sector investment in the target 
value chains 

£13,162,684 £12,500,000 105% 

Output indicators 
1.1 Number of investment promotion events /negotiations 

initiated between business and private sector investors 
or financial service providers as a result of PIMS profiled 
investment opportunities and improved business 
practices 

13 15 87% 

1.2 Number of regulations specific to PIMS value chains 
reviewed/revised and/or drafted against the principles of 
good regulations 

4 4 100% 

1.3 Number of lead firms, businesses and business 
associations assisted to improve their business 
management practices 

26 25 104% 

2.1 Number of business linkages facilitated between small 
scale producers/entrepreneurs (30% female) and input 
suppliers and/or buyers 

46 45 102% 

2.2 Number of processors/exporters assisted to meet 
requirements of end market buyers 

41 40 103% 

2.3 %age of small scale producers/entrepreneurs and 
processors/exporters who perceive PIMS support to be 
appropriate and effective 

87% 80% 108% 

3.1 Number of critical community 
market and value chain 
infrastructure rehabilitated and 
functional 

Roads (km) 8.0 15 53% 
# Irish crossing 7 4 175% 
Additional land size 
(ha) opened up for 
crop production 

4,856 2000 243% 

Km irrigation canals 280 55 509% 
Grazing land 4,500 4000 113% 

3.2 Number of new infrastructure C4W days for low income 
Somalis (70% youth CfW days and 30% female C4W 
days) 

402,074  
400,000 

 
101% 

3.3 Number of existing and new local management 
committees/user associations with improved 
organisational capacity to manage sustainable asset 
maintenance 

52 25 208% 

4.1 Number of lead firms investing and providing technical 
assistance to small scale producers/entrepreneurs in 
target sectors via demonstration plots and/or extension 
service 

36 35 103% 

4.2 Number of Service Providers engaged by lead firms to 
deliver technical capacity building to small scale 
producers/entrepreneurs 

343 375 91% 

 
4.3 

Number of small producers, input suppliers and 
entrepreneurs who receive PIMS capacity building 

 
68,209 

 
40,000 

 
171% 
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support to improve productivity, skills and technologies 
and/or business practices. 

 
4.4 

%age of target smallholder producers and service 
providers who are satisfied with technologies and 
practices promoted by PIMS lead firms 

 
93% 

 
80% 

 
117% 



 

 

4. Sesame Sector 
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4. SESAME SECTOR 
Table 3 PIMS Results: Sesame Sector 

Sesame production has a long history in Somalia and is grown by an estimated 220,000 female and male farmers 
across several regions, with over 100,000 hectares (ha) of arable land.  Despite civil unrest, recurrent droughts 
and low processing capacity, sesame production and export has thrived over recent years; an indication that the 
sesame sector is resilient.  However, the industry has been affected by extremely low yields (as low as 0.1 Metric 
Tonne (MT) in some areas), limited processing capacity and knowledge, a poor understanding of requirements 
and weak linkages to higher value markets.  Before PIMS’s interventions, less than 40% of the cultivatable land 
was in use and average yields ranged between 250-300 kgs per ha. 

To address these issues, PIMS designed interventions to address market failures in the core market and the 
enabling environment (See Figure 9 overleaf).  Core market interventions focused on improving technical and 
crop production knowledge, attitude and practices (KAP) among farmers and out growers, increasing sesame 
processing knowledge and capacity among processors and improving exporters understanding of higher value 
sesame markets and the required standards and certifications.  The enabling environment intervention focused on 
raising government and community leaders’ awareness and capacity to implement reforms to reduce informal 
transactional costs. Aligned with the sesame interventions, PIMS also launched a CfW intervention related to 
upgrading agricultural infrastructure assets. 

PIMS signed deal notes with private sector companies that resulted in benefits to over 35,000 sesame farmers.  
Objectives of the deal notes varied by type of intervention (see Table 5). 

Table 4 Sesame Sector Deal Note Objectives 

Focus of Intervention  Key Objectives  
Improved GAPS • To strengthen and expand a network of small holder suppliers for the direct supply 

of quality sesame 

• To identify strategies and opportunities for greater input use amongst farmers  

Market Linkages • Strengthen product knowledge and marketing capacities to grow lead firm’s 
business in supplying local markets and capitalise on opportunities to export into 
the international markets. 

• Improve the company’s market linkages, value addition activities and company 
quality management systems in the sesame sector 

Infrastructure improvement (CfW) • Participation in planning for the rehabilitation of canals for the network of 
smallholders in future seasons 

 
In contrast to the interventions in the dairy and fisheries sector which were adapted during the project, PIMS 
interventions in the sesame sector remained relatively constant.  PIMS worked through partner, SATG, to build 
the capacity of six local lead firms to profitably embed GAP training and agricultural practices such as land 
cultivation, information sharing and guaranteed markets for their produce- via the farmer field school approach 
and demonstration plots to more than 35,000 female and male sesame farmers in South Somalia.  In total, there 
were over 60 demonstration plots and 35,875 small holder famers benefitted.  Sesame lead firms sent 
independent extension workers (108 in total) to villages to sensitise and mobilise the sesame growing community 
and to ensure sufficient female participation, as per the deal note requirements - some firms employed recent 
female graduates to do the training. Training of Trainers is a common requirement in all sesame lead firm 
engagements.
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Figure 9: Sesame Sector Intervention Logic
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The extension activities focused on use of improved 
seeds, proper planting techniques and water 
management. As a result of training and embedded 
services, like ploughing, from lead firms, sesame 
farmers dramatically increased their yields from an 
average of 250 kgs/ha to 473 kgs/ha. 

Lead firms also significantly improved their 
agricultural practices because of the PIMS training.  
The CEO of Dawadaag acknowledged that prior to 
the training, they used 30-35kg of seeds for 1 hectare 
and are now use just 6kgs per hectare.  The lead 
firms recorded much higher yields of up to 600-700 
kgs/ha since they have better access to inputs than 
the smallholder producers who face financial 
constraints in purchasing required inputs such as 
fertiliser, better seeds and pesticides. 

Al Mizan was the largest lead firm in the sesame 
sector and undertook significant expansion of their 
out-grower system by conducting demo plots and 
holding trainings.  Al Mizan’s desire for growth was 
export focused, as there was an emphasis on 
expanding export volumes, rather than focusing on 
the domestic market.  Complementing the production 
activities, Al Mizan contributed a substantial 
investment in upgrading their processing facility to 
introduce a dehulling machine, investing over 
£600,000 as a part of a cost-sharing agreement with 
PIMS and GEEL, with PIMS and GEEL also 
contributing technical support as part of the tripartite 
agreement.  The dehulling machine is expected to 
deliver the ability to dehull at nearly 3mt per hour at 
full capacity.  That will increase Somali sesame 
production and competitiveness in the international markets by allowing Al Mizan to produce more highly desired 
dehulled sesame, and this is covered in more detail in the Investment Promotion section. 

In terms of other lead firms, Danwadag, Hornafric and Asma (Moumin) contributed the highest numbers on out-
grower reach, demonstration plots, and farm inputs. They achieved significant contributions compared to other 
sectors and lead firms in terms of numbers (income, outreach and employment numbers).  Hornafric expanded 
their network of smallholder farmers producing sesame significantly through PIMS engagement, increasing the 
sesame volumes produced. This was needed to facilitate the growing exports of Hornafric into Dubai, Saudi 
Arabia and Turkey. Asma (Moumin) had similar goals, and again increased their sesame production base for 
their export client base in Turkey, India, China and Saudi Arabia.  

In partnership with PIMS, Danwadag expanded their network of smallholder suppliers for the direct supply of 
quality sesame. PIMS helped improve their market linkages, value addition activities and quality management 
systems, and also worked on their product knowledge and marketing capacities for supplying local markets and 
capitalise on opportunities to export into the international markets. Danwadag also piloted rice production using 
the same outgrower model as for sesame, benefitting from the knowledge and techniques imparted from PIMS. 

Al Ashraf and ADCO became PIMS lead firms in 2017.  The PIMS partnership with Al Ashraf was designed to 
maximise the production, quality and the yield of sesame seeds in the middle Shabelle region, especially in the 
Balad district area by improving farmer knowledge on good production practices including the use of inputs in 
efficient way. Al Ashraf built a strong network between the company and sesame farmers and increased the 
volumes of sesame seeds directly out-sourced from the farmers.  Through engaging with PIMS, Al Ashraf also 
built their capacity to serve international markets with improved seed, with their established relationships with 
buyers in Kuwait and Turkey.  In Balad District in Middle Shabelle, security was a challenge; access and 
movements were restricted several times, and PIMS could not continue into the last season for a planned second 
deal note due to lack of access for PIMS. 

ADCO were based in Afgoye District, Lower Shabelle where access remained feasible. PIMS worked with ADCO 
in similar ways to the Danwadag interventions; to strengthen and expand a network of smallholder suppliers to 

Box 5: Sesame Sector Stories 

‘The nature of the farmer field schools in Jowhar was 
problem-oriented, farmers selected the topics that 
matter to them and then as extension service providers 
we taught the farmers the best farming methods 
available that address the problem. For instance, 
farmers used to scatter unlimited Sesame seeds to the 
land and never planted two different crops together, so 
we taught them row alignment method and crop 
diversification which increased productivity and income 
of the farmers.’ Mohamed Ali, Extension Service 
Worker 

‘‘From PIMS’ demonstration plots I learned planting 
Sesame using crop row alignment method which gave 
me the best quantity of Sesame yields I have ever 
harvested, from one hectare of land I harvested 30 bags 
which is 2,700Kgs compared to previous 5 bags/450 
Kgs from the same land previously. I also mixed 
Sesame crops with other crops like beans and 
everything was ok contrary to our belief that crops 
should not be mixed.’ Idiris Muxud Caraaye, Farmer 

“I am 60 years old and have been a farmer for more 
than 40 years, I have never seen sesame being irrigated 
twice per season before this project PIMS. With this new 
planting technique my production has increased to 
almost double. I used to harvest just 200kgs per ha now 
I get 450kg.” Haji Yusuf Noor, Sesame farmer, 
Jowhar. 
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ADCO for the direct provision of quality sesame.  As with Danwadag, PIMS helped ADCO improve their market 
linkages, value addition activities and quality management systems, and also worked on their product knowledge 
and marketing capacities to grow ADCO in supplying local markets and capitalise on opportunities to export into 
the international markets. 

The sesame sector was often a challenge for PIMS to operate within despite the sector ultimately providing very 
good results.  The Balad and Jowhar districts of Middle Shabelle came under attack from Al Shabab multiple 
times, with roadside bombs and assassinations happening fairly frequently; despite the risks, all intervention 
activities were completed without incident for both PIMS and partner staff.  PIMS dedicated Somalia security 
manager ensured ongoing security support to the project team and was supported by full logistics and 
headquarter resources from DAI’s corporate security team. 

The technologies and improved production practices supported through the project raised productivity from an 
average of 250 kgs/ha to 473 kgs/ha, with even higher yield increases for the lead firms.  The lead firms also 
significantly increased their export volumes through accessing sesame from a large number of smallholder 
producers increasing their sesame export volumes from an average of 6,099 Mt to 23,736 Mt (a 289% increase) 
and at the same time increase land under cultivation by 356% (from 1,355 Ha to 6,144 Ha).  

Photo 2: Sesame Field Demonstration in Jowhar District 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Table 5 Results Achieved by Partnership in the Sesame Sector 

  

Lead Firm Number of out growers 
engaged 

Sesame Export Volumes (Mt) 
Baseline Current % Increase 

Horn Afric 4,427 785 1,012 29% 
Danwadaag 8,000 1,850 9,250 400% 
Al-Mizan 3,000 1,635 5,280 223% 
Asmo (Moumin Group) 6,000 419 2,070 394% 
ADCO 8,880 800 5,310 564% 
Al-Ashraf 5,448 610 814 33% 
Total 35,755 6,099 23,736 289% 
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Figure 10: Land Under Sesame Production and Sesame Export Volumes from 2016-2019 

 

 



 

 

5. Ocean Fisheries 
Sector 
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5. OCEAN FISHERIES SECTOR 
Table 6 PIMS Results: Ocean Fisheries 

 

Traditionally, Somalia has had a dominant livestock tradition with livelihoods dependent on livestock as both the 
largest sector within Somalia contributing up to 40% of GDP, and is also the largest employer rurally.  However, 
tastes are changing, particularly in coastal areas, and the fishing industry is taking on increasing importance in 
terms of responding to rising domestic, regional and international demand.  PIMS estimates that 300,000-400,000 
Somali women and men depend directly or indirectly from the domestic ocean fishing industry.  Despite its 
potential, sustainable growth in the Somali fishing sector is threatened by illegal fishing, poor fishing and handling 
practices, poor infrastructure and a challenging political economy. 

To address these issues, PIMS designed interventions to address market failures in the core market and 
supporting services.  Core market interventions focused on improving quality and hygienic handling of fish at 
various points of the value chain and increasing productivity (such as at point of catch).  Supporting services 
interventions focused on improving infrastructure at landing, cooling, transportation and market points, improving 
understanding of the global markets and certification services for export markets, facilitating adoption of standards 
and certifications and facilitating access to affordable and sustainable credit and financial services. 

 
Fisheries lead firms 
 

As part of the intervention design process, PIMS engaged with influential fish exporters, fisherfolk associations 
and key government stakeholders and explored and tested partnership modalities which would incentivise private 
sector investment and provision of training in fishing and handling practices to fisherfolk throughout the value 
chain.   

PIMS signed deal notes with eight private sector companies and strengthened the practices of 2,638 fisher folks.  
Objectives of the deal notes varied by type of intervention (see Table 7). 

Table 7 Ocean Fisheries Sectoral Deal Note Objectives 

Focus of intervention Key objectives 
Post-harvest value addition • To increase quantity and quality of fish through investment in fish post-harvest loss 

reduction technologies 

• Build the capacity of market actors on fish value addition through frying and filleting 

• Expand local market of value-added fish 

Good handling practices • Mainstream best practice for fish handling, processing and packaging in the fish 
value chain to reduce post-harvest losses and increase export volumes  

• Support investment in fish storage and transportation facilities  

• Finalise construction of a HACCP facility to necessitate exports of high-quality fish 
to the international market 

 
The first deal note was signed in December 2016 with Yustan, the biggest fisheries lead firm in Puntland, which 
also had an import permit and a distribution centre in Addis Ababa, Ethiopia.  The PIMS contribution to Yustan 
was focused on additional transport (reefer tracks); cold storage; ice making machines; other tools and training 
and demonstrations that led to a substantive increase in collection and sale of fish in both domestic and export 
markets. Yustan was able to increase fish exports to Ethiopia from 4.8Mt to over 30 Mt.  Additionally, Yustan 
established a HACCP compliant fish processing facility valued at £1,149,716 in Bosaso, Puntland; a significant 
milestone that will allow the lead firm to export directly to EU markets and beyond (this is explored in more detail 
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in the Investment Promotion section).  PIMS contribution to the facility was included within the 2nd deal note 
signed with Yustan. 

Overall, Yustan increased their market share both domestically and internationally benefiting from end market 
exposure tours to Dubai, and Nairobi) and others. PIMS also facilitated four business linkages with other 
companies from whom they source their fish, as a specific output of the deal note with Yustan.  This was done to 
ensure Yustan had a positive impact on the value chain by expanding their source network, and formalising trade 
linkages. 

Barfisco (based in Bargal town, Puntland) is the major fish supplier to Yustan. PIMS supported Barfisco with 
modern fishing gear, reefer truck, boats, new techniques and training that not only increased their production of 
fisheries, but also reduced the spoilage from 30% to 4%. 

Sundus was a lead firm based in Bosaso, Puntland that through PIMS, formed a unique engagement with women 
entrepreneurs mainly from marginalised communities.  Sundus 
extended credit facilities, cooling boxes and training to 250 
women fish retailers. In return women buy fish from Sundus 
and use part of the profits to service the loans. The women, 
through fish value addition and increased purchases from 
Sundus have increased their net annual sales from $168,000 to 
$840,000. PIMS supported Sundus to have extra capacity in 
transport, cold chain and iceboxes, as well as training to 
increase their total fish catch and reduction in spoilage.  

PIMS partnered with CAFCO to increase domestic fish supply 
to the Qardo, Bosaso and Garowe markets through expanded 
fish supply clusters, strengthened catch and handling capacity of fisherfolks in the clusters surrounding 
Bandarbayla district. CAFCO supplies domestic markets of Garowe, Qardo and Galkayo. CAFCO has increased 
sales volumes from 13,888 Mt per month to 54,993 Mt per month. In addition, CAFCO has started exporting fish 
to Dubai, UAE and are currently exploring export options into Kenya following trade negotiations initiated with 
Diamond Seas Foods (an Italian company based in Kilifi, Kenya) after the PIMS’s faciliatory approach to brokering 
linkages at the Blue Economy Conference. 

