WOSSAC:7123

631
(676.2)







MINISTRY OF AGRICULTURE

LARGE FARM
REHABILITATION STUDY

PROGRESS REPORT NO. 3

CONSULTANTS

WARD ASHCROFT & PARKMAN (EAST AFRICA)
in association with

HUNTING TECHNICAL SERVICES LIMITED



PROGRESS REPORT NO.3

INTRODUCTION

Progress Report No. 3 comprises three annexures namely:

- A review of the Group Farms Rehabilitation Projéct
- Institutions :

- Sociological Aspects

The Review of the Group Farm Rehabilitation Project was carried out in Janﬁarf
of this year. It describes the progress achieved during the two years since
the project's inception. Three areas in particular are discussed; the

project organization, rate of recruitment, and performance of the farms
recruited since joining the project. It is concluded that progress has been
slow and that neither the recruitment target for farms or the objectives of

the project are likely to be met.

The annexure on Institutions discusses those Institutions which will have a
role in the implementation of the strategy for future development of the Large
Farm Sector, set out in Progress Report No. 2. It also deals with the
machinery and legislation for adjudication of claims and registration of
titles to land on those group owned farms and makes proposals as to how
existing institutions and arrangements (e.g. The District Land and

Farm Management teams and the Large Farm Management Section in the AFC)
established under the Group Farm Rehabilitation Project would be used in

the Consultants' Development Plan. The annexure is incomplete in that
Credit Institutions and the arrangements for provision of credit have still
to be described. Lastly an organization chart outlining the contribution of
and inter-relationships between existing institutions which will provide

services to the sector also remains to be completed.

Sociological Aspects are discussed in Annexure III. In particular,attention
is given to the causes of dissention amongst groups, the difficulties of
leadership, and the reasons why groups have failed. Although few in number
there are instances where groups have worked successfully; the pre-conditions
for this are also discussed. lastly the reaction of groups to the current
'Group Farms Rehabilitation Project' is examined and the reasons for its

current lack of success in attracting farms outlined.
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ANNEX T

REVIEW OF GROUP FARMS REHABILITATION PROJECT

1. INTRODUCTION, SUMMARY AND CONCLUSIONS

1.1 Introduction

The Group Farms Rehabilitation Project commenced on 26th
March 1975, with the signing of a Development Credit
Agreement between th? Govergment of Kenya and the IDA,
It was prepared initially by the Ministry of Agriculture
with assistance from the IBRD Permanent Mission for East
Africa and appraised by the IBRD in April-May 1974,

The objective of the project is to assist in the redevelop;
ment of some 90 group-owned mixed farms and 36 coffee
estates, Assistance would take the form of financial
assistance for short, medium and long-term expenditure

on working capital, machinery and infrastructure, The
provision of capital would be associated with improved
management, On the mixed farms, a condition of Joining
would be the acceptance by the farm owners of a trained
farm manager recruited and approved by the Agricultural
Finance Corporation (AFC), He would subsequently be
supervised by AFC through a system of visiting farm
managers, Recruited coffee estates would be required either
to sign an agreement (approved by AFC) with a management
agency such as Fast African Acceptances or Estate Services,
who would be responsible for making all financial and
managerial decisions after consultation with the owners and
AFC, or to employ a suitably qualified estate manager
approved by AFC,

The project would extend over eight years, Recruitment of
farms would be completed in four years, and assistance to
the last lot of farms recruited would be withdrawn by the
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end of the eighth year,

Overall direction for the project would be provided by
a Steering Committee comprising members from the
Ministry of Agriculture, Ministry of Finance and the
Agricultural Finance Corporation., AFC, however, would
be responsible for implementation of the project., This
would be done by a Large Farm Management Section created
within the AFC as part of the project, Assistance in
identification and selection of suitable farms would be
given by the Land and Farm Management Division of the
Ministry of Agriculture.