 

Dalsan, located on the western side of Bosaso, was one of the final deal notes signed with Puntland lead firms. 
PIMS supported Dalsan to establish additional cold storage facilities, and procure a reefer truck, cold boxes and 
boats to increase production capacity. PIMS also facilitated training to reduce spoilage. Dalsan benefitted from 

Box 6: Case Study – Ice Adaptation 

Fishing communities around Somalia, have for a long time, resisted the use of ice in fish handling.  Consumers, 
sellers and fisherfolk alike believed that use of ice was synonymous with bad tasting fish.  As a result of this 
belief, fisherfolk lost a significant portion of their daily catch, often up to 25%, to spoilage from the sun.  Further, 
the lack of hygienic handling and preservation techniques, such as using ice for cold storage, limited the time 
fisherfolk could remain at sea, typically limiting them to 1-2 hours at sea.  The absence of ice or other food 
safety practices also negatively impacted the earning potential of fish sellers, which are typically women. 
Because of the significant risk of spoilage, sellers were extremely cautious in the volume of fish they purchased 
and resold daily.  

To address this challenge, PIMS worked with lead firms, like SNFC, to introduce good handling practices 
aimed at reducing spoilage rates and responsibly increasing the quality and quantity of the fish catch.   
Through a cost-sharing agreement, SNFC acquired an ice vending machine and began training fisherfolk in 
their supply chain about a range of good handling practices including the use of ice on board fishing vessels to 
reduce spoilage. 

Over the course of the partnership, SNFC trained 436 fisher folks and fish spoilage rates have dramatically 
decreased from 25% to 4%. With the improved knowledge and skills, fisher folks began advocating in their 
communities about the importance of ice in maintaining quality.  In addition to these positive outcomes, SNFC 
has also noticed that market actors have responded to the new practices.  According to Managing Director, Ali 
Ibrahim Said, ‘consumers will now no longer buy fish that is not on ice.’ He has also noticed that fisherfolk are 
staying out on their fishing vessels longer and are able to increase the quantity of their catch.  

“Today even if I don’t have cash, I can go 
to Sundus fishing company, buy fish on 
credit and clear the debt after 2 to 3 
days…Sundus goes round Bosaso town 
with their own vehicle to bring fish to our 
door step with the cooling boxes thus I 
can sell up to 10 kgs per day unlike in 
the past when I used to sell 5kgs in a 
day”  Sahara Mohamud, Fish trader 
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investment promotion activities and started exporting seafood to UAE, Oman and China as new markets for their 
produce.  

SUUDI and Somali Marine and Fishery Science Institute (SMAFSI) are both based in Bosaso- and are both 
fisheries input suppliers. They offer modern fishing gears and training services respectively. Both institutions 
benefited from the MSD trainings, demonstrations and capacity building support of PIMS programme. SMAFSI is 
the only training service provider in Puntland and conducted most of the training and demonstrations together with 
SUUDI – the input supplier.  In 2017 SNFC was selected to implement expanded PIMS interventions in South 
Somalia. Selection of SNFC was due to their status as the major fisheries lead firm in Mogadishu and their role as 
a close facilitator of policies with the Federal Government of Somalia. PIMS enabled SNFC to expand their 
cooling capacity, providing iceboxes to Fisheries Associations and facilitating training to reduce spoilage. PIMS’s 
key intervention here was the training and demonstrations which meant that spoilage reduced to less than 5% of 
the daily fisher folk’s catch and in turn, products received from supplier associations were better quality.  

 

Training of trainers and building the capacity of lead firms 
 

At the start of PIMS’s work in the ocean fisheries sector, the primary focus was building the capacity of lead firms 
to improve the knowledge, attitudes and practices of suppliers regarding the catch and handling of fish.  As part of 
the cost sharing agreement with lead firms, PIMS and SMAFSI consultants delivered training of trainers (ToT) 
training to the core technical team within each lead firm.  These lead firm staff then provided technical training to 
their main suppliers without PIMS’s support and PIMS’ lead firms assumed the role of facilitating the training 
support services directly.  

PIMS’s partnership with SMAFSI emphasised institutionalising relevant training courses to increase the 
performance and productivity of fisherfolk. To date, SMAFSI has implemented six fisheries training and 
demonstrations with support from two international fisheries experts.  SMAFSI organised ToT training for fisheries 
experts from lead firms from Puntland and Mogadishu as well as for staff from the Puntland Ministry of Fisheries 
and Marine Resources and the Chamber of commerce. The ToT focused on specific training providing both 
technical and tactical approaches to the of training fisher folks. Trainers were empowered to be national resources 
in their specified clusters with this support. 

The training on good handling practices had an immediate and rapid impact; PIMS’ spoilage tracking from May 
2017 to the end of the project demonstrated a decrease of spoilages rates across surveyed firms from 25% to 4%.  
The change in fisherfolk behaviours also had knock-on effects in the market, as was detailed in the AAER 
response section. 

Facing new challenges:  In addition, to these industry challenges captured in the initial value chain report and 
discussed above, as firms became more export orientated, the lack of proper standardisation and compliance to 
global standards was identified as a major constraint. The main challenges the Somali fishing industry continues 
to face is limited access to international markets, certifications, limited government support, legal and regulatory 
frameworks and capacity building support to government as well as distance and geographical location (primarily 
access and security, for example there is a distance of over 1000km between Red Sea ports to Indian Ocean 
ports in Puntland. 

 

Linkages with new regional end markets and meeting certification requirements 
 

In 2018, as lead companies strengthened their fish supply and management capacity, PIMS supported lead firms 
to strengthen relationships across the value chain.  PIMS assisted them to undertake domestic market surveys 
allowing companies to identify and examine markets such as Kenya, Ethiopia, and the UAE in which they could 
engage and benefit from. Partnerships with end market buyers are crucial for the continued growth of the Somali 

“I am very glad that with the new technique of fishing 
and the new tools we are able to fish and bring back 
very fresh fish within the day, initially we used to lay 
the nets overnight and spend the night at the sea, 
over 50% of the fish we bring the next day is normally 
already almost spoilt fish”. Mohamed Ismail Said, 
Fisherman, Yustan Seafood company.  

PIMS provided us with the foundation to build on our 
business. The procurement of equipment and training 
has led to an increase in our capacity and it will take 
some time but we will continue to train the fisherfolk. 
[I am] feeling confident that the company will be self-
reliant.’ Ahmed, CEO, Dalsan 
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fishing sector since lead firms have limited storage capacity. Barfisco for example developed partnerships with 5 
retailers, supermarkets and restaurants as a result of PIMS support. PIMS facilitated a partnership between 
Yustan and another firm, Hodan Fishing in company to operationalise an unexploited processing facility in 
Garowe. Hodan Fishing now leases Yustan’s centre in order to use it as an aggregation centre for fish coming 
from Bargal, Eyl and other coastal areas. PIMS also helped businesses strengthen relationships with equipment 
suppliers. Six lead firms are now linked with Suudi to supply fishing gear and other marine equipment to fisherfolk. 
Suudi supported the introduction of technology to more than twenty outlets along fishing clusters in Puntland with 
extensions also in Somaliland and South Somalia.  

In a bid to support the fisheries sector growth and facilitate end market requirements, PIMS conducted a three day 
training for Fish Inspection and Quality Assurance (FIQA) officials and one representative of the Somalia Bureau 
of Standards (SoBS) in Nairobi. The objective of the training was to create awareness of national, regional and 
international market access requirements for fish and fish products. One key outcome of the training was that the 
trained Somali FIQA team facilitated preparation and processing of the export and certification documents (i.e. 
export permits) that were used for the shipment of assorted fish displayed by the PIMS lead firms at the 
Sustainable Blue Economy Conference in Nairobi in 2018. Going forward, the FIQA team will be instrumental in 
providing the requisite export certification and quality standards for the fishery sector in Somalia. 

Export of seafood without HACCP compliance 
hinders efforts of lead firms, as Somalia does not 
have imposed standards and competent 
standardisation authorities. PIMS explored options 
to work with Federal Ministry of Fisheries and 
facilitated Somalia’s participation at the Blue 
Economy Conference in Nairobi on November 
2018. As a follow up to the Blue Economy 
conference, PIMS supported the Ministry to develop 
a manual for standard operating procedures 
(SOPs), reviewed policy and regulatory frameworks 
of Somalia and proposed the necessary steps to 
establish Fisheries Inspection and Quality 
Assurance (FIQA) Unit within the Federal Ministry of 
Fisheries in consultation with Federal Member 
States.  The programme produced the first draft of 
the manual and policy which, at as the time of 
drafting this report, were under translation and 
cabinet consultation for onward approval. In order 
to ensure the efforts of this intervention remain 

ongoing, GEEL have agreed to pursue this going 
forward in order to validate the drafted manual and               

policy and see its effective implementation into the Somali government. 

 

Table 8 Results Achieved by Selected Partnership in the Fisheries Sector 

Lead Firm Number of fisher 
folks trained 

Average Monthly Sales volumes (Kgs) 
Baseline 2019 %Increase 

Sundus 830  8,397  36,027  329% 

Barfisco 1,074  3,447  12,672  268% 

Yustan  (Purchases from other 
companies) 

4,800  33,197  592% 

SNFC 436  11,253  26,253  133% 

CAFCO 178  13,888  54,993  296% 

Dalsan 120  25,975  29,254  13% 

Total 2,638  67,760  192,396  184% 

 Photo 3: President of Kenya, H.E Uhuru Kenyattaa 
Visiting PIMS Blue Economy Conference Booth 
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Box 7: Case Study: Blue Economy and Investment Promotion 

As part of efforts to take advantage of Somalia’s readmission to COMESA and boost fish exports, 
PIMS together with Somali fish traders and the FGoS planned a fish promotion event in Nairobi in 
September 2018. The trade relation event was aimed at enhancing business linkages between 
Somali fish traders and Kenyan based fish trading/processing companies through bilateral trade 
agreements between the two countries. Through this event, it was anticipated that Somalia based 
fish traders and companies would be able to formally start exporting fish to Kenya and thereby 
stimulate the creation of long-term jobs, increase smallholder incomes, and leverage private sector 
investment. Currently, Kenya imports 20,000 Mt per year of fish mainly from China and bilateral trade 
with Somalia would bridge the current annual deficit of 60,000 Mt per year (total catch in Somalia is 
estimated at 170,500 Mt per year). In preparation for this trade event, PIMS orchestrated a number 
of activities including mapping of key stakeholders, assessment of airfreight capacity and logistics, 
feasibility visits, Federal Government of Somalia (FGoS) stakeholder consultative meetings, and a 
Somali delegation visit to Kenya. 

On the eve of the investment promotion event, however, the Kenyan Government postponed the 
trade relations event indefinitely due to a lack of readiness.  PIMS quickly pivoted and pursued the 
option of participating in the Sustainable Blue Economy Conference in Nairobi instead. Though not 
exclusively focused on investment promotion or bilateral trade, the Sustainable Blue Economy 
conference, attended by thousands of experts interested in sustainable fisheries, was an opportunity 
to showcase Somali fisheries products. In close collaboration with USAID’s GEEL programme, PIMS 
facilitated the “Somalia Rising” booth, located in the International Pavilion, and manned by the seven 
Somali lead firms in attendance.  

The Somalia Rising booth was one of the busiest of the event overall and was visited by Somalia 
delegates (including 6 cabinet ministers), as well as the Kenyan President, one Kenyan Cabinet 
Secretary, a Kenyan MP and former deputy speaker of Kenya National Assembly among hundreds 
of others who visited the booth. This event increased the profile and visibility of Somali Fisheries and 
created opportunities for new linkages. For example, following the conference, lead firm, CAFCO 
established a relationship with a Kenyan based sea food processor, Diamond Sea Food who 
expressed interest to import 400mt per year from Somalia.  However, compliance with International 
Food Safety Standards for Somalia marine products has been the greatest impediment to trade and 
PIMS has re-focused on establishing the Somalia Bureau of Standards and building capacity of the 
Fisheries Inspection Quality Assurance Unit (FIQA) under the Ministry of Fisheries. This, if 
implemented, will be a key gateway for Somalia fisheries products into the international markets. 



 

 

6. Dairy Sector  
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6. DAIRY SECTOR 
Table 9 PIMS Results: Dairy Sector 

 
Dairy (both cow and camel dairy) is an important component of the Somali diet and demand is steadily growing.  
Dairy production directly involves tens of thousands of low to middle income Somalis, especially women and 
particularly in Somaliland and Puntland.  Despite its growth and inclusion of many low and middle-income 
Somali’s, PIMS market research revealed that the growth of the dairy sector is constrained by poor production 
and handling practices, lack of access to value adding inputs, degraded infrastructure and a weak enabling 
environment. 

To address these constraints, PIMS initially designed interventions to address market failures in the core market 
and supporting services.  Core market interventions focused on improving milk handling practices among 
producers, collectors and distributors, improving fodder production practices and increasing milk productivity 
through the adoption of improved knowledge, attitudes and practices by producers.  Supporting services 
interventions focused on improving value chain infrastructure, through the PIMS’ cash for work (CfW) component. 
The intervention logic for PIMS work in the dairy sector is summarised in the diagram below. In total, PIMS signed 
deal notes with 9 lead firms in the dairy sector.  Objectives varied by type of intervention (see Table 10 below). 

 

Table 10 Dairy Sectoral Deal Note Objectives 

Focus of interventions Key Objectives 
Animal health • Establish networks of knowledge retailers and community animal health workers who 

are able to promote and sell quality vet drugs to a larger number of small scale 
customers, improving health of animals and yields of milk; 

• Increase supply and sales of quality vet drugs through strengthened distribution 
networks that incentivise actors all the way to the community animal health system 
(Vets and CAHW); 

• Stimulate demand for quality vet drugs through demonstrations, promotions and 
awareness-raising via Agrovet Dealers (AVDs) and vet service providers; 

• Introduction of new milk handling (such as containers) and nutrition products (such as 
feed supplements and vitamins). 

Quality milk • Reduce milk spoilage by the introduction and sales of appropriate milk cans 

• Promoting more sustainable adoption practices (such as awareness raising for 
consumers, producers, retailers, transporters and other concerned stakeholders) to 
improve milk hygiene quality and limit milk spoilage and losses.  

• Inaugurate a dedicated commercial transport link between milk producers and market 
actors through starting with number of milk collection points and then expanding to 
entire routes 

Fodder • Establish an out-grower system for the improved fodder production and improve lead 
firm’s fodder production capacity with an improved irrigated system.  

• Establish a retail and distribution system for fodder sales to pastoralists in areas 
surrounding lead firm 

• Stimulate demand for quality fodder in current operational territories and new 
territories  

• Increase milk revenues for pastoralists utilising purchased fodder 
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Figure 11: Dairy Sector Intervention
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On commencement of the PIMS interventions within 
the dairy sector, there were high levels of 
enthusiasm from the lead firms, particularly for the 
animal health interventions. In addition to, and in 
support of, the facilitation work with the private 
sector, PIMS’s initial CfW activities focused on 
feeder road rehabilitation to reduce the amount of 
time it took dairy producers to reach markets.  In 
response to the value chain and identified 
constraints in the sector, four areas were targeted 
(fodder, camel dairy, veterinary drugs and milk 
cooperation). Deal notes were signed by 9 lead 
firms in the dairy sector: 2 lead firms on fodder 
(Usoo Godol and ICC), 2 lead firms on veterinary 
services (VetCare and Al Amin), 3 lead firms on 
camel dairy (R&G, ABCO Oday and Wayeel), and 
one on milk cooperation (MCC).  

 

Veterinary drug intervention lead firms 
 

The first lead firm contracts signed by PIMS 
programme were with  Vetcare and Alla Amin. 
Vetcare were tasked with increasing their sales of 
animal health drugs to smallholders, reaching milk 
producers through demonstrations, increasing their 
knowledge and awareness of smallholder producers, 
and training vet service providers in the form of vets, 
community animal health workers (CAHW), and 
agrovet dealers. 

The Alla Amin intervention was designed to:  

»  establish networks of knowledge retailers and 
community animal health workers who can promote 
and sell quality vet drugs to a larger number of small 
scale customers, improving health of animals and 
yields of milk;  
» Increase supply and sales of quality vet drugs 
through strengthened distribution networks that 
incentivise actors all the way to the community 
animal health system (Vets and CAHW); 
» Stimulate demand for quality vet drugs through 

demonstrations, promotions and awareness-raising via Agrovet Dealers (AVDs) and vet service providers; 
and, 

» Introduce of new milk handling (such as containers) and nutrition products (such as feed supplements). 
 