This review of progress is based on information collected
by team members while carrying out a survey of farms
between July and October 1976, the findings of consultant
sociologist and a visit to each of the farms already
recruited to the project. The visits were made in
January 1977, when results from at least one season's

efforts were expected to be available,

1,2 Summary and conclusions

l1.2,1 Farm recruitment

Ten farms, four coffee estates and six mixed farms have so
far joined the project (two mixed farms which applied were
found to be unsuitable and have been rejected), If

current negotiations are successful it may be possible

to incorporate a further two coffee states and five mixed
farms before the end of the second year, bringing the total
to 17 farms or 31 per cent of the target,

The primary reason for the lack of success in attracting
farms to the project is a fundamental dislike or distrust
of group enterprise on the part of the farm shareholders,
Other contributing factors have been wnderstaffing of the
project and poor promotion, Neither the Ministry of
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Agriculture nor the AFC have met their obligations
towards staffing the project. At no time since

the project's inception has the establishment of
staff reached the complement proposed in the project

appraisal document prepared by IBRD in February 1975,

The lack of appeal of the project to group farm owners
has resulted in farms being incorporated which would
not strictly be regarded as eligible for the project,
Two of the coffee estates, Gatatha Farmers Co,, and
Kiambaa Kawainda Co, Ltd,, cannot be regarded as
genuinely in need of rehabilitation, The former is a
wealthy company with considerable assets, managed by
an able and experienced estate manager, Kiambaa
Kawainda had been under rehabilitation at the time of
Jjoining and yields were in the order of 1,3 tons of
dried coffee per hectare, All of the coffee estates
recruited have benefitted from the project, and results

have largely been as anticipated,

The mixed farms recruited had accumulated considerable
debts and joining the project represented the only
alternative to eventual loss of the farm, Because of

the debt burden it is unlikely that any of the six farms
would meet the fimancial criteria for eligibility laid
down in the project document, although initial plans and
budgets prepared at the tme of recruitment indicated that

they would,

1,2,2 Farm plans for the mixed farms

All the farm plans aml budgets for the mixed farms require

complete revision, for the following reasons:-

(2) The land areas, particularly the potentially
arable land which are available for group large-scale
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operations have been over-estimated on all but two
farms, Mucharage Farmers! Co-operative and Progressive
Farmers!'! Co-operative,

(b) The crop and livestock projections are
too optimistic, For instance, the milk yields
assumed are at least one third above what would
reasonably be expected,

(¢) Visiting Managers are now convinced that in
the high altitude areas dairy enterprises should be
replaced by sheep (-this applies to four of the farms),
Budgets have yet to be prepared for sheep enterprises.,

(d) On some of the high altitude farms, over-
emphasis has been placed on pPyrethrum, financially the
mos t attractive crop, as a means of increasing gross
revenues, At Kamwaura, for example, 140 hectares of
pyrethrum were included in the farm plan, but in
practice the maximum area is unlikely to exceed 80

hectares,

The effect of over-estimating both the arable areas
available and the yields has been an exaggerated
projection of the revenue-earning potential of each of
the six farms,

1,2,3 Farm performance to date

As described in more detail in Section 4, the actual
performance of the farms during the 1976 season has not
been encouraging, On the five farms with dairy herds
milk yields were in the order of 800 - 1000 kg per cow
per year, significantly lower than the levels anticipated
for at least three of the farms, Progress has been made
on both Milima Mitatu and Kamwaura in clearing arable land
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of couch grass and in establishing pyrethrum, The
benefits of this will be seen in the coming season,

On the others, 20 hectares of light bush were cleared

at the Mucharage Farmers' Co-operative and 12 hectares
of grazing oats were planted, At Mucharage the maize
crop suffered from hail damage and yields are expected

to be well below the budgeted level, Little was

achieved at the Progressive Farmers! Co~operative,

Here, wheat yields were well below the budgeted level
and the gross revenue is unlikely to meet operating
costs for the season, At Mutarakwa Farmers' Cooperative,
fencing and infrastructure has been improved while at
Mugomo-ini Farmers' Co-operative there has been a complete
failure of 140 hectares of wheat and barley due to poor
rains; 20 hectares of newly planted pyrethrum were also
lost due to the drought,