Geographically, the veterinary drug interventions were undertaken by Vetcare and Alla Amin in Somaliland and 
Puntland.  The two lead firms engaged 58 Community Animal Health Workers and 21 Agro Vet Dealers as 
distributors of quality vet drugs to milk producers.  26,110 milk producers benefited from the services and 35% 
recorded increased productivity. Alla Amin increased its sales turnover of veterinary drugs from $1,258,422 to 
$1,812,127 per annum.  In turn, on average each AVDs engaged increased their monthly sales of veterinary 
drugs from $150 to $245 whereas the CAHWS increased monthly sales of veterinary drugs from $52 to $176. 
Vetcare and Alla Amin delivered high outreach levels, contributing to dissemination of knowledge on the value of 
veterinary drugs which is required for behaviour change through pastoralists accepting and adopting new modern 
drugs and could represent indicators of systemic change within the vetcare system.  Despite the challenges from 
the drought in 2016/2017, progress was recorded in sales of veterinary drugs and adoption based on subsequent 
assessments.  

‘For a long time, we have been selling veterinary 
drugs around Burao area where there are only a few 
milk producers. I know there is money in the villages 
where nearly all pastoralists live. Working through 
community animal health workers to deliver services 
to the pastoralists is a new approach to my business 
and I'm sure I'll be able to reach many pastoralists 
living in a 50km radius from Burao. I will be able to 
sell more veterinary drugs. I'm so passionate about 
the programme and as we speak, I've ordered a 
whole container of livestock feed supplements. I'll 
use some portion of the supplements for 
demonstrations and I'm sure the long term return to 
my business will be enormous...’ Suleiman, CEO, 
Alla Amin Pharmaceuticals 

“I am grateful to PIMS for helping me invest in the 
borehole and the solar panels. I am currently 
pumping 60 cubic meters of water per hour, where 
I initially used to pump only 6 cubic meters per 
hour. I will supply the extra water to the 
neighbouring farms in exchange for land to plan 
more fodder” Abdullahi Warsame, Usoo Godol 
Dairy Farm. 

“I had this farm for 18 years and used to plant 
vegetables and natural grass. Usoo Godol 
informed us there’s an improved fodder variety 
which has high nutrition value for the dairy 
animals. They trained us on growing 10 improved 
fodder varieties including alphalpha, sudani, 
rhodes and luceinia grass. I have tested these 
varieties and harvested on my farm, I sold four 
tonnes of the produce for $450, when before I 
used to make $300. Additionally, when I feed my 
camels on the improved fodder variety in the dry 
season I get double the milk quantity I used to 
get”.  Abdi Abshir, Outgrower. 
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Photo 4: Agro vet dealer displaying animal drugs in new store in Burao, Somaliland 

Photo 5: Promotion of Milk Cans by MCC 

 
The PIMS intervention with Milk Care Co-operation (MCC) aimed to improve milk quality and hygiene through 
awareness creation and promoting the use of hygienic aluminium milk cans. MCC aimed to change milk suppliers 
to use cleanable aluminium containers rather than unhygienic plastic jerrycans. 

 

Figure 12: Behaviour Change in use of Aluminium Cans 

 
To stimulate demand for the aluminium cans, MCC imported a batch of 4,800 milk cans for sale to milk producers 
and milk retailors in the urban markets in Somaliland. The company conducted outreach and awareness creation 
to 2,995 milk producers, retailers and milk handlers (83% of the actors were producers; 55% women).  As a result 
of MCC’s interventions, there has been a shift in behaviour of milk producers and handlers demonstrated by a 
21% increase in use of aluminium cans and a 17% reduction in use of plastic containers between 2016 to 2019. 
However, a lack of supporting government policy for hygienic milk hampers further adoption. Among the traders 
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who use aluminium milk cans, the main benefit recorded is the premium price. Milk packaged in hygienic 
aluminium milk cans attracts a premium price of $1.2 per litre as opposed to $0.8 per litre which translates to an 
additional income of $0.4 for every litre of milk sold. 

 
Fodder Production and Camel Dairy Partners  
 
PIMS partnered with 6 commercial dairy farms and fodder producers (Usoo Godol, ICC, R&G, Oday, ABCO and 
Wayeel) to support commercial fodder production to support smallholder milk producers. In total, the firms 
supported 800 smallholders access quality fodder.  PIMS partnered with Usoo Godol to implement an 
intervention to develop a sustainable fodder out-grower mechanism to support linkages between small-scale 
fodder farms in Garowe and markets in the surrounding areas.  The intervention was in line with the expected 
market systems change of developing a functional market system for fodder in Garowe which is characterised by 
sustained production, supply of inputs including skills and marketing of fodder in Garowe market. The PIMS 
intervention addressed the systemic constraint of limited formal fodder production and marketing systems in 
Garowe due to the lack of capacity of commercial fodder producers. This was further exacerbated by the low 
demand for fodder, due to a lack of awareness amongst the pastoralists on the value of using improved fodder. In 
the out-grower system facilitated through the PIMS intervention, fodder was produced by approximately 100 small 
scale fodder growers in Jibagalle area for sale to Usoo Godol. 

The average fodder production of out-growers is 24 tons a year while Usoo Godol now produces 160 tons 
annually after their engagement with PIMS.  The fodder was then marketed by Usoo Godol to the pastoralists in 
the region.  The out-growers were provided with the necessary inputs (seeds, fertiliser) and the technical 
knowledge on fodder production by Usoo Godol, supported by PIMS. 

Photo 6: Fodder Production and Storage in Oday Farm, Somaliland 

 

The intervention with ABCO was designed to improve milk production and marketing practices in Burao by the 
following workstreams:  

» Demonstrating improved fodder productivity through expanded cultivated land and improved husbandry 
techniques  

» Establishing a pilot out-grower system for milk and fodder in the Qoyta village vicinity 
» Increasing the availability of camel milk from their own herd  
» Demonstrating improved techniques in basic different livestock feed production and storage and intensify 

access to water for livestock through drilling a borehole on their farm. 
ABCO established an out-grower scheme for milk sourcing from an additional 120 pastoralists. ABCO provided 
training and awareness raising to the small milk producers on appropriate milk collection and handling practices 
and on use of fodder and vet drugs. ABCO also provided seeds for fodder production and made available vet 
drugs and appropriate milk cans to the farmers and improved its milk collection through dedicated transportation 
systems to sustain the increased supply to the market.  

With ICC, a project was developed to establish a viable year round fodder production farm with sprinkle irrigation 
systems, in order to stimulate demand for quality fodder through demonstrations, promotions, awareness and 
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establishment of rural outlets and pastoral cooperatives. With the construction of two boreholes, the intervention 
aimed to facilitate the ability of PIMS and fodder producers to test how much yield can be achieved for improved 
grass varieties like Rhodes under year round irrigation, against rain dependent irrigation.  Unfortunately the first 
borehole delivered limited volumes of water, and construction of the second borehole was underway at the end of 
PIMS.The PIMS partnership with Wayeel delivered a milk collection and marketing system that collected and 
supplied a daily working average of 500 litres of milk from the community and 200 litres from Waayeel Production 
to commercial milk kiosks in Burao. In addition to the collection and distribution systems, internal Wayeel capacity 
for milk production was increased with improved ability to supply milk in hygienic conditions.  

Oday dairy farm built on its existing capacities in establishing a Centre of Excellence, which works as a one-stop 
centre for knowledge and information on commercial dairy production from out-grower sourcing, improved feeding 
and animal husbandry perspective primarily to other emerging Dairy Farms but also to small-scale milk producer. 
Like Wayeel, Oday established a milk collection and marketing model. Oday demonstrated improved fodder 
production methods, demonstrated improved feed formulation and feeding systems, and showed the value of 
upscaled management practices on improving milk supply. 

Oday also worked on a wet (lactacting) camel renting system, an approach that was conducted by R&G in 
parallel. The process of renting lactating camels to dairies was an experimental new business model piloted by 
R&G with support from PIMS.  R&G established a very successful pilot of the wet camel renting system, which 
contributed to the income of owners and R&G by selling and sharing income on an agreed model.  In addition to 
the wet camel rental system, R&G also established an out-grower model for milk collection and demonstrated a 
model for emerging dairies to achieve self-sufficiency in fodder production, as part of their remit under the deal 
note with PIMS.  

However, by 2017, the effects of a devastating drought in Somaliland were taking their toll and by November 
2017, 91% of PIMS beneficiaries (38% of whom were women) in the animal health (veterinary drug) intervention 
reported lost their animals and over 94% recorded tremendous losses in productivity and income.  FAO estimates 
put livestock losses at 30% nationally, and as a result the dairy sector was impacted to a much greater degree 
than fisheries or sesame.  

The drastic animal losses and subsequent humanitarian aid response also had a negative impact on the uptake of 
the quality milk intervention, which had already been struggling because of the lack of market orientation of the 
lead firm, MCC. In response to the drought and underperformance of the dairy sector interventions in general, 
PIMS revised its dairy intervention in early 2018 to focus more on the production and sale of fodder to livestock 
exporters, improvements to communal grazing lands and water catchment and storage (through CfW activities).  

PIMS continued to work with MCC, the lead firm who was promoting the use and sale of hygienic milk cans, to 
revise their business and marketing plans. The new strategy focused on product and price differentiation based 
on milk quality, however, because of the scarcity of milk (due to the massive, drought-related decrease in the 
camel population) and the humanitarian aid response which gave away aluminium milk cans away for free, the 
new strategy struggled to gain traction.  Lastly, in mid-2018, PIMS facilitated dairy lead firm linkages to the leading 
financial services provider, Dahabshiil to prepare firms for the exit of PIMS, and the potential move for firms to 
access commercial finance. 

 

Table 11 Summary of Beneficiary Outreach by Partnership 

Name of Lead firm Number of milk producers supported 
Alla Amin  7,995 
 Vet Care  18,115 
 MCC  2,995 
 Usogodol  100 
 Odey  274 
 Wayeel  100 
 Abco  326 
 Total  29,905 
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7. INVESTMENT PROMOTION 
Through the lifetime of PIMS, the project leveraged £13,162,684 in private sector investment through PIMS 
interventions.  PIMS focused on attracting additional investment into both productive and service sectors.  The 
emphasis is on mobilising finance from external (to PIMS) sources, and PIMS adapted the International Finance 
Corporation (IFC) definition of leveraging private finance to state: 

“Mobilise financing from entities other than PIMS that becomes available to market enterprise and producers due 
to PIMS’s direct involvement in raising resources.”  

The PIMS methodology note9 included a definition of leveraging ratios used by the IFC, that stated “Every dollar of 
IFC investment leverages $3 from others’. As part of the methodology note, PIMS had included the planned 
approach in 2018 to measure investment by including annual surveys of private finance mobilisation monitored 
against the adapted IFC and OECD standards with representative samples in each target market. However, PIMS 
decided to exclude this approved approach in order to focus on causal relationships between the programme’s 
activities, and results achieved. As such, PIMS measured investments generated in terms of; co-financing 
leverage achieved by the different PIMS interventions, lead firm deal note cost shares, actual investment made by 
made by the lead firms and end target beneficiaries (including but not limited to investment in new 
equipment/machinery, expansion of agricultural land, investment in storage facilities/buildings, motor vehicles 
among others), agreements signed between Lead Firms and Service providers, entrepreneurs, distribution 
agents, and/or farmers.  

Lead firms were key drivers of investment; mobilising investment to meet their commitments as part of deal notes 
with PIMS.  In addition, as part of their engagement with PIMS, lead firms were facilitated to mobilise investment 
from Somali service providers (market input suppliers, agro vets), entrepreneurs (lead farmers), extension 
services, piloted inputs and/or technologies and practices.  For instance, Alla Amin opened a new branch in 
Garowe with an investment of £94,488 and ABCO created a borehole facility with an investment of £173,228.  

As part of the facilitation process on lead firm investment, PIMS engaged with 2 lead firms on substantial 
investments that were closely linked to the standardisation and exports focus that PIMS took on as the 
programme progressed. With Yustan, PIMS supported the construction of a Hazard Analysis Critical Control 
Point (HACCP) compliant facility. The construction of the HACCP compliant facility was driven by Yustan’s need 
to safeguard their current international market exports, and to also prepare for their expansion into new markets. 
The need to safeguard current export market operations became apparent when Yustan travelled as part of the 
PIMS delegation to the Dubai Seafood Expo and Dubai SEAFEX trade expo events in 2017. Yustan’s established 
export routes into the UAE where Somali produce was reexported as Emirati produce were being constrained with 
the lack of standardisation certification, and in talking to importers and traders from other countries, Yustan 
became increasingly aware of the need to invest in standardisation. As such, the HACCP facility has been 
constructed with £1,149,716 invested. 

Similarly to Yustan, the desire to increase exports to higher-value markets drove the decision of Al-Mizan to 
construct a de-hulling facility for sesame. De-hulled sesame has a higher export value than traditional double-
hulled sesame as a result of the de-hulling and cleaning process, providing additional value add to sesame crops. 
De-hulled sesame enhances Al-Mizan’s ability to enter into higher value end markets and increases the 
competitiveness of Somalia’s sesame because de-hulled sesame can be exported directly to end-user countries, 
instead of going through other agents or countries for de-hulling (as is largely the case currently). As an original 
partner with Al-Mizan, PIMS developed the concept with the firm, and then introduced Al-Mizan to GEEL to 
ascertain whether GEEL would be able to co-invest with the facility.  As a result, a tripartite agreement was 
developed and the final stages of completion of the facility are currently taking place, with £620,299 invested by 
Al-Mizan, £196,850 from PIMS and £227,087 leveraged from GEEL. With increased capacity to process sesame, 
Al-Mizan has committed to increase the volume of sesame purchased from farmers from 11,000MT to 19,500MT, 
promote expansion of production, generate further investment, and the creation of jobs. 

In addition to investment with the lead firms, PIMS took a broader investment facilitation and promotion approach. 
This involved supporting bilateral trade engagement from the Somali government and attending trade firms with 
partner Somali firms for lead generation to catalyse investment. At the aforementioned Dubai Seafood Expo and 
Dubai SEAFEX trade fairs, PIMS also took the Somali Minister of Fisheries and Marine Resources to Dubai in 
order to make representations with foreign ministry officials and trade promotion bodies. PIMS in conjunction with 

                                                      
9 First approved in February 2016, and amended in April 2017 
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GEEL also facilitated bilateral discussions with Kenyan government representatives at the aforementioned Blue 
Economy conference, with discussions continuing at the time of writing on how to facilitate bilateral trade.  

Focusing on trade fairs, in the sesame sector, lead firms attended the Ethiopian Pulses, Oilseeds and Spices 
Processors-Exporters Association (EPOSPEA) conference in Addis Ababa, and PIMS undertook a scoping visit to 
the VIV Turkey event in Istanbul (as the International Poultry Trade Fair of Turkey). The scoping visit assessed 
the feasibility of investment into the poultry sector following the value chain study, however no viable entry points 
were found. In addition to the Dubai Seafood Expo and Dubai SEAFEX trade fairs, PIMS arranged for fisheries 
lead firms to attend the Somalia Fisheries Forum (SFF) in Garowe. Firms were invited to engage in the forum in 
order to generate sales connections, market their produce and seek opportunities for additional private sector 
investment. The SFF allowed PIMS lead firms creating linkages with the wider fisheries community and 
demonstrated the thought leadership of PIMS within the community and for PIMS to network. Following the event 
PIMS lead firms met and agreed to establish a Somali wide fish association, to work together in the interest of all 
companies, and working in common to share products to meet export markets. 

In addition, PIMS extended efforts regionally in trying to promote Somali investment prospects. The PIMS Team 
Leader met with the Indian Ocean Tuna Commission in the Seychelles as part of a Somali delegation, and 
following the resumption of diplomatic relations with Djibouti, the PIMS Investment Promotion Manager met with 
the Djibouti Chamber of Commerce to understand their priorities, mutual fisheries interests and potential investors 
from the Djibouti International Free Trade Zone aligning themselves with Somali exporters as a processing hub 
with lower logistical costs. PIMS also met with the nascent Somaliland Investment Company (SIC) that had been 
formed in Dubai as a holding company to facilitate inward investment under the Dubai International Financial 
Center. Discussions were held about supporting a SIC mining and infrastructure investment forum in Dubai, but 
unfortunately this did not take place. 

As a facilitating actor of investment into Somalia, PIMS held the Investor Forum 2017 in Hargeisa, which PIMS 
agreed would be hosted by the Somaliland Chamber of Commerce, Ministry of Industries and Ministry of 
Agriculture to give government prominence. The Investment Forum brought 18 international firms into Somaliland 
linked to PIMS focus areas, and had over 300 participants. The aims of the Forum included a series of sessions 
designed to demystify Somaliland as an investment opportunity, by providing information on the investment 
climate, regulatory compliance and promote sectoral opportunities. International firms were also linked directly to 
local firms in similar sectors to discuss business to business matchmaking (B2B) in a structured form, and a 
market place design was created to allow a free form place for interactions to take place and linkages to be made, 
with Somali firms setting up booths.  

Both in the lead up to the B2B event and afterwards, PIMS took care to source, develop and manage a pipeline of 
potential interventions in productive and service sectors, linked to PIMS activities. The pipeline incorporated 
linkages generated as part of the B2B event. Once potential collaboration opportunities were identified, and 
deemed of potential interest, then the feasibility of proposed interventions was assessed in terms of technical 
possibility, market feasibility (assessing whether market conditions were favourable for the interventions) and 
operational capability. With the sourcing of a pipeline of opportunities, in general most were deemed unviable or 
unaligned with PIMS objectives early on in the process. 

Under the light manufacturing cross-cutting inputs, Greenspark were an energy consultancy who attended the 
Investment Forum. Through the event Greenspark connected with another attendee, GSK who held the 
Somaliland Bottling Industries (SBI), a Coca-Cola subsidiary under the GSK holding company. Greenspark and 
SBI/GSK investigated the possibility of conducting a study to assess the viability of using solar energy to power 
the SBI/GSK plant, and an energy audit and analysis study were outlined. However, SBI/GSK concluded in 
consultancy with Greenspark that re-vitalising their existing power distribution system would be more efficient from 
a cost and power perspective, and in partnership with PIMS, SBI/GSK secured engineers to complete the renewal 
of the power system.  

Following on from the power system works, PIMS and SBI/GSK discussed future collaboration activities. SBI were 
interested in expanding into regional African and international (Gulf) markets, and also looking to safeguard their 
current markets. As a result of this, PIMS discussed the prospect of focusing on achieving ISO training standards 
and an integrated management system, as international pre-requisites, as to access regional and international 
markets then for SBI/GSK achieving an internationally recognised level of standardisation is a logical next step. 
SBI/GSK had plans to work on the expansion of their Guava farm and juice processing facility. This was to be 
done through the expansion of their Grow Farm (a division of the company) orchard from the current 37,000 trees 
to 100,000 guava trees. Expansion of the farm to an orchard of 100,000 guava trees from the current 37,000 is 
expected to produce extra 350,000kgs of guava fruits. Following this, GSK/SBI will engage in converting the 
additional crops from Grow Farm into fruit juice at the LIIS dairies facility (another division of the company).  
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As such, PIMS and SBI/GSK reached an agreement based on achieving ISO training standards and an integrated 
management system, for committed additional private sector investment of £4,544,995.  

Achieving ISO certification (7001, 27002, 27003, 27005, 20007), and incorporating integrated management 
systems delivers a process base for expansion, with SBI/GSK able to invest further in the facilities knowing that a 
key entry barrier to regional international market is resolved. In addition, securing standardisation allowed 
SBI/GSK to market their produce with this certification, and to ensure a premium price. Grow Farm is fully organic, 
and aside from guava, planned expansion into citrus and mango fruits is expected to produce additional juice 
drinks. Longer term investment plans include gaining HACCP compliance and entering EU markets.  

A further beneficiary of the Investment Forum was Yustan, who connected with another international attendee in 
Key Solutions Incorporated. For the aforementioned HACCP facility, Yustan worked with Key Solutions 
Incorporated on a feasibility study and an implementation. This included costings for all the necessary equipment 
plus quotations for civil work, shipment and other necessary components. Key Solutions Incorporated also 
connected Yustan with a HACCP inspector from India to certify the facility. 

Despite the successes of downstream linkages from the Investment Forum, there was also opportunities that did 
not result in success. The Boodhari Group were one Somali company who attended the B2B event to source 
opportunities. The Boodhari Group were interested in learning more about the animal feed market and 
international suppliers, as they were in the initial stages of formulating their concept for a milling facility (Boodhari 
Mills). Following the B2B, the PIMS team met with representative from the Boodhari Group to discuss the 
prospect of developing their milling facility.  The Boodhari Group project had an estimated investment from private 
sources of £4.5 million, and the planned Mill operations consisted of procuring wheat from Ukraine and selling the 
milling by-product locally as low quality feed. Subsequently, the Boohari group intended to introduce a scheme 
where local farmers would produce 20%, with the remaining 80% still procured from Ukraine.  

Various capital raise events were held during by the Boohari Group and the PIMS investment promotion manager 
participated in the London capital raise in July 2018. Following the capital raise events, the IFC approved 
feasibility study and business plan was received and with a PIMS offer of limited support it was agreed by both 
parties not to proceed with PIMS support to the facility yet the project still continues. 

Following the Investment Forum, TGS Solutions (a Dutch company) began discussions with local investors 
looking at hydroponic vegetable production in Somaliland. PIMS followed up closely and TGS advanced 
discussions to put together a business case for a turn-key hydroponics greenhouse in which they translated the 
technology developed in Spain and Netherlands to the Somali context. The business case was for a testing facility 
to test technology and assumptions, with TGS keen to engage in tomato production, as a key Somali cash crop. 
However as with Boodhari Mills, PIMS had significant concerns with the viability of the proposed project, and 
despite significant planned investment from TGS Solutions, PIMS decided not to proceed with the opportunity. 

A final key investment opportunity that PIMS had been tracking on the pipeline regarded the rehabilitation of the 
Jetty at Bosaso Port. PIMS saw significant value in the wider job creation and net additional income aspects to the 
ocean fisheries value chain from contributing to the rehabilitation of Bosaso Port Jetty, however despite repeated 
attempts to obtain documentation from the Minister of Fisheries and Marine Resources in Puntland to evaluate 
what the PIMS support may have looked like, this was not forthcoming in a timely manner to enable engagement.  

 



 

 

8. Cash for Work 
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8. CASH FOR WORK 
Table 12 PIMS Results: Cash for Work 

 
Scope of Cash for Work (CfW) interventions 
CfW complemented PIMS’s market systems approach by creating necessary infrastructure for market access in 
addition to providing liquidity needs of the poor during climate crisis. PIMS supported 9 construction companies in 
Somaliland (5) and Puntland (4) while in Shabelle regions, 5 Sesame lead firms were engaged.  The selection of 
these companies was based on a competitive bidding process overseen by the State governments of Somaliland 
and Puntland Ministries of Public Works and Environments.  CfW activities conducted in Somaliland and Puntland 
were primarily road rehabilitations and improving access to markets, along with improving quality of grazing land 
that supported the dairy and fisheries sectors.  In the Shabelle regions, selection of target locations was limited by 
the security situation and the sector support (sesame) overseen by the Federal Ministry of Agriculture and 
Irrigation. The sesame lead firms were willing to engage with contractors on the CfW interventions, which focused 
on canal rehabilitation.  

Canal rehabilitations proved to be the most productive support to sesame sector, and the expansion of canals 
opened up 4,856Ha of productive, arable land, resulting in increased employment and income of farmers. In 
addition, the rehabilitation of culverts, gates and access roads provided sustainable longer term investment into 
the local productive infrastructure.  The Federal Government of Somalia (FGoS) Ministry of Agriculture 
subsequently requested support to the completion of their Irrigation Policy this request came after the positive 
results of the CfW activities were seen by the Ministry teams when certifying these canals and other infrastructure 
developed by PIMS. 

A key success on the road infrastructure work was the development of Lafagoroye Road in Puntland which has 
improved market access for fisherfolk transporting fish products.  The road connects the Gulf of Aden and the Red 
Sea and since its rehabilitation, Yustan have been able to routinely collect fish from the fisherfolks located around 
the Red Sea whose main fish market was Yemen.  Following protracted conflicts in Yemen, these fisher folks had 
limited alternative options and the improved road opened up new distribution channels for them.   In addition, due 
to the CfW infrastructure works in road rehabilitation and Irish crossing construction, communities in Habale and 
Dhabolaq had much reduced and significantly easier transportation routes for their milk and this has enabled them 
to reach the market with significantly reduced transport times, thus reducing spoilage. 

 
The CfW workstream delivered both immediate and longer-term benefits by creating over 402,074 workdays, 
injecting significant capital into rural markets, and rehabilitating highly valued productive infrastructure in support 
of market systems, while also saving livelihood assets during the drought in addition to the complementing the 
MSD activities of PIMS.  

  

“Rehabilitation of Lafagoroye Road has opened up market access between fishing locations between the 
Red Sea and Gulf of Aden. Now, our trucks can collect fish from suppliers located on the side of the Red 
Sea. Before, these fisher folks sold their fish in Yemen but due to protracted conflict in the Yemeni market, 
they had no market for their fish…. currently, we are the biggest buyer from the area…” Mahad Awale, 
Manager, Yustan Sea Foods. 
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Approach 
Instead of viewing the CfW activities as an add-on or impediment 
to implementing the MSD approach, PIMS approached the CfW 
component as a programme asset and identified with the local 
communities’ opportunities to strategically address key 
infrastructure constraints affecting the growth of the communities’ 
farming activities and private sector development. In 2017, to limit 
the danger that many Somalis face from the drought, PIMS 
dramatically scaled up its CfW workstream.  
 
Fundamental to PIMS’ CfW programming is its long-term focus. 
CfW programmes, traditionally viewed as a way of helping an 
emergency-affected population, have typically paid little attention 
to sustainability. PIMS, by contrast, puts sustainability at the heart 
of CfW programming, assessing and selecting interventions 
based on a sustainability, impact, and response (SIR) framework 
(see Box 8), which enabled the programme and the communities 
to prioritise CfW investments.   

Analysing a situation through the SIR framework, PIMS determine whether a proposed intervention offers;  

» sustainability, meaning the programming will deliver lasting infrastructure improvements that can be 
managed by the community;  

» impact, meaning it will generate significant economic benefit for that community; and  
» response, meaning it provides an appropriate emergency response for the population under duress.  
Without this focus on sustainability, CfW programming is inherently limited in its impact. PIMS’ market systems 
analysts determined that with the onset of the drought, canal rehabilitation would, in Somalia’s case, be the most 
promising means of delivering sustainable impact with immediate benefits for the community. Although it had 
never been a priority for the programme, canal renovation became a focal point as PIMS adapted to the 
deteriorating conditions.  Concentrated in the Shabelle Valley, canal rehabilitation opened up additional land for 
production of sesame and other crops by improving irrigation during a vital growing season. At the same time, 
participants learned how to repair basic infrastructure and earned additional cash. 

As of April 2019, these productive assets amounted to 280kms of canals.  Feedback from beneficiaries and lead 
firms indicates they have substantially contributed to increased local crop yields and improved food security.  The 
2018 PIMS outcome assessment survey demonstrated that over 4,000 farmers have benefitted from the new 
canals rehabilitated.  Unlike responses that provide services for free, PIMS’ adaptive CfW initiative minimised 
market distortion and allowed market development after the intervention has ended. Through November 2018, the 
canal rehabilitation had generated 279,980 CfW days, with $839,940 earned by CfW participants.  

In areas with pre-existing asset management associations and clear incentives to pay for the maintenance of the 
infrastructure improvement, like sesame, the SIR framework approach worked well. However, in the dairy and 
fisheries sectors it was more difficult to evaluate and establish a sustainability plan because the improvements 
were mainly roads and Irish Crossings which everyone, not just dairy producers, could use; reducing the 
incentives for a small group of people to pay for the maintenance of an infrastructure improvement which would 
benefit everyone.  Consequently, in the dairies and fisheries sector more emphasis was given to the potential 
impact and response of the given infrastructure improvement.  For example, the dairy team calculated which 
infrastructure improvements would contribute to the greatest reduction in milk spoilage.  A similar calculation was 
made for the fisheries sector.  This market focus of the CfW work was a departure from traditional CfW 
programmes in Somalia which are primarily viewed as way of providing immediate assistance to emergency-
affected populations.  
 
CfW Partner Identification and Selection 
 

All CfW sub-projects were competitively advertised using local newspapers, websites and were formally 
registered with respective authorities. In Somaliland and Puntland, the highway authorities formally registered bid 
advertisement, gave reference numbers, participated in official bid opening ceremonies and formally signed the 
selection process evaluation. PIMS contracted experienced construction firms to carry out the work.  PIMS 
received regular requests from the Somaliland Tender Board, Puntland and the federal government for support 
and capacity building, which was not a formal part of the programme. 

Box 8: SIRS Framework 

» Sustainability: The CfW activity 
will deliver lasting infrastructure 
improvements that can be 
managed by the community;  

» Impact: The CfW activity will 
generate significant economic 
benefit for that community; and  

» Response: The CfW activity 
provides an appropriate 
emergency response for the 

population under duress 
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In South Somalia, where security and therefore access is an on-going challenge, PIMS employed a different 
approach than in Somaliland and incorporated strategic CfW activities into the deal notes of selected lead firms 
under the sesame value chain.  This was feasible because the CfW infrastructure improvements required little 
engineering knowledge or specialised tools and the sesame companies already had a good relationship with the 
communities through the outgrower work. PIMS provided additional training to the companies on how to carry out 
the CfW activities including requirements on women and youth participation, which were also stated in the deal 
note.  Because the canal improvements would directly benefit the sesame companies, through increased supply 
of sesame from farms with new and or improved access to canals, the lead firms had a clear incentive to ensure 
that the CfW activities were carried out well.  Using the lead firms also resulted in significant cost-savings for 
PIMS who no longer needed to contract the CfW supervision to construction firms. 

 
CfW Management and Monitoring 
 

Similar to the management and monitoring of the market systems activities, PIMS closely monitored progress on 
CfW activities, was in frequent contact with contractors, and was required to build the capacity of contractors to 
meet PIMS reporting requirements.  PIMS found that the staff of contractors were not up to the standards required 
in procurement processes including the financial and narrative reporting which resulted in delayed payments to 
the firms. 

To minimise payment delays to CfW workers, increase transparency and accountability and reduce errors and the 
potential for fraud, PIMS used mobile money transfer systems to register and pay labourers directly.  This 
innovative approach ended up being very effective, initially PIMS encountered difficulties when it realised that as 
many as 60% of the labourers do not have their own mobile phones and SIM cards and instead provided the 
number of a family member or friend at the initial registration.  This issue was resolved by engaging the mobile 
money transfer companies to conduct ongoing registration and provision of SIM cards. Initially, this slowed the 
process but after the first week, this was resolved.  PIMS has since then ensured that all payments are done 
through mobile money transfer to individual labourers and on a weekly basis, the mobile company (Zaad in 
Somaliland, Sahal in Puntland and EVC in South Central Somalia) sends the payment summaries.  The PIMS 
M&E team checked that the daily registrations correctly tally with the total amounts dispensed by Zaad, Sahal and 
EVC.  

 
Capacity Building: Community Asset Management Committees and training 
 

All CfW programming was community-led in the planning stage.  PIMS established community-led local 
management committees and provided training on sustainability, conflict management, and the proper use and 
management of canals, so that the community can maintain its new assets after PIMS exits.  From the outset, 
PIMS recognised the central importance of user association in ensuring the sustainability of its CfW activities and 
over the life time of the programme strengthened the capacity of 52 different committees.  PIMS initial 
assessment for the sesame sector identified that irrigation infrastructure use, repair/rehabilitation, and 
development are very sensitive and needs to be done through systematic consultation and awareness raising and 
only after securing agreement from all stakeholders.  The traditional leaders and irrigation committees are 
effective entry points for such work and would be expected to be supportive of PIMS activities. 

 

“…most of our milk used to get to waste because transporters could not come to Habale village 
due to bad roads. Occasionally, women could carry milk on their backs and walk 35km to 
Hargeisa market. Since PIMS rehabilitated the road, transporters come both in the morning and 
evening to collect milk and we do not have any more milk getting spoilt…. also women now have 
more time to do other domestic chores…” Habale Road Committee Chairman, Said. 