The reasons for the poor overall performances are many,
but the fact that too much of the Visiting Manager's time
is being spent in travelling (because of the wide geo-
graphical distribution of recruited farms and the need

to liaise closely with the Nairobi Office) and in meetings
either to solve disputes between managers and members or
to persuade farms to join the project, has probably
contributed, Difficulty has also been experienced in
controlling stocks and the use of the farm vehicle on some

farms,

1.2.4 Farm ownership problems

The problem of ownership on farms recruited has not been
resolved, Although lists of owners have been prepared,
these are thought to be incomplete and additional owners
continue to present the mselves on some farms, No formal
arrangements have been made to finalise or close the lists,
It is therefore difficult to define who the beneficiaries
will be or who will be liable to meet the financial

obligations of repayment,
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Non~-resident owners may also pose a problem if or when
they decide to take up residence on the farm, No
agreement has been reached with these owners and there
is the real possibility that they could decide to
claim a subsistence Plot at the expense of tle large~
scale operation, This is all the more likely because
no additional benefits or dividends have been agreed
upon in lieu of a subsistence Plot, Legislation
exists in the co~operative law to prevent this and
limit the rights of non-resident members, It is not,
however, invoked,

On the majority of farms, involvement of the owners has
been minimal, Although provision has been made for

farm rehabilitation committees to be established, these
rarely meet and in most cases show little interest in

the large scale area, Also, there is a marked unwilling-
ness on the part of shareholders to Provide labour on the

group area,

1.2.5 Organisational aspects

Three areas were neglected when organisational proposals
were drawn up by the IBRD appraisal mission for the
project, First, the need for legal advice during the
recruitment stage was not considered, and no allowance

was made for employing-legal staff to assist with the
project, Secondly, the need for land Survey capability

to prepare the farm physical plans and lay out subsistence
plots was not anticipated and the early difficulty in
obtaining survey teams caused delay in implementation (two
survey teams have now been allocated specifically for this
work), Lastly, the Co-operative Department was not
initially involved in the planning stage, although all six
of the participating mixed farms are co-operatives and the
local Co-operative Officers have some responsibility for
them, In practice the Co-operative Department has
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pProvided some of the checks in the present system by
intervening when it was thought that the Pro posed
levels of investment were too high, Since May 1976,
however, the Co~operative Department has had a
representative on the Loans Commit tee,

1.2,6 Conclusions

In conclusion, we do not believe that the objectives

of the project or recruitment targets proposed are

likely to be achieved, The pPrimary reason is that

(as described in Annex 2 Social Aspects) the project

is in direct conflict with the aspirations of the groups

of farm owners whom it is designed to help and only

those who can be persuaded that they have no alternative
to it will eventually join, We therefore recommend that

an alternative approach be considered for the group-cwned
farms,

It should be noted, however, that the services provided
within the project are not only required by the group-
owned farms but also by individually-owned farms, small
partnerships and companies, whose primary aim is to
operate a large-scale unit: a project of this type would
probably be widely acceptable to them,



2, PROJECT ORGANISATION AND STAFFING

In order to implement and administer the project a Large
Farm Management Section was to be built up within the
AFC and four small district teams established within

the Ministry of Agriculture,

The Large Farm Management Section in AFC was to have
overall responsibility for Pro ject Management and
Implementation, The section was to be headed by a

Project Manager, who would be .supported by a Deputy
Project Manager, four experieﬁced Senior Visiting Managers,
two Trainee Managers, an-Accountant, a Systems Consultant
and supporting secretarial and clerical staff,

The four teams within the Ministry of Agriculture would
each comprise three peréons, an experienced Agricultural
Officer, an Assistant Agricultural Officer and an
Agricultural Assistant; they would review Prospective
borrowers and with them prepare initial farm plans and
development proposals., The Ministry of Agriculture would
also provide a Project Co-ordinator based at Headquarters,
Nairobi, and a Regional Land and Farm Management Officer
to be responsible for the selection of and training
arrangements for farm managers., He would be based in
Nakuru but liaise closely with AFC,