"Before our canals used to stop functioning because of minor damages which near communities could 
handle and everyone neglected with the belief that someone else might do, now we regularly monitor the 
rehabilitated irrigation canals and engage farmers in early repairing of any damage that can cause water 
loss". Xuseen Mowliid, Buulo Cabtooy village, Community Asset Management 
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PIMS asset management trainings were regularly conducted and covered a range of topics including roles and 
responsibilities of committee members, effective coordination and communication between farmer and canal 
committees, community cohesion and ownership, monitoring and repair work and the importance of equitable 
water distribution.  In Somaliland, where CfW activities are frequently conducted by humanitarian organisations, 
an important part of the training to the asset user groups was on community mobilisation and consensus building 
on engagement, sustainability and frequency of payment (daily vs. weekly).  As a result of these training, canal 
management committees self-reported the following achievements including increased water availability, equal 
distribution of water, improved farming and income and the planting of a greater variety of seeds. 

Photo 7: Examples of Canal and Road Rehabilitation in PIMS 
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9. VALUE FOR MONEY 
Value for money describes the measures to ensure that the best results are obtained from the money spent, by 
achieving the right balance between economy, efficiency, effectiveness and equity.  PIMS has effectively utilised 
the available resources to achieve results most of which exceeded the targets defined in the approved log frame. 
The programme has effectively applied some best practices towards achieving greater results, including: 
Close collaboration with similar donor programmes (particularly the USAID GEEL Programme) and cost sharing in 
some activities. For example, PIMS and GEEL jointly supported Al-Mizan to invest over $1million to procure and 
install a sesame dehulling machine which would improve exports of value added sesame from Somalia.  The two 
programmes also jointly facilitated, and financially supported Somali based Fisheries Companies and the relevant 
government ministries to participate in the Global Blue Ocean Economy Conference held in Nairobi.  Cost sharing 
with the lead companies in the implementation of programme activities instead of direct grants. Working with 
private companies with commercial incentives greatly improved beneficiary outreach at minimal costs.  Working 
with local intervention officers based in Somalia substantially reduced the need to hire international staff, and was 
efficient and effective- not just economically advantageous.  PIMS equally shared office working spaces with the 
programme’s collaborators in Somalia (SATG and Forcier). 
 

Key cost drivers and performance  
The PIMS cost structure by inputs as at April 2019 were;  
» Staff fees (27%);  
» Grants (55%);  
» Running costs (17%). 
 
Economy:  The benchmarking of rates (highlighted 
below) shows a decrease in the International LTTA 
average for April 2019 (from £513.60 to £332.50). The 
national staff team was increased (and international 
staff minimised) across all levels of the programme, in 
all three regions, at reasonable cost.  In addition, the 
number of short term consultants was reduced and 
efficient utilisation of national LTTA as surge capacity 
was prioritised.  Savings were made on international STTA rates this year, as DAI carefully controls the cost of 
inputs in a rising fee market and positions itself carefully to find the valuable staffing resources at a suitable price. 
 

Table 13 Consultancy Rate Analysis 

Level of 
consultant 

May-18 to Apr-1910 Apr-17 Jan-16 
International  National  International  National  International  National  
Average rate 
(£) 

Average rate 
(£) 

Average rate (£) Average 
rate (£) 

Average rate (£) Average  
rate (£) 

LTTA 332.50 310.83 513.60  348.35 615.66 333.53 

STTA 453.33 N/A 480.79 333.44 496.22 347.02 
 
Efficiency:  Overall, PIMS has achieved and surpassed most of the output level results through implementing cost 
effective approaches.  The cost per beneficiary at April 2019 was £45 which is lower than the weighted average of 
£64.89 for DFID funded MSD programmes11, and the leverage ratio from PIMS spend against firm spend was 
1:14, with PIMS spend of £2,057,806 against firm match of £2,354,359. 

 
The actual spend per Cash for Work day generated was $3.40 against a daily rate of $5 spent by other CfW 
implementing organisations in Somalia (e.g. Adeso) since PIMS chose to work with the sesame lead firms to 
undertake the canal rehabilitation instead of engaging commercial contractors. The rehabilitated canals enabled 

                                                      
10 The extension year is captured in this column  
11 DFID_Commercial-Agri-Portfolio-Review_2017, pg 27 

Figure 13: PIMS Programme Costs Distribution 
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the opening up of an additional 4,856 Ha of land which has effectively benefited an additional 4,781 sesame 
farmers. 

 

Figure 14: PIMS Beneficiary Outreach Cost from 
2015-2019 

 
Effectiveness:  PIMS outputs have positively 
contributed to the desired outcomes as envisaged in 
the programme’s Theory of Change. The adoption of 
improved small holder production and produce 
handling practices have contributed to the increased 
productivity that in turn resulted in increasing 
smallholder incomes, jobs creation and additional 
private sector investment leveraged. PIMS has 
created an additional 11,637FTE jobs against a 
target of 10,500 at £263 per FTE12  (ILO estimates 
that the cost of creating 1 FTE job is $ 700).  The 
spent ratio per FTE job (based on intervention 
spend vs jobs creation) is relatively low as PIMS 
worked with beneficiaries located in homogenous 
set ups (e.g. irrigated areas) which increased the 
chances of technology adoption that paved way for 

jobs creation.  Overall the programme generated £26,236,062 NAIC for smallholders and entrepreneurs in the 
target sectors against the programme spend of £3,058,580 which gives a Return on Investment of £9 against 
each pound spent. 
 
To ensure effective delivery, PIMS undertook equal cost shares with all lead firms that implemented the PIM’s 
supported interventions. The VfM effectiveness metrics have been summarised in Table 10 below. 
 
Equity: The dividends of the outcomes achieved by the programme benefited women and youth in equal 
measures.  For instance, 43% of all FTE jobs created are women, 64% of the youth earned incomes from the CfW 
sub-projects.  
 

Table 14 PIMS VfM Effectiveness Metrics 

Sector  Actual 
Spent 

FTE Jobs Cost/FTE 
Job 

NAIC Generated ROI per GBP 
Spent 

Sesame  £1,852,699 10,333 £179 £16,395,352 £9 
Dairy  £409,323 658 £622 £2,295,433 £6 
Fisheries  £796,558 646 £1,233 £7,545,277 £9 
Total  £3,058,580 11,637 £263 £26,236,062 £9 

 

                                                      
12 The cost of creating  an FTE job was highest in the fisheries sector. The sector gave significant results on income increases and 
investments as a result of recovered earnings due to reduction in fish spoilage. The interventions undertaken did not spur new jobs creation 
but rather improved efficiencies of the fishing companies.  



 

 

10. Policy and 
Advocacy 
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10. POLICY AND ADVOCACY 
Table 15 PIMS Results: Policy 

 

 

 

 

PIMS was not initially designed to engage directly on policy or engage substantially with the Federal Government 
of Somalia (FGoS) and this is reflected in the logframe and theory of change of the project.  Although policy 
interventions were not originally planned, as part of PIMS comprehensive market sector analysis by sector at the 
start of the project, policy gaps identified as market constraints were identified.  Given the nascent structure of 
Somali markets in the Value Chains PIMS worked in, the more immediate binding constraints were addressed 
through PIMS interventions.  When the private sector environment for PIMS lead firms had progressed to a more 
export-orientated perspective, PIMS began to address the binding policy constraints. 

As the programme evolved, relationships developed with the government, and new market opportunities emerged 
for Somalia as a result of being readmitted into COMESA, policy development and advocacy became an 
increasingly important component of programme.  Although the high turnover of FGoS officials was sometimes a 
problem for the programme, it also created opportunities for the programme to push ahead and directly promote 
good practices to the new government officials.  In other countries, with less turnover and more entrenched 
officials, a more deferential or diplomatic approach might have been necessary.  By having a clear set of 
constraints to the market, include specific policy constraints, PIMS was able to directly link our understanding with 
the market constraints as was able to quickly respond to opportunities as they emerged.  

PIMS’ approach to policy was directly linked to PIMS understanding of the constraints within the target sectors 
and policy needs identified were those related directly to the constraints in the three sub-sectors and then to 
socialise these findings with the relevant ministries with the goal of finding policy champions – examples of this 
are provided below. Rather than working through civil society or the private sector, PIMS advocated for policy 
changes directly with the relevant government stakeholders, on behalf of PIMS private sector partners. PIMS 
often used its ‘incumbent’ position to bring newly appointed FGoS officials up to speed.  PIMS opted for this more 
direct advocacy approach because of the fluidity of Somali politics and the ongoing changes in the people 
involved at the government, and the limited experience of the private sector in policy advocacy.  Further, the 
complex regional political dynamics required that PIMS continuously tailor its policy messages and engagement 
strategies. This entrepreneurial approach to policy advocacy yielded particular successes with regards to irrigation 
and good handling standards for the fisheries sub-sector. 

In addition to proactively identifying policy constraints in the targeted sectors, PIMS has also been responsive to 
FGoS requests for dialogue to discuss the policy environment.  PIMS’ regular contact with FGoS officials through 
the quarterly and bi-annual meetings, was important to their success with policy development and advocacy.  
These regular meeting not only elevated and reinforced PIMS programme position, it also facilitated entry and 
dialogue with senior government officials. These meetings allowed the PIMS team to further socialise policy ideas, 
identify what could or would gain traction and demonstrate responsiveness to FGoS officials by taking on board 
their policy suggestions. 

Overall PIMS delivered reviews/revisions and drafting of:  

1. An irrigation policy  
2. A fisheries good handling standards policy,  
3. Seed production, import and export policy,  
4. The National Fisheries Development Policy.  
 
Each of these policies and PIMS’ progress on each is outlined below:  
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Irrigation policy to improve food security, nutrition and sustainable economic growth 
and development 
 

In 2018, after consultation with the Federal Ministry of Agriculture and Irrigation (MoAI), PIMS began the process 
of drafting an irrigation policy that would provide guidance to all stakeholders in the provision of irrigation goods, 
works and services. PIMS, through its partner SATG, began by collecting relevant data. Interviews were 
conducted with public and private sector actors, as well as other stakeholders who are involved in irrigated 
agriculture production, such as farmers (small scale and commercial), elders, community leaders, local 
authorities, and companies.  Consultation meetings were organised on the development of the policy and plenary 
meetings with different stakeholders, including the line-Ministries and farmers were held in Mogadishu and 
Kismayo in late March-early April 2018 and the irrigation policy draft was developed in Q2 2018 and shared with 
the state ministers in Puntland and FGoS.  

The Somali Federal Government Ministry of Agriculture and Irrigation (MoAI) requested support to undertake a 
validation exercise of a draft National Irrigation Policy that was developed by the ministry among the federal 
member states. PIMS signed a letter of engagement with the Ministry of Agriculture and Irrigation to undertake the 
planned validation meetings to be held across the five regional states of HirShabelle, South West, Galmududg, 
Puntland and Jubbaland. As of end 2018, the drafted irrigation policy has been shared with and validated by the 
relevant state ministers in Puntland, Juballand, Galmudug, Hirshabelle and South West states and FGoS and is 
awaiting approval and adoption by the Cabinet. Upon its adoption and approval, the policy is expected to provide 
guidance to all stakeholders in the provision of irrigation goods, works, and services, as well as improve 
interventions that will facilitate improved food security, nutrition and above all sustainable economic growth and 
development.  

 

Progress Towards Creating a Somali Bureau of Standards (SoBS) 
With the readmission of Somalia into COMESA in July 2018 and the growing global demand for fisheries’ 
products, a range of new market opportunities have opened for Somali businesses including for fishing exporting 
businesses. However, the absence of standards for fish handling practices and certification bodies like HACCP, 
serve as ‘soft’ but nonetheless real barriers to accessing lucrative export markets. 

To address this challenge, PIMS worked closely with the Somali Bureau of Standards (SoBs), relevant FGoS 
ministries and the USAID programme GEEL to raise awareness of the importance of standards and co-develop a 
‘Good Handling Policy’ with the Ministry of Fisheries and Marine Resources (MoFMR) to guide industry practices.  
PIMS also leveraged its connections in the Kenyan Government to transfer expertise and learnings to Somali 
stakeholders through exposure visits. 

In September 2018, PIMS facilitated a series of technical discussions between the Chairman of the SoBs and the 
Director General of Fisheries Department on the legal and institutional frameworks and that may hinder fish trade 
between Kenya and Somalia. PIMS’ policy gap analysis study served as the basis for these discussions which 
culminated in a consultative meeting with over 20 high level stakeholders from the fisheries sector.  During this 
meeting, the Deputy Minister of MoFMR pledged his support and requested compliance with fish quality and 
safety standards from all ministries and agencies involved in bilateral trade. 

With the support of the FGoS in place, PIMS focused on facilitating exposure visits between the SoBS and Somali 
Chamber of Commerce and their relevant Kenyan counterparts.  Five Somali delegates met with counterparts 
from the Kenya National Chamber of Commerce and Industry, Kenya Bureau of Standards (KEBS), SGS, and 
Kenya Accreditation Service (KNAS). The Somali delegation also visited KEBS where they were briefed on the 
standard operating procedures at the institution.  The key objective of the meeting was to support the Somali 
delegates to navigate the process of quality certification, and the process of establishing the SoBS as a functional 
agency continues through GEEL. 

 
Seed policy  
In December 2016, SATG in cooperation with the Ministry of Agriculture organised a seed policy and regulation 
workshop in Mogadishu. The participants included the Ministry of Planning, seed producers and traders, 
representatives of local Universities, the PIMS team members, SATG members, and the Federal Ministry of 
Agriculture and Irrigation. 

The main purpose of the workshop was to discuss the implementation plan to complete the Seed Policy and 
Regulation drafted in 2015 by SATG and the Ministry of Agriculture.  This document, if enforced, would enable 
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farmers, seed growers, and inputs/seed suppliers to produce and sell certified seeds. During the meeting, 
concrete actions were agreed upon. These included forming a technical committee and a committee to coordinate 
the process of completing the document which PIMS and SATG were tasked with leading.  

In 2017, PIMS and SATG together with the Federal Ministry of Agriculture and Irrigation completed the review of 
the policies and regulations on seed production, import and export. The document is an important step to enable 
farmers, seed growers, and inputs/seed suppliers to produce and sell certified seeds. 

 

Developing a National Fisheries Development Policy (FIQA), and strategic action plan  
 

The development and establishment of a robust National Fish Inspection and Quality Assurance Regulations 
(NFIQAR) and the Manual for Standard Operating Procedures (MSOPs) was considered essential to Somalia to 
enhance the regulatory environment that supports the effective and efficient management of the fisheries sector. 
These were also considered essential for Somalia to establish a pragmatic and forward-looking trade policies that 
emphasise tapping the potential of its fishery sectors for the diversification of exports, in line with the increasingly 
export focused direction of PIMS lead firms.  

However, fulfilling these standards in a sustainable manner could not be undertaken efficiently unless the 
Fisheries Inspection and Quality Assurance Regulations and Manual for Standard Operating Procedures (MSOP) 
were available. Somalia was hindered by a lack of up-to-date legislation and regulatory document on sustainable 
fisheries development policy, hygienic fish handling and quality assurance fish products that are fit for export and 
domestic markets including other relevant for the international food safety and standardisations. Whilst 
interventions such as the HACCP facility constructed by Yustan mean compliance with international standards 
has been gained, this is at a firm, rather than a regulatory level. 

The training workshop served a basis for the capacity building of the government fish inspectors in preparation for 
implementation of the Fish Inspection and Quality Control and Export Certification System by the Ministry of 
Fisheries and Marine Resource (MFMR). Specifically, and the fishing companies, the training aimed at 
contributing to strengthening of the capacity of the Ministry of Fisheries, fish folks, companies and fish traders in 
Somalia to establish quality control standards in partial fulfilment.  
 
A total of 25 participants representing the Federal Government, regional state government, private sector, 
standardisation organisation, international organisations, cooperatives, researchers, academic experts, 
international and regional organisations gathered to discuss fisheries development policy as well as key actions to 
be undertaken at regional and national levels to develop a new fisheries development plan to guide the sector in 
the next decade. The workshop participants expressed strong interest in the review and finalisation of the 
document.  
 
Participants from federal member states and other fishery stakeholders expressed their interest in the approach 
adopted by federal government to design and develop time frame for the review of policy documents and 
indicated that they would be interested in using the document, and possibly adopting some of the specifications 
and components for their own future needs. Finally, the participants fully endorsed the presented National 
Fisheries Development Policy and Manuals for Standard Operation Procedures, with the inclusion of the 
additional features suggested during the workshop, and strongly encouraged the MFMR to move forward on the 
next phase of the development of common fisheries development policy as soon as possible. This is currently 
being developed and is expected to be finalised in the near future. 
 

Developing a Good Handling Policy 
In order to facilitate both the export and domestic growth of Somali ocean fisheries, improving handling practice at 
the catch and post-catch stages is of paramount importance.  Correct handling practice at the point of catch for 
demersal, shellfish and pelagic species is crucial to improve the quality and value of produce, increasing 
productivity. Likewise, once catch is landed, maintaining correct post-harvest practice is vital to maintain sanitary, 
quality and safety standards.  

To increase productivity and deliver produce of high sanitary standards for both internal and external market, 
PIMS worked with the MFMR on the delivery of a policy on good handling practices, and engaging resources to 
review quality control and standards nationally.  The end goal is an ocean fisheries sector that has increased 
volumes and quality of catch and increased domestic and export sales that will increase incomes and employment 
across the value chain. The policy aimed to increase productivity, safety and quality standards at artisanal and 
firm levels. 
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The good handling policy evaluated the regional and international growth markets for fisheries produce and 
highlights the handling practices required to meet international standards.  It also outlined the need for good 
handling practice for the domestic market, to ensure that Somali consumers are accessing fisheries produce 
meeting the highest standards for the safety of nationals. International best practice has been reviewed, and the 
policy tailored to Somalia. 

The policy was developed for 2 levels, to provide guidance for artisanal fisherfolks and for firms, with different 
requirements and standards outlined for each.  An artisanal fisheries good handling checklist was provided to 
demonstrate how Somali fisherfolk and firms should operate, and this guidance checklist is deliberately at a low 
level to support artisanal fishers as an initial step towards better handling. 

 

Policy lessons learned  
Don’t shy away from policy but build-in an exit strategy 
As indicated in the introduction of this section, PIMS was not initially conceived to work closely with the FGoS on 
policy, although one output indicator in the logframe referred to industry practice, rather than policy.  However, as 
government policy champions emerged alongside windows of opportunity in the policy arena, PIMS was able to 
seize this opportunity and provide technical assistance to the relevant government champions.  This 
entrepreneurial and opportunistic approach has been enabled by the relationships brokered and nurtured in 
particular by the PIMS Team Leader and resulted in two pieces of policy being advanced to a formal review within 
the FGoS; the FIQA and Irrigation Policy  While PIMS has been able to leverage its personal contacts and strong 
technical reputation in Somalia to advance policy relatively rapidly, it has not developed in parallel a sustainable 
advocacy strategy.  The private sector was consulted in the identification of the policy constraint and drafting of 
the policy papers, but not brought in or strengthened to join and or eventually lead the actual advocacy efforts.  As 
a result, existing policy initiatives risk stalling without the continued programme support. 

 
Reflections for future programming  
» The private sector should be consulted in the identification of policy constraints and policy papers and through 

this process a policy advocacy strategy co-developed, including a plan for the programme exit. The policy 
advocacy strategy could include bringing on board relevant civil society groups should detail the capacity 
building required to address identified skill gaps.   

» Continue to include the flexibility in FCAS programmes to work with the government and advocate policy 
changes relevant to the programme’s market facilitation activities. 



 

 

11. LESSONS 
LEARNED 
 

»  
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11. LESSONS LEARNED 
This section describes DAI’s approach to implementing PIMS and lessons learnt while working with the private 
sector.  Lessons learned throughout PIMS’ work on policy and advocacy have been  consolidated separately in 
the previous section.  

Working with the private sector  
Table 16 PIMS Results: Working with the Private Sector 

 

Partner identification 
Working with the private sector is a foundational component of the MSD approach and at the core of PIMS 
implementation strategy.  During the market research phase, PIMS identified and initiated discussions with lead 
firms in the three sectors. During the discussions, potential partners were assessed by the technical leads for their 
technical capacities (skill) and desire to include more poor producers in their supply chains (will).  The potential 
partners also underwent a rigorous due diligence process which assessed their human resource and financial 
management systems.  PIMS chose to prioritise partnering with large, established and influential firms while 
acknowledging the risks of potentially reinforcing existing power dynamics. 

 
Partner engagement 

A key to PIMS successful partner engagement has been the focus on engaging 
partners on the value proposition of the partnership (e.g. between PIMS and the 
lead firm and the lead firm and the producers).  For example, in the sesame sector, 
PIMS showed sesame exporters that international demand for sesame is growing 
and a way that the exporters can increase their supply and sales revenues is 
through engaging directly with smallholder sesame farmers and providing them 
with inputs and extension services to increase their production and ultimately 
supply to the exporter. 

 
The deal note, was the primary management tool for the programme and 
included background information on the lead firm, partnership objectives and 
proposed activities, responsibilities of the partner and PIMS, expected results 
and milestones and financial contributions for both the partner and PIMS.  
Requirements regarding female and youth participation in partner activities were 
also outlined in the deal note.   

Deal notes spanned a specified time period and varied according to the 
seasonality of the sub-sector. For example, the fishing deal notes typically 
lasted one year, while the sesame deal notes lasted for a cropping season (e.g. 

Deyr or Hagaa).  Successful partners often signed two or three deal notes over the course of the programme. 
Though it is clear that PIMS acknowledged the achievements of the previous deal note by including a description 

PIMS should have 
formally evaluated partner 
capacity throughout the 
programme life cycle and 
adjusted support as 
needed. 

Lead with the 
value proposition and 
be upfront about 
financial 
responsibilities 

‘PIMS respected us with our ideas and didn’t force us to what was brought outside and gave us a chance to 
express our priorities.’ Jama, CEO, CAFCO Fishing Company 

Somalia has been in an ongoing humanitarian phase for over 30 years and there is nothing which was 
benefited from it. The other idea on the project is that PIMS were not funding the project with 100%, they 
used to fund up to 46% - 49% and the rest were paid by the companies. PIMS intervention was a cost 
sharing project where no one wanted to lose and I will support these projects to be increased and 
continued. (Mumin interview 2019) 
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of the previous implemented activities in the current note, PIMS did not have a formal process in place to evaluate 
and reflect upon their current and potential facilitation role with that given partner. As a result, the level of PIM 
input remained relatively constant throughout each partnership.  

The deal note, was the primary management tool for the programme and included background information on the 
lead firm, partnership objectives and proposed activities, responsibilities of the partner and PIMS, expected 
results and milestones and financial contributions for both the partner and PIMS. 
 

Capacity building 
 
Since the market systems approach was new to Somalia and private sector 
capacity was generally low, PIMS invested heavily in partner capacity building to 
address both technical and financial management weaknesses.  To reflect this 
intensive support, PIMS requested and was granted a change to its logframe to 
include an indicator on the number of lead firms, businesses and business 
associations assisted to improve their business management practices.  
Financial management trainings were tailored to the needs of the lead firms and 
covered core areas such as proper procurement processes and value for money 
(e.g. solicitation, tendering, selection, award, services/goods delivery), human resource management (e.g. 
competitive recruitment processes, contracting, tracking of labour/leave days), budget preparation and monitoring, 
cash management and bank reconciliation, fixed asset management, invoicing, payment processing and 
supporting documentation.  The financial management trainings not only improved the business administration 
capacity of the lead firms, it also enabled PIMS to develop strong, transparent relationships with the firms. 

Technical trainings covered subjects relevant to the respective sub-sectors of the lead firms.  To ensure 
continuous access, even during periods of instability, and to promote long term sustainability, a significant portion 
of trainings were delivered through local partners, SATG, a research and input company.  PIMS also co-located 
their intervention officer at SATG to ensure close coordination and realise cost-savings. In sub-sectors with 
weaker local service providers, like fisheries, PIMS would first focus on strengthening their capacity and then help 
them to commercialise their service (see Box 8 above). 

PMS employed a variety of training approaches from one on one technical 
assistance to sector-wide workshops to site visits.  In many cases, PIMS innovated 
or was creative.  For example, since out-grower models are a new concept in 
Somalia, PIMS took advantage of its network in Kenya and together with USAID’s 
GEEL programme, organised out-grower management training workshops in 
Kenya.  25 participants partnering with PIMS and GEEL attended, including the 
Ministry of Agriculture and Premier Bank. The workshop, which was cost-shared 
with GEEL, focused on the key aspects of managing large numbers of suppliers 
(or out-growers) in the agricultural sector. Four factory visits were included: juice 
processor, spice processor, coconut oil processor and a grain and pulses handler. 
Two banks presented their experience in agriculture and the Ministry of Agriculture 
presented on various electronic Management and Market Information Systems. 

 Turn partnership 
administration into a 
trust building exercise 

 Be creative and 
entrepreneurial with 
training approaches: 
look to neighbouring 
countries or 
programmes for 
relevant training 
examples  

Box 9: PIMS Sustainable Approach to Lead Firm Capacity Building 

» Strengthen local service provider with local and regional experts to assist the development of 
facilitators who will then train lead firms 

» Train lead trainers and technical staff from lead firms and support demonstrations by local service 
provider’s technical teams 

» Train independent lead trainers to support the development of technical training in sub-sector 

"After attending PIMS’ out grower management system training in Kenya, our management skills improved, 
and we now have contact with more than 6,000 small-scale farmers.  We assisted the farmers by providing 
tractor hours to prepare their land and farming techniques via demonstration plots with experienced 
agriculture extension workers which increased productivity and quality of the yields and at same time 
doubled our inventory". Mr. Hussein, CEO, Al-Ashraf Sesame processing & exporting company  
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Another example of training innovation was the use of lead firms to train other 
lead firms.  For example, PIMS asked VetCare, a partner in the veterinary drug 
intervention and experienced in the application of the Community Animal Health 
Worker business model to train Alla Amin, an animal drug retailer, on the inclusive 
business model.  This type of approach can minimise the advantage a lead firm 
may receive by partnering with the programme.  In this specific example, it not 
only provided a cost savings for the programme, it also contributed to crowding-in 
because Alla Amin has expanded into new geographical areas with the new 
approach. 

Technical trainings on GAPs would often include information on the need for women and youth participation.  
However, instead of approaching women and youth inclusion from a genuine value proposition standpoint, PIMS 
and its local partners approached inclusion from the stand point of meeting deal note quotas. Further, PIMS did 
not directly build the capacity of lead firms to more effectively identify, invite and train women and youth farmers 
and a key recommendation from the lessons learnt analysis is that interventions must be specifically designed to 
target, and benefit, marginalised groups such as women or youth in sectors. 

 

Partner monitoring and management 
Rather than relying on a team of monitoring and evaluation (M&E) specialist to 
collect monitoring data, PIMS built the capacity of and engaged its partners in 
data collection and reporting.  This innovative approach not only reduced data 
collection costs, it also engaged the lead firms in understanding the value of their 
own data encouraging continued accurate data collection. Further, it was 
consistent with PIMS’ overall value proposition to the lead firms. PIMS, for 
example, taught fishing company to track their fish catch and spoilage rates.  As 
the fishing companies became more aware of the impact of spoilage on their 
bottom-line, they were more interested willing to introduce conservation 
techniques. With the information provided by the lead firms, PIMS monitored the 
monthly sales volumes of its partners. In addition, PIMS mapped out the 

locations of the lead firms and service providers using GPS, mobile based technology and Open Data Kit. This 
information made it easier to explore trends in the respective sectors 

PIMS Intervention Officers met regularly with lead firms to assess progress against milestones and strengthen 
lead firm capacity.  In addition, programme partners attended quarterly stakeholder meetings with local 
government and PIMS staff to discuss progress and address issues.  Though not necessarily unique to the FCAS 
context, the regular programme meetings with partners had several positive impacts including building greater 
trust and cooperation amongst firms. 

 

Partner scale and sustainability plans 
Though PIMS was shorter than many other MSD programmes, PIMS tried to 
promote scale and sustainability from the outset of its partnerships with lead firms 
in three specific ways: 

» First, lead firms were trained in the MSD approach.  
» Second, a majority of PIMS technical assistance to lead firms was provided 

through local organisations which have the capacity and incentives to continue 
to respond to the needs of private sector.  

» Third, PIMS regularly convened the private sector in workshops and 
encouraged a collaborative rather than competitive environment which has 
resulted in sharing of good practices and even business linkages. 

 
While there is evidence of replication and crowding-in in some areas, PIMS could have been more explicit in their 
expectations of the lead firms to replicate successful models and expand to new geographies with the private 

 In pre-
competitive areas, 
have private sector 
partners train other 
programme partners in 
inclusive practices  

 Be upfront 
about scaling 
expectations and seek 
opportunities to 
promote the spill-over 
of good practices 
 

 Engage lead 
firms in M&E data 
collection and use the 
data to help the firms 
better understand their 
own business potential 
 

‘Now the lead firms view themselves as a family rather than competitors. A fish buyer approached one of 
the lead firms and that lead firm didn’t think they had the right product for the buyer so they shared the 
business linkage with the other lead firms.  We are thinking about a fishing consortium where all are 
shareholders.’  Ahmed, CEO, Dasalan 
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sector in the deal-notes. For example, deal-notes could have included activities to actively support replication in 
new geographic areas. Further, PIMS could have approached the inclusion of women and youth from the 
perspective of the value proposition to the business instead of a contractual requirement to be fulfilled. 

 
Lead with the value proposition and don’t forget the business case for women and 
youth. 
Despite its status as a FCAS, Somalia has a vibrant private sector.  PIMS was able to differentiate itself from 
other development programmes in Somalia by engaging private sector actors on the business case and profit 
potential of more inclusive business models.  Importantly, PIMS didn’t stop at just demonstrating the business 
case, but continued considering the low capacity of the private sector, to provided significant direct and in-direct 
support to the private sector so that they could develop their capacity to effectively and sustainable implement the 
models.  While PIMS emphasised the pro-poor business arrangement to private sector, it did however, overlook 
an opportunity to identity and communicate the case for and build the capacity of firms to increase the 
participation of women and youth in their supply chains. Instead, the programme relied on quotas written into deal 
notes which were reasonably effective in the short term but may not have embedded the right incentives to 
continue in the future. In addition, while firms received a lot of technical and financial management training, the 
did not receive coaching on how to identify, invite and build the capacity of women and youth.  

 
Transparent processes and regular stakeholder engagement are essential.   
In many programmes, partner or contract administration can be a major pain point and source of delays, mistrust 
and frustration.  This is particularly true in low trust, low capacity and high (position) turnover environments like 
Somalia.  Recognising this potential issue from the outset, PIMS invested heavily in partner financial management 
capacity building and develop clear communications regarding accounting procedures.  Programme partners 
reported that they appreciated the way in which PIMS staff listened and worked with them and that this led to 
increased trust and transparency.  

 
Reflections for future programming 
» Programmes should develop staff capacity to identify business case for increased youth and women 

involvement in inclusive business model 
» Provide coaching to firms on how to successfully identify, invite and engage women and youth in their supply 

chain 
» Programmes should be required to report on output, outcome and impact level indicators for women and 

youth  
» Encourage and facilitate cross-programme learning on engaging and improving outcomes for women and 

youth in MSD and Private Sector Development (PSD) programmes 
» Continue to conduct and regularly update detailed PEAs to determine most effective stakeholder engagement 

strategies  
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Good practices in implementing an MSD programme in FCAS 
The below box summarises key good practises from PIMS in FCAS:  

  

Box 9: Good Practices in Implementing an MSD Programme in FCAS 

 
» Include women and youth considerations from the outset; starting with your data collection and sub-

sector selection 
» Have organised, regular and frequent coordination meetings with different levels of stakeholders 
» Lead with the value proposition and be upfront about financial responsibilities 
» Turn the administration of partnership contracts into a trust building exercise 
» In pre-competitive areas, have private sector partners train other programme partners 
» Be creative and entrepreneurial with training approaches: look to neighbouring countries for relevant 

and accessible training examples 
» Engage lead firms in M&E data collection and use the data to help the firms better understand their 

own business potential 
» Be upfront about scaling expectations and seek opportunities to promote the spill-over of good 

practices 
» Watch closely and seize policy windows of opportunity as they emerge 
» Leverage formal programme progress update meetings to strengthen positioning and relationships; 

and socialise policy ideas 
» Align CfW activities with MSD objectives 
» Plan for the capacity building of local government officials to reduce risks during the CfW tendering 

process 
» Hire lead firms to manage CfW activities when incentives are aligned and technical requirements are 

within their capacity 
» Use mobile money, but first check assumptions around SIM card/phone usage particularly among 

vulnerable groups 
» Use a robust PECA analysis to inform CfW community engagement strategy 
» Keep trying (experimenting) but always keep checking the alignment of the underlying incentives 
» Build the capacity of and work through respected local service providers 



 

 

12. Conclusions 
and 
Recommendations 
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12. CONCLUSION AND RECOMMENDATIONS 
In one of the most challenging environments in the world, PIMS, using a MSD plus CfW approach was able to 
positively and sustainably impact the lives of over 65,000 women and men including youth in Somalia.  PIMS’ 
success can be attributed to a number of factors including the open and transparent way it engaged with the 
private sector, the relationships it built with influential FGoS office holders and its innovative spin on CfW 
activities.  PIMS also benefited from developing collaborative and synergistic relationships with other private 
sector development programmes in Somalia and raising awareness about the MSD approach. 