At no time since the start of the project have these
staffing and organisational proposals been fully implemented,
In the AFC a Project Manager was appointed when the project
commenced, A Deputy Project Manager was also appointed

but he has since resigned, and two Senior Visiting Managers
have been employed since December 1975 and February 1976,
They have recently been joined by two Trainee Visiting
Managers who will eventually be allocated districts in which
to work independently., Neither of these trainees has the
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experience to carry out the duties of a Visiting Manager
effectively, The Systems Consultant and Accountant have
not yet been employed and clerical support for the
Project is inadequate,

Four two-man teams were eventually established within

the Ministry of Agriculture in September 1976, 15 mon ths
after the project had started and a Project Co-ordinator
had been appointed, The Regional Land am Farm Management
Officer was also appointed in September 1976,

The implementation ‘of the préiect organisation and staffing
Proposals has at best been hal f-hearted and, although not

a fundamental cause of the slow rate of recruitment of
farms, has cer tainly been a contributing factor, Firstly,
because the "rehabilitation" teams were not established at
the onset within the Minis try of Agriculture, the main
burden of recruitment and farm Planning fell on a below-
strength section within theAFC, To avoid wasting time,
therefore, detailed plans could only be prepared af ter
owners had agreed to participate in the project., There is
little doubt that inability to advise farmers exactly as to
what would be involved before g8aining their agreement to

Par ticipate impeded the rate of recruitment, Adequate
staffing would have resulted in considerably more plans
being prepared than farms actually recruited, but it would
at least have made the task of selection of farms easier,

as owners would have kﬁown exactly what they were committing
themselves to and would therefore have been less susceptible
to tle nume rous rumours and suspicions which pPrevailed,

In addition to the problems resulting from not mee ting the
staffing proposals, the need for land survey units to pPre-

pare farm physical plans and lay out subsis tence areas was

not provided for in the project document, Consequently,

delays have been experienced in the preparation and implementa-

tion of plans,
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Another cause of difficulty is that no provision was
made to recruit staff with legal training, to deal
with the many legal issues concerning ownership and
debt liability which require clarification before a
farm can join,
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3. FARM RECRUITMENT

3.1 Selection Criteria

Eligibility for the Project is subject to a number of
conditions, The most important is that farms must be
owned by a group of not less than 20 members, All
members must be legally registered and the organisation
structure should be such that all members have legal
rights, Only co-operatives and companies are eligible,
as in these organisations decisions are taken on the
basis of a majority vote. Partnerships were excluded
because of tle requirement that all partners must concur
in any decision before it can be legal,

Eligible farms should be "problem" farms generally

regarded by both the AFC and the Ministry of Agricul ture

as those farms thag either already have loan repayment
difficulties or are heading rapidly towards this si tuation
because of serious management, financial or social problems,
(Section 2,06 Group Farm Supervised Credit Project: Ministry
of Agriculture March 1974). Only those which could be
expected to become financially viable would be considered;
the ratio of land area to number of owners should be such
that each resident owner could expect a subsistence plot of
one hectare immediately, and an annual income from the
group farmed area of at least 400 shillings by the eleventh
year after joining the project, Clearly although only
problem farms are eligible, there is a limit to the degree
of indebtedness or difficulty in which the farm is in if

it is to be eligible, To meet these latter conditions the
need for precise data to assess budgets becomes paramount,

A typical coffee estate would be one which was complete ly
run down, with yields in the order of 200 kgs of parchment

per hectare,
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3.2 Recruitment Procedure

It was anticipated that "problem" mixed farms would
initially be identified and recruited by the small

teams established under the project within the Land

and Farm Management Divisbn of the Ministry of
Agriculture (see Section 2), These teams would

identify suitable farms, ensuring that all shareholders
were legally registered; prepare a pPreliminary plan

and bulget, in consultation with the farm members or
committee, and submit these wiih a recommendation to

the District Rehabilitation Committee (DRC), The DRC
comprises the District Commis sionsr, the District
Agricultural Officer, the District Co-operative Officer,
the AFC Branch Manager, the District Land and Farm
Management Officer and two farmers. This committee would
in turn make recommendafions to the Large Farm Management
Section in the AFC, The AFC would modify the plans as
they deemed necessary and prepare cash flows and loan
financing schedules,