As reflected by the final lessons learned review contracted by PIMS in March to April 2019, although undeniably 
impactful, the PIMS programme did at times miss opportunities to incorporate stronger considerations for 
resilience and vulnerable groups, particularly women and youth.  It also lacked sufficient emphasis on learning 
and adapting and as a result, the programme was sometimes slower to revise interventions when they were not 
showing evidence of success, dampening its total potential impact.  Nonetheless, PIMS has surfaced a number of 
important lessons learnt and innovative practices for implementing an MSD programme in FCAS which DAI will 
keep in mind for future programming.  These lessons learned are summarised below with specific 
recommendations provided as reflections for future programming and delivery. 

 

Recommendations  
 
Water management and drought mitigation are key priorities 
Given the FCAS status of Somalia, PIMS initial sub-sector selection and market analyses emphasized political 
economy considerations and overlooked other important risks such as natural disasters like drought, which are a 
relatively frequent occurrence in Somalia. Sustainable water management is a vital component for enhancing 
resilience against drought, and the irrigation policy supported by PIMS has been reviewed by regional 
governments, and now requires enacting by the FGoS. More consideration and feasibility assessments of the 
likelihood and impact of shocks and natural disasters could have helped PIMS anticipate challenges in the dairy 
and sesame sectors.  It could have also helped the programme to identify and design interventions with a greater 
emphasis on other resilience building activities like fodder and water conservation which could strengthen 
household resilience and mitigate against the impact of external shocks in collaboration with the private sector. 

 
Time is needed for systemic change to take place 
MSD programmes are time intensive and should be designed, staffed and managed accordingly.  This is even 
more true in an FCAS context in Somalia.  Designing market systems interventions requires granular 
understanding of market actors, dynamics and binding constraints.  This type of research takes time and 
mobilising the analytical skills and expertise can be very difficult.  More often, these skills need to be developed 
and nurtured internally to a project team through training and mentorship.  Further, facilitating systemic change 
takes time, particularly in heavily distorted markets. 

In keeping with providing adequate time for systemic change to occur, teams should be encouraged to take an 
adaptive approach with processes and tools as part of the organisational culture. PIMS operated in a very 
dynamic environment where working conditions can change rapidly at any time.  Consequently, results may not 
be obtained in a linear manner, as was demonstrated by the advent of the 2017 drought.  Having programme 
tools and processes which suit the high-risk environment, respond to reporting requirements and foster an 
organisational culture of curiosity is important to navigating and finding synergies in the complexity. 

 
In Somalia, MSD programmes can be restricted by policy limitations  
Though PIMS was originally designed to sit largely outside the government systems, some of its most notable 
successes have come from seizing policy opportunities and advocating change one on one with FGoS.  An 
entrepreneurial approach to policy can deepen the impact of market facilitation work but if programmes are 
designed to incorporate a concentrated policy element from the beginning, then a clear path of engagement and 
exit policy could be set.  
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From the experiences of PIMS, it is clear that there is significant work that needs to be done from a policy 
perspective in order for the business environment to enable strong private sector growth. The formation of the 
SBS is a vital step towards the widespread implementation of certification and official standards, but the nascent 
agency requires significant Technical Assistance (TA) and the implementation of systems to formalise operations. 
GEEL has indicated they will continue to engage in some form with SBS. With a functional SBS, there will be an 
increase in the export potential of Somalia into international markets, at a time when Somalia has become a full 
member of COMESA. However, as well as the adoption of standards, access to international markets requires 
political lobbying for exports, and in particular bilateral lobbying for fisheries exports to Kenya remains a priority 
following the work of PIMS with the Somali government. 

 
Programmes should collaborate, and not compete 
Cognisant of the density of donor activity and diversity of implementation styles in Somalia, PIMS smartly aligned 
with and leveraged the resources of other ‘like-minded’ PSD programmes to maximise impact while continuing to 
popularise the MSD approach. Close coordination between programmes, governments and donors is critical for 
successful implementation and achievement of wide scale impact, and the Pillar Working Group 5 (PWG5) forum 
offered a vital chance for collaboration, with the participation of donors to align priorities and programme to 
programme collaboration. The PWG forums also offer the chance for the Somali government to be fully engaged 
in ongoing programming. 

 
Access to finance remains a challenge 
Continued donor and government support in strengthening the financial sector and the banking environment is 
needed. Lead firms funded by PIMS had an average leverage ratio of 1.14, using a ratio calculation of lead firm 
investment/PIMS investment.  Over the lifetime of PIMS, the project leveraged £2,354,359 for an outlay of 
£2,057,806 which speaks to the heavier investment required than normal from a market systems project. PIMS 
investments were substantial as lead firms required significant working capital in order to implement productive 
investments, given limited available equity and a challenging financing environment to access working capital at 
commercial rates and to deliver productive growth in a short period.  

Across the Somali peninsula, access to formal banking services is limited to 16% of the population13, and no 
longer-term investment vehicle exists within the peninsula for SME lending from Financial Institutions. The overall 
scale of lending through Somali Financial Institutions remains low, with limited financing going into agricultural 
firms. This is through debt-based financing, leaving 3 areas that require addressing; the small scale of lending 
credit, the lack of longer-term financing options for project financing and the lack of instruments available for 
financing SMEs. Despite being a key driver of economic growth, Somali SME financing encounters a missing 
middle of access to finance, against smaller firms who have greater access to microcredit and larger firms able to 
access wider international resources, with access to finance a fundamental business environment constraint. 

Future World Bank programming aims to strengthen the CBS capacity, but there is currently no planned 
programming aiming to to strengthen the financial services industry. It is hoped that some of the PIMS lead firms 
will be able to move onto accessing commercial finance using their track record of strong performance under 
PIMS, and PIMS coaching on financial management.  

 
CfW can be a transformational, longer-term productive investment as well as an 
emergency response 
PIMS examined CfW projects through a market lens, so that the CfW component not only enabled the programme 
to address key longer-term infrastructural barriers to livelihood and private sector growth (which were beyond the 
means/scope of individual private sector investment), it also enabled the programme to flexibly respond to the 
drought emergency; remaining relevant and responsive to beneficiary needs.  

Notably, PIMS required all participating workers to register for mobile money, thereby introducing many of these 
rural people to modern financial services for the first time. PIMS’ injection of liquidity came at a moment of 
critically constrained cash flow in the local economy and helped minimise price fluctuations at a time of worsening 
food insecurity. Delivering on future canal projects offers a form of “pre-insurance” against future droughts.  

Given the increasing likelihood of a ‘La Niña’ event and the associated climate variation in East Africa, such pre-
emptive measures hold added importance. CfW is not a traditional method of drought response, however, unlike 

                                                      
13 World Bank Country Partnership Framework for the Federal Republic of Somalia for the period FY 19-22, 2018 
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cash transfer programmes, it can deliver rapid liquidity to stricken communities, medium-term local revenue 
generation, and long-term economic growth and infrastructure assets. CfW projects therefore have potential in 
resilience programming more broadly.  Generalisation is always problematic, but in certain FCAS, economic 
growth has shown to be more crucial than political reform in preventing conflict recurrence.   

Among the employed, earnings ranged from US$150-$500 per month, with limited prospects for wage growth. 
Given the lack of household surveys in Somalia, national data is scarce, but recent estimates put the 
unemployment rate at 47 percent overall, and 67 percent among young people. In this context, it bears reiterating 
that recurrent drought is a key driver of migration, as seen in 2017. Internal migration has placed significant 
pressure on Somalia’s urban centres.  People who have lost their rural livelihoods are traveling to cities in search 
of jobs, but with limited opportunities available and a growing influx of job-seekers, these individuals may find 
themselves even more vulnerable, especially if they are young.  To prevent urban migration in times of rural 
uncertainty, rapid responses are needed. Particularly in fragile states like Somalia, humanitarian and economic 
development programmes are converging in DFID’s thinking, and implementers should be addressing these dual 
objectives with mutually supportive methods. In reflecting on PIMS’ combination of resilience programming with a 
market systems methodology, the SIR framework informed by MSD analysis, PIMS (and DAI) hopes to be part of 
the debate on how CfW initiatives can tackle emergency issues while also delivering productive investments, 
growth and social stability. 

 

In Somalia, the MSD approach can lead to sustainable change  
The PIMS results have proven that an MSD approach can be effective in Somalia with identification of incentive 
structures and systemic constraints, and thus contribute to sustainable change. PIMS has shown that stimulating 
private sector investment is possible with aligned incentives, and the importance of designing programme 
interventions with tangible value proposition for key players in the different segments of the value chain.  

PIMS has showed that for MSD to work in Somalia, transparent processes and regular stakeholder engagement 
are needed to build trust.  PIMS success can be attributed to its transparent, frequent and collaborative 
engagement approach which was informed by its initial assessment of relationship dynamics in the targeted sub-
sectors.  In low trust and low capacity environments, political economy and conflict analyses should inform the 
manner and frequency of engagement. Lead firms and service providers that PIMS engaged with have seen the 
value add in maintaining the producer linkage created, ensuring a sustainable future for linkages created. 
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Promoting Inclusive Markets in Somalia (PIMS) Risk Matrix (2015-2019) 
Note: 
Revised Probability – calculated probability of the occurrence of an adverse event (risk) despite the application of suitable mitigation strategies. 
Revised Impact – calculated impact should an adverse event occur despite the application of suitable mitigation strategies. 
Residual Risk – risk or danger of an event, method or process still conceiving dangers despite the application of suitable mitigation strategies. 

ANNEX 1: RISK MATRIX 
 

 
 
 
 
 
 

 
Macro Risks 
- Governance & Political Risks 
Emergence of 
conflict disrupts 
activities especially 
in South-Central 
Somalia. 

Material Probable  Critical 
 
12  

The PIMS team is cognizant that Somalia has been dominated by 
humanitarian aid interventions for over 20 years that were often 
addressing immediate environmental and conflict related emergencies, 
and often have not worked with the private sector.  
 
The security situation on a macro-level has remained relatively stable 
throughout the duration of the PIMS programme, despite a number of 
bomb blasts and suicide bombings in Mogadishu. There has been some 
heightened insecurity in Bosaso throughout periods of the programme, 
but on the whole the security situation in Puntland and Somaliland has 
remained stable.  
 
PIMS team will works with partners to monitor any incidents of rising 
tensions, and work closely with local government agencies and civil 
society stakeholders to be assured that all project activities are 
supported by neighbouring communities. 
 
Conflict and PEA assessments conducted by the PIMS team during the 
Inception phase helped identify the potential for conflict and related 
tensions in the selected value chains and geographical areas and 
identified mitigation measures. Do-no-harm analysis and principles are 
also used.  
 

Significant 
 

Probable Critical 
9 

Factor Impact Probabilit
y 

Risk Mitigating Measures: Tools, Techniques & Systems Revised 
Impact 

Revised 
Probability 

Revised 
Scored 
Risk 
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Correctly managed prolonged interventions with community support, 
decrease the risk of conflict through the benefits provided to the 
community. The careful management will therefore be intertwined with 
community engagement, conflict and PEA assessments as a mitigation 
strategy. DAI also maintain close oversight of PIMS projects to ensure 
they are not used for political expediency. 
 
If the security situation changes outside of the control of the PIMS team 
for mitigation, activity locations may be changed using a flexible 
approach. 
 
 DAI security plan developed and in place, including daily monitoring of 
the security situation in project areas. Specific risk assessments and 
strategies developed and in place where deemed appropriate.  

Elections and/or shift 
in relationship 
between regional 
and national 
government 
compromise 
programme 
engagement strategy 

Significan
t  

Occasion
al   

High 
 
6 

The PIMS team will seek support from DFID on political engagement in 
the event of a deterioration in the relationship between regional and 
national government as a result of elections or other pressures with the 
associated implications for programme delivery. With assistance from 
DFID, PIMS will where necessary amend interventions to continue to 
operate as a neutral actor. 
 
Looking at more micro-level implications, in the run-up to the elections, 
the PIMS team are cognisant of the fact that politicians may de-prioritise 
meeting with the programme in light of their commitments prior to the 
election. The PIMS team will look to plan activities with government well 
in advance to mitigate against government members being unable to 
meet at shorter notice. 
 
Upcoming elections throughout the election cycle may increase the 
security risks of operating in Somalia, so the team will ensure extra 
security analysis is taken when holding events with government 
stakeholders.  
 
Where appropriate, the programme will invest in building relationships 
with new players when they enter into Government    
 
 

 Marginal  Occasional   Mediu
m 
 
4 

Operational Risks 
-Technical and Programmatic Risks 
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Target communities 
and/or local 
authorities resist M4P 
principles which will 
move away from 
direct service delivery 
and hand-outs to 
addressing the 
market systems (due 
to expectations and 
accountability on their 
performance) within 
which producers 
operate and focus on 
underlying constraints 
and gaps as potential 
triggers for 
sustainability and 
large-scale impact. 

Material Probable  Critical 
 
12  

The PIMS team is cognizant that Somalia has been dominated by 
humanitarian aid interventions for 20 years that were often addressing 
immediate environmental and conflict related emergencies, and often 
have not worked with the private sector.  
 
The PIMS team utilised the M4P training tool that has been developed 
by DAI on other ongoing DFID-funded M4P programmes to train all staff 
during the Inception Phase and with regular capacity building sessions.  
 
The PIMS team also learnt from PEG experience of explicitly highlighting 
M4P principles when designing interventions by identifying lead 
firms/farmer that may be comfortable as early adopters of new 
technologies and approaches to access new markets in line with M4P 
methodology and will leverage them as entry points to discuss possible 
PIMS activities during community mobilization.  
 
PIMS will also adopt a flexible approach to implementation, allowing 
activities to be postponed or even funds to be shifted. Where possible, 
PIMS coordinates with other activities and donors (through the PWG and 
PSC) to ensure impact on direct aid is minimised.  

Significant  Occasional  High  
 
6 
 

Large firms with 
monopoly power in a 
particular geographic 
region or sector 
attempts to block 
PIMS activities that 
promote crowding in 
of private sector 
investment and 
eventual competition  

Significa
nt  

Occasion
al  

Medium 
 
4 

By working through local facilitators, and getting buy-in from elders, 
enterprises, producers and others, PIMS is engaging in broad-based 
stakeholder and actor dialogue about each proposed intervention so that 
potential monopoly powers can be shown how growing the sector may 
benefit them in the long run as more new suppliers, traders and others 
become market entrants. 
 
The Program is undertaking early and continuing engagement with the 
private sector to ensure that it  is aligned with overarching private sector 
priorities, in particular security and local content 
 
The consortium is leveraging our experience of working with private 
sector to identify both short- and long-term benefits of working with PIMS 

Marginal Occasional  Mediu
m 
 
4 

Operational Risks 
- Business and Macroeconomic Risks (Regulatory Framework; Business environment ; Macroeconomic environment; Business integrity and corruption 
Fraud and/or 
mismanagement of 
payments on CFW 
work activities creates 
community distrust 
with PIMS 

Significa
nt  

Occasion
al  

High 
 
6 

PIMS is working with and learning from ILO, FAO and other 
implementers as well as other CfW project experiences on the 
challenges and lessons learned of implementing CFW, including pilot 
activities of using finger scans. 
 
PIMS is engaging with the Cash Learning Partnership’s Somalia 
consortium (CaLP) to learn from ongoing NGO-run CFW activities, 

Marginal Occasional  Mediu
m  
 
4 
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including vetting processes of local trusted hawalas, voucher and cash 
distribution methods in less secure areas, community-based site 
monitors. 
 
Fiduciary risk management strategy developed and in place.  
 
Regular due diligence conducted on local partners  to improve  financial 
management, expenditure control systems and strengthen internal audit 
capacity of implementers.   

Enabling environment 
does not continue to 
improve. Business 
reform efforts such as 
amendments to the 
Foreign Investment 
Act that could support 
the growth of PIMS 
sectors are not 
passed / enforced by 
Parliament during the 
life of PIMS.  

Significa
nt 

Probable Critical 
 
9 

The PIMS team are monitoring the business environment situation 
closely and provides strategic advice to partner Ministries and other 
development programmes to advocate for enactment and enforcement. 
Whilst the primary micro focus of the PIMS programme is to promote 
domestic investment, reform of the business environment is critical to 
providing a supporting framework to enable and enhance investment. 
 