The coffee estates to be rehabilitated would be selected

in a similar manner to the mixed farms, with the DRC

making recommendations to AFC, A management agreement to
provide management, accounting and other services to the
farm would be negotiated between the Government and a
management company (such as Estate Services or East African
Acceptances) acceptable to the World Bank, The owners would
then, in conjunction with the management company and AFC,
agree to a farm development plan,

The procedures above have in practice not strictly been
adhered to, particularly with regard to the mixed farms,
Firstly, recruitment has not been a question of selecting
a number of suitable farms from a surplus of applicants,
but instead one of persuading farmers to join, Problem
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farms have been identified through disussion with
members of the DRC and have then been visited by

AFC staff in the company of officers from the Minis try
of Agriculture, if available, At the commencement of
the project, the preliminary plans amd budgets were
undertaken by the Ministry of Agriculture staff,

These plans and budgets were made available to AFC
after considerable delay, and were then found to be
inadequate, As a result the cmplete responsibility for
farm planning and the preparation of budgets and cash
flow has been shouldered by the AFC and there it has
remained, A system has therefore evolved without any
of the usual checks or balanées, such as where applica-
tions for credit are made by one organisation (e.g. the
Minis try of Agriculture) and then appraised, modified
or approved by another (e.g. AFC). At present the total
responsibility lies with the AFC; this situation cannot
be recommended, In this respect the original proposals
for a management structure which were made by the
Ministry of Agriculture in March 1974, were more
satisfactory, although they lacked a clearly defined
Management structure, Lastly, the responsibility for
dealing with legal problems such as registration of
individual shareholders has also been left with the AFC,

3.3 Rate of farm recruitment

The recruitment of the 136 farms was to be phased over a
4 year period. The expected rate of participation'during
the first 2 years is given in Table e, J
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Table 3.1 Expected phasing of recruitment of farms

for rehabilitation, by District

Year Mixed Farms Coffee Cum,
Nzoia Total Total <11 farms
1 7 h ) 14 9 9 23

Source: Appraisal of Group Farms Rehabilitation
Project, IBRD 1975,

During the two years during which the Group Farm Rehabilita-
tion Project has beén in operation, recruitment has been
slow., Four coffee estates and six mixed farms have been
recruited to the project, Negotiations are currently

being continued with a further two coffee estates and

five mixed farms (budgets for these are approved) which coul
be incorporated at any time, If these negotiations are
»successful the maximum number of farms incorporated in the
project by the end of the second year would be six coffee
estates and eleven mixed farms, about 30 pPer cent of the
target of 18 coffee estates and 36 mixed farms, Fur thermore,
there is no indication that this rate of recruitment will

accelerate in the coming year,

Two of the four coffee estates, Gatatha Farmers' Company
Ltd, and Kiamba Kawainda Company, cannot be regarded as
genuine cases for rehabilitation and should not have been
recruited by the project, Two of the six mixed farms,
Milima Mitatu Co-operative Society and Progressive Farmers!
Co-operative Society, had been under rehabilitation by the



]G

AFC prior to joining the current pro ject, The net
recruitment, therefore, of new farms requiring
rehabilitation is six, a number which may be increased

to thirteen by the end of the second year,

Of the factors contributing to the slow rate of
recruitment, the most important is probably a funda-

men tal suspicion and dislike of group enterprise on the
part of shareholders, most of whom subscribed towards
farm purchase with the belief that they would eventually
have their own individual holding when the land purchase
loan was repaid, Group enterprise was never regarded as
any more than an interim measure, By the time the project
was operative, group enterprise had been tried for up to
ten years, in the majority of cases it had been shown to
fail, and the shareholders' initial belief in individual
holdings had been confirmed, It is unlikely that this
obstacle will be overcome and the rate of recruitment

improved.

Other factors have also influenced the rate of recruitment.
Important amongst these is that promotion of the project
has been poor., A leaflet setting out the objectives of

the project and likely advantages in joining was distribe-
uted in late 1975, Little use, however, was made of it and
during field work associated with the farm survey it was
clear that few farms were even aware of the project or

its objectives,

Ins tead of selecting farms from a list of applicants as
expected, farms had to be approached individually and
commi ttees and members asked to commit themselves to the
project before detailed plans or proposals could be made,
Invariably most commit tees declined, They did not know
what the project entailed for them other than that they
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were in effect being asked to relinquish control of the
farm to an unknown manager, allow investment decisions

to be taken on their behalf but with the knowledge that
if the farm plan failed they, the owners, would have to
accept the ultimate liability, With regard to mixed
farms, therefore, it was mainly those in severe

financial difficulty which were recruited, because

these were the farms which could be persuaded that there
was no other alternative, They Joined with the attitude
that it was not their decision to borrow, but Government's
to lend, If all wéqt well they. would happily accept

the dividends and more stable "financial position, If net,
they might well be unwilling to accept the financial
consequences,
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4, THE FARMS RECRUITED

4,1 Coffee Farms

(a) Gatano Farmers' Co-operative Ltd.: This is
a small farm of 23 hectares (21 hectares of which are
coffee) owned by 72 shareholders, It joined the scheme
in mid-~June 1976 after negotiating a management agree-
ment with the Brookebond Leibig Co, The farm was
completely run down, yields had fallen to well below

200 kgs parchment per hectare, and the coffee trees

were overrun with weeds, The owners had not accumulated
large arrears in loan repayment and at the time of
joining half of one year's annual repayment (about K& 8000)
was overdue, There was a desire to rehabilitate the famm
on the part of the owners and in the short time since
Joining progress has been considerable, The managing
agents' policy of keeping capital expenditure to a
minimum and concentrating on husbandry aspects such as
weeding and fertilising, is to be recommended, This farm
is a genuine case for rehabilitation and, although located
in an area marginally suited to coffee cultivation, is
likely to succeed, Yields in 1976 have already exceeded
the levels budgeted for,

() Gatatha Farmers' Company Ltd. (Windrush Estate):
Gatatha Farmers'? Cowpan}, owned by 1500 shareholders,
currently grows around 320 hectares of coffee and hence is
one of the largest coffee complexes in Kiambu District.
Windrush Estate, for which assistance from the rehabilita-
tion programme was negotiated, comprises about 148 hectares
of coffee and was purchased in 1975,

Windrush was recruited in January 1976; +the farm had a
couch grass problem but, despite this, yields during the
year of purchase were around 1110 kg of parchment per



hectare, Since the company already had a highly
experienced and competent manager, there was no

need to negotiate a management agreement with an
agency for the farm,

Under the programme, the farm will receive financial
assistance for capital investment in a drying plant,
machinery, construction of a dam and irrigation
equipment, amounting to over K&%3,5 million, Some
K&1,2 million per annum will also be made available
for working aapital,

This is a well-managed farm and will no doubt benefit
from the financial assistance provided through the
project, It is not, however, a farm for which the
rehabilitation programme was designed, Given the

qual ity of its present management, it is likely that
the finance required could have been raised elsewhere;
for instance, the company is hoping to purchase an
adjoining estate and has Property in Nairobi,

(¢) Punda Milia Farmers' Co-operative: The farm

comprises 2,275 hectares, of which 73 hectares are

planted to coffee, The remainder is an old sisal
plantation which is being divided into subsistence Plots
of around 1,2 hectares for each of the 1,800 shareholders,
Punda Milia was recruited to the project in April 1975

and assistance will be provided for the coffee area only,
Management is provided through an agency, Lstate Services
Ltd,

The coffee is well maintained and obviously had not been
too badly run down prior to joining, In the season
before joining the coffee yield was 820 kg of parchment
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per hectare and during the first season under
rehabilitation will again average around 800 kg per
hectare, Under the project the farm will receive
financial assistance to construct a dam, and purchase
agricultural machinery and irrigation equipment; these
items amounting to approximately Ksl1,1 million.