PIMS team engages with partner Ministries to facilitate understanding of 
the needs of the private sector in reform to support buy-in and action. 
 
The PIMS team will broadly disseminate finding of the market systems 
analyses to ensure strategic stakeholders can be informed with sound 
sector specific data on the potential competitiveness impacts of business 
environment reform.  
We are cognizant that in Somalia there are many opportunities to 
increase income and employment in key sectors (improved productivity, 
improved coordination between value chain actors, etc.) which are not 
as determined by government legislation, and these points of leverage 
will be prioritized.  

Marginal  Probable High 
 
8 

Legal and/or cultural 
barriers to women’s 
economic 
participation prevent 
their participation in 
programme activities 

Significa
nt 

Occasion
al 

High 
 
6  

DAI engages women in all its value chain and cash for work activities in 
Somalia and had not faced legal barriers.   
Many cultural barriers exist to more fully engage women in development 
programmes, particularly in the construction sector. The PIMS team 
abides by standards on CFW activities such as wide community 
engagement and participant selection, female site monitors, on-site day 
care options, separate female facilities, and separate working hours for 
females and men. 
 
There has been increasing acceptance of women in business in post-
conflict Somalia; the PIMS team will leverage this to find entry points in 
support of women 

Marginal Occasional Mediu
m  
 
4 

Environmental, social, and governance risks 
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Negative 
Environmental 
impacts (e.g. 
significant carbon 
footprint) 

Marginal Occasion
al 

Medium 
 
4 

Development of an environmental, social and governance (ESG) risk 
register for the office and programme transaction. Will pull from DAI’s 
ISO 14001: 2008 and ensure that all agreements with beneficiaries are 
in line with ESG risk compliance guidelines. 
 
Environmental risk screening for selected projects also takes place and 
appropriate mitigation measures identified. 

Neglible Occasional Low 
 
2 

Weak capacity of 
small organisations in 
interior parts of the 
country 

Significa
nt 

Probable 
 

Critical 
 
9 

Due diligence assessment of organisation technical capacity prior to the 
award of grant funding.   
 
Regular monitoring of grant activities and review of grant progress 
reports.  
 
Provide feedback to grantees for improvement. The PIMS team offers 
continual support to grantees through their grant monitoring processes in 
order to develop capacity in line with the PIMS programme goal of 
delivering sustainable private sector development.  
 
Through the due diligence process conducted on partners prior to 
signing deal notes, training measures have been identified to increase 
capacity in order to aid achievement of programme results. This process 
has been repeated during the process of signing all deal notes and 
throughout the delivery period. 
 

Significant 
 

   
Occasional 

High  
 
6 

Financial Risks and Mitigation 
Banking system is 
effected by 
association with 
terrorist funding, 
undermining payment 
processes. 
 

Significa
nt 

Occasion
al   

High 
 
6 

PIMS programme will employ financial due diligence to all partners they 
work with, and ensure accounts used are not with any bank associated 
to terrorist funding.  
 
PIMS CfW payments will be transmitted through biometric verification 
linked to an electronic dispersal mechanism  

Marginal Occasional Mediu
m 
 
4 

Investment fund 
recipients and PIMS 
vendors’ potential 
associated with 
terrorist or fraudulent 
activities 

Significa
nt 

Occasion
al   

High 
 
6 

Lists of vendors and funds recipients are vetted and due diligence 
conducted on all. Excluded parties lists from the UK, UN and US are 
consulted and other local sources will be consulted before engaging 
such vendors and fund recipients.  
 Further due diligence is conducted on associations and cooperatives 
that PIMS has a significant engagement with. 

Marginal Occasional Mediu
m 
 
4 

Corruption amongst 
stakeholders 
obstructs / redirects 
funding 

Significa
nt 

Occasion
al   

High 
 
6 

Partner stakeholders carefully vetted through due diligence and subject 
to ongoing auditing & management regarding accurate disbursement of 
funds. 
 

Marginal Occasional Mediu
m 
 
4 
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All contracts signed with subcontractors will include project specific 
indemnity and liability clauses to ensure PIMS or DFID are not liable for 
any downstream risk. 

Duty of Care and Security 
Security situation 
compromises 
freedom of movement 
of programme staff 

Significa
nt 

Probable Critical 
 
9 

PIMS places the utmost importance on the security of the team. The 
project is working with our partners projects in Somalia and other 
agencies like the UN to constantly monitor the changing Somali security 
situation.   
 
Head office support is provided by DAI’s Global Security Director, John 
Reid. All movements within Somalia are analysed prior to travel and if 
security restrictions are put in place then staff will not visit restricted 
locations.  
 
PIMS have also employed a full-time security manager to survey the 
changing operational situation on the ground, and to proactively mitigate 
risk by analysing upcoming staff movements and the workplan to 
immediately provide contingency activities that can be undertaken in 
other appropriate locations to not delay activities. 

 Marginal Probable High 
 
8  

Safety of field 
personnel in Somalia 
is compromised by 
escalating conflict 

Significa
nt 

Probable Critical 
 
9 

John Reid conducted an assessment of all 3 regions of Somalia, and 
field deployments are based on his teams’ recommendations as to which 
locations are suitable for field staff deployment.  
 
Preferred accommodation has been chosen with staff security as the 
highest concern, and in the event of an incident staff should follow the 
PIMS Security Plan and return where possible to identified secure 
locations.  
 
DAI security plan developed and in place, including daily monitoring of 
the security situation in project areas. Specific risk assessments and 
strategies developed and in place where deemed appropriate. 

Marginal  Probable High 
 
6 
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Risk Matrix Methodology 
 
Risk will be calculated on an impact x probability basis. Impact is given a higher weighting in risk level graduation due to the associated consequences. The risk 
register will updated on a quarterly basis and key risks will be reported on a regular basis. 

 

  

Impact: The severity of an adverse event associated with a risk or combination of 
risks is described below.  
Impact is evaluated on a 1–4 scale. 

Probability: The likelihood of occurrence of an adverse event associated with a 
risk or a combination of risks. Probability is measured on a 1-4 scale.  

Negligible: 1 - Programme objective outcome can reasonably be assumed to be 
attained if conditions do not change.  

Remote: 1 - There is less than a 25 percent probability of the event occurring. An 
adverse event associated with the risk is highly unlikely or would only occur in 
exceptional circumstances.  

Marginal: 2 - The programme objective is reasonably likely to be attained. Expected 
effects could include minor delays in attainment, minor dissatisfaction by 
stakeholders, or a nonmaterial financial impact.  

Occasional: 2 - Probability lies between 26 and 50 percent. An adverse event 
associated with the risk might occur because the conditions for it exist. 

Significant: 3 - Attainment of some of the expected outcomes associated with the 
programme objective can reasonably be expected. Political or management 
commitment to achieving programme objectives is inconsistent or questionable. 
Expected effects could include a major delay, limited dissatisfaction by stakeholders, 
and a material financial impact. 

Probable: 3 - Probability lies between 51 and 75 percent. An adverse event 
associated with the risk likely will occur. 

Material: 4 - Political and management commitment to the programme objectives is 
the exception or entirely absent. Realisation of an adverse event associated with this 
risk factor would lead to less-than-desirable outcomes. Expected effects include 
failure of the project, widespread and severe dissatisfaction by stakeholders, major 
setbacks, and extensive loss of reputation.  

Frequent: 4 - Probability lies between 76 and 99 percent. An adverse event 
associated with the risk is expected to occur. There is near certainty of occurrence. 
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ANNEX 2: FINANCIAL REPORT 
The table below outlines the actual spend of the PIMS grants and activities budget compared to the contracted budget amounts. This is further broken down into 
General ‘Market development activities’ and ‘Cash for Work activities’ as outlined in the PIMS head contract. 

 
 

(Please note these figures were taken at the time of writing this report and there may be minor final changes to this in the coming months).  

  

Grants and 
activities 

Contractual 
budget £5,850,929.00

Actual Spend £5,755,135.79
Variance £95,793.21
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ANNEX 3: GRANTEE SUMMARY TABLE  

Name of lead 
firm/contributor Sector 

PIMS' 
contribution 
($ US) 

Lead Firms' 
contribution 
($ US) 

Total 
contribution 
($ US) 

Lead 
Firm/Total 
contribution 
(%) 

Grantee Interventions (brief examples) 

Sundus Fishing 
Company Fisheries 68,175 96,175 164,350 41% 

Sundus formed a unique engagement with women entrepreneurs mainly 
from marginalised communities.  Sundus extended credit facilities, cooling 
boxes and training to 250 women fish retailers. 

Corno Africa 
Fishing 
Company 
(CAFCO) Fisheries 64,499 51,466 115,965 56% 

CAFCO increased domestic fish supply to the Qardo, Bosaso and Garowe 
markets through expanded fish supply clusters, strengthened catch and 
handling capacity of fisherfolks in the clusters surrounding Bandarbayla 
district. 

Bargaal Fishing 
Company 
(BARFISCO) Fisheries 79,100 63,400 142,500 56% 

Barfisco (based in Bargal town, Puntland) is the major fish supplier to 
Yustan. PIMS supported Barfisco with modern fishing gear, reefer truck, 
boats, new techniques and training. 

SMAFSI Fisheries 98,400 26,230 124,630 79% 

PIMS’s partnership with SMAFSI emphasised institutionalising relevant 
training courses to increase the performance and productivity of fisherfolk 
(for example, reducing catch spoilage). 

Suudi Fishing 
Company Fisheries 63,010 102,640 165,650 38% 

Suudi is a fisheries input supplier. They offer modern fishing gears to 
fishing firms to improve fishing practises.  

Yustan Food 
Processing PLC Fisheries 110,788 155,112 265,900 42% 

Yustan is the biggest fisheries lead firm in Puntland. The PIMS 
contribution to Yustan was focused on additional transport (reefer tracks); 
cold storage; ice making machines; as well as training and 
demonstrations. Yustan also established a HACCP compliant fish 
processing facility.  

Somali National 
Fishing Co 
(SNFC) Fisheries 80,500 98,000 178,500 45% 

SNCF were supported to expand their cooling capacity, in concert to 
providing iceboxes to Fisheries Associations and facilitate training to 
reduce spoilage. 

Dalsan Fishing 
company Fisheries 75,900 50,250 126,150 60% 

PIMS supported Dalsan to establish additional cold storage facilities, and 
procure a reefer truck, cold boxes and boats to increase production 
capacity. 

Sundus phase2 Fisheries 50,000 68,730 118,730 42% 

Sundus formed a unique engagement with women entrepreneurs mainly 
from marginalised communities.  Sundus extended credit facilities, cooling 
boxes and training to 250 women fish retailers. 
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CAFCO Phase 2 Fisheries 53,000 67,368 120,368 44% 

CAFCO increased domestic fish supply to the Qardo, Bosaso and Garowe 
markets through expanded fish supply clusters, strengthened catch and 
handling capacity of fisherfolks in the clusters surrounding Bandarbayla 
district. 

Yustan phase 2 Fisheries 105,855 205,483 311,338 34% 

Yustan is the biggest fisheries lead firm in Puntland. The PIMS 
contribution to Yustan was focused on additional transport (reefer tracks); 
cold storage; ice making machines; other tools and training and 
demonstrations. Yustan also established a HACCP compliant fish 
processing facility. 

Dalsan phase 2 Fisheries 60,840 108,160 169,000 36% 

PIMS supported Dalsan to establish additional cold storage facilities, and 
procure a reefer truck, cold boxes and boats to increase production 
capacity 

Barfisco phase 2 Fisheries 44,440 56,560 101,000 44% 

Barfisco (based in Bargal town, Puntland) is the major fish supplier to 
Yustan. PIMS supported Barfisco with modern fishing gear, reefer truck, 
boats, new techniques and training.  

SNFC 2 Fisheries 73,200 109,800 183,000 40% 

SNCF were supported to expand their cooling capacity in concert to 
providing iceboxes to Fisheries Associations and facilitate training to 
reduce spoilage. 

VetCare Dairy 49,450 23,400 72,850 68% 

Vetcare were tasked with increasing their sales of animal health drugs to 
smallholders, reaching milk producers through demonstrations, increasing 
their knowledge and awareness of smallholder producers, and training vet 
service providers. 

Alla Aamin Dairy 39,000 11,166 50,166 78% 

Alla Amin interventions included establishing networks of knowledge 
retailers and community animal health workers who can promote and sell 
quality vet drugs to a larger number of small scale customers; in turn, 
increasing the supply and sales of quality vet drugs through strengthened 
distribution networks. 

Usoo Godol Dairy 67,520 80,230 147,750 46% 

PIMS partnered with Usoo Godol to implement an intervention to develop 
a sustainable fodder out-grower mechanism to support linkages between 
small-scale fodder farms in Garowe and markets in the surrounding areas. 

MCC Dairy 51,200 45,500 96,700 53% 

The PIMS intervention with MCC aimed to improve milk quality and 
hygiene through awareness creation and promoting the use of hygienic 
aluminium milk cans. 

ICC Dairy 93,480 155,966 249,446 37% With ICC, a project was developed to establish a viable year round fodder 
production farm with sprinkle irrigation systems, in order to stimulate 
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demand for quality fodder through demonstrations, promotions, 
awareness and establishment of rural outlets and pastoral cooperatives. 

ABCO  Dairy  36,744 130,644 167,388 22% 

ABCO established an out-grower scheme for milk sourcing from an 
additional 120 pastoralists. ABCO provided training and awareness raising 
to the small milk producers on appropriate milk collection and handling 
practices and on use of fodder and vet drugs. ABCO also provided seeds 
for fodder production and made available vet drugs and appropriate milk 
cans to the farmers and improved its milk collection through dedicated 
transportation systems. 

WAAYEEL  Dairy  32,075 65,075 97,150 33% 

Wayeel delivered a milk collection and marketing system that collected 
and supplied a daily working average of 500 litres of milk from the 
community and 200 litres from Waayeel Production to commercial milk 
kiosks in Burao. Wayeel’s capacity for milk production was also increased 
with improved ability to supply milk in hygienic conditions. 

Oday  Dairy  53,500 52,500 106,000 50% 

Oday dairy farm built on its existing capacities in establishing a Centre of 
Excellence, which works as a one-stop centre for knowledge and 
information on commercial dairy production. Oday also worked on a wet 
(lactacting) camel renting system, an approach that was conducted with 
R&G. The process of renting lactating camels to dairies was an 
experimental new business model.  

R&G  Dairy  52,450 57,850 110,300 48% 

R&G established an out-grower model for milk collection and worked with 
Oday on a wet camel renting system. R&G also establishing an out-
grower model for milk collection and demonstrated a model for emerging 
dairies to achieve self-sufficiency in fodder production.  

Horn Afric  Sesame  213,323 229,440 442,762 48% 

Hornafric expanded their network of smallholder farmers producing 
sesame significantly through PIMS engagement, increasing the sesame 
volumes produced. This was needed to facilitate the growing exports of 
Hornafric into Dubai, Saudi Arabia and Turkey. 

Asma (Moumin)  Sesame  160,360 153,071 313,431 51% 

Asma strengthened and expanded their network of smallholder suppliers 
for the direct supply of quality sesame. PIMS helped improve their market 
linkages, value addition activities and quality management systems. 

Danwadaag  Sesame  240,260 249,170 489,430 49% 
Danwadag strengthened and expanded their network of smallholder 
suppliers for the direct supply of quality sesame. 

Almizan  Sesame  193,575 80,930 274,505 71% 

As the largest lead firm in the sesame sector, Al Mizan undertook 
significant expansion of their out-grower system by conducting demo plots 
and holding trainings. Al Mizan also contributed a substantial investment 
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in upgrading their processing facility to introduce a dehulling machine, 
investing over £600,000 as a part of a cost-sharing agreement. 

Al-ashraf  Sesame  150,320 195,920 346,240 43% 

Al-asharaf, based in the middle Shabelle region, improved farmers’ 
knowledge on good production practices. Al Ashraf also built their capacity 
to serve international markets with improved seed, with their established 
relationships with buyers in Kuwait and Turkey. 

ADCO  Sesame  152,450 199,801 352,251 43% 

ADCO strengthened and expanded their network of smallholder suppliers 
for the direct provision of sesame. PIMS helped ADCO improve their 
market linkages, value addition activities and quality management 
systems, and also worked on their product knowledge and marketing 
capacities. 

TOTAL (USD)                              2,613,413.70 2,990,036.25 5,603,449.95 48%  

Total (GBP)                              2,057,806.06 2,354,359.25 4,412,165.31 48%  

 