Working capital is expected to cost almost K%0,9 million
and will be made available annually, The project will
therefore provide considerable financial and management

assistance,

Inadequate rainfall is the primary factor limiting yields
and the investment in a dam and more irrigation equipment
will remove this constraint and should enable yields to |
be almost doubled, We have no query with the plan or
budget other than that the dam cost may work out to be
considerably higher than the amount estimated,

(d) Kiambaa Kawainda Company (Karakuta Estate):

Karakuta Estate, a farm of 203 hectares, has approximately

100 hectares of coffee and was purchased at the end of
1975 by 3,000 shareholders., It joined the rehabilitation
scheme in April 1976, Prior to its purchase by the
present owners it had been managed by an agent (on the
directive of the AFC) for a period of about 3% years,
With the change of ownership, it was incorporated in the

present rehabilitation programme,

Under the project, continued assistance is given with
working capital and management, and additional funds
will be made available for capital expenditure on a
coffee factory, dam construction, agricultural machinery
and irrigation equipment, TIn total about K%1,3 million
will be provided far fixed capital investment and

K¥1,4 million annually for warking capital.
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The yield in the year prior to Joining had been 1,300 kg
of parchment per hectare and in 1976 rose to about

1,700 kg, Given that the farm had been under rehabilita-
tion for at least three years before recruitment and

that yields were considerably higher than the 200 kg
anticipated in the project document, it can hardly be
regarded as a candidate for rehabilitation,

4,2 Mixed Farms

(a) Milima Mitatu Co-operative Society Ltd, Molo:
This 131 hectare farm was purchased in 1964 for Ks150,000,
Originally, thesoﬁietgéd 150 shareholders, who worked on
the farm, Many left and by 1973 only 26, who had nowhere
else to go, remained, In May 1972 the AFC decided to
foreclose in order to recoup K%1%0,000 of outstanding

debts, The decision was reversed and instead the farm
was placed under the direction of a management committee
comprising theDC, the AFC Branch Managexr, Co-op Officers,
the Land and Farm Management Officer and two members of
the Co-operative., A manager was appointed and a farm
Plan based on dairy and pyrethrum prepared, AFC
rescheduled the original K%140,000 outstanding debt and
advanced in addition K%48,000 for purchase of 35 Friesian/
Ayrshire cross cows and for provision of water, Kss40,000
were made available for working capital,

At the time of joining the project (18th April, 1976) it
was estimated that the farm comprised 85 hectares of
potentially arable land, 16 hectares of rough grazing and
30 hectares of unusable land, Some 36 hectares of the
arable land were already taken up by subsistence plots and
7 hectares had been planted to pyrethrum, Livestock
numbered around 85, of which 35 were cows in milk,
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The proposed plan was to increase the pyrethrum area

to 36 hectares ard to maintain the dairy herd at

around 50 cows amd followers, The plan is optimistic
and is based on inaccurate estimates of potentially
arable land, The actual area taken up by dndividual
holdings is probably more than the 36 hectares

estimated and hence the area available for commercial
group enterprises is less than anticipated, During the
first year of the project an estimated 11 hectares of
pyrethrum had been established and 9 hectares of grazing
oats grown, During 1976, 1,800 kg of dried pvrethrum
were delivered to the Pyrethruﬁ Board, bringing in about
K%11,700, About 47,107 kg of milk had been delivered

to KCC and about 6,570 kg used for calf feeding and home
consumption, Given this total milk production and the
herd of 58 mature cows (more than planned for) throughout
the year (on average 29 in milk at any one time) the
average yield per cow per annum was 913 kg of milk,

The plan is optimistic first in terms of the land available
far large-scale farming and secondly in terms of the
performance of the crop and livestock enterprises, It is
unlikely that the pyrethrum area can be increased to 36
hectares or that an average yield of 823 kg of dried
pyrethrum per hectare can be achieved, The performance of
the dairy herd has not reached the level anticipated, The
projected yield per cow per annum in the first year was
1,800 kg, giving a gross revenue from milk of around 54,000

shillings,

A new tractor, trailer and plough were purchased at the
beginning of 1976, with the object of meeting the farm
requirement and carrying out at least 500 hours contracting
annually, bringing in K&22,000 in year 1 and KSs44,000
thereafter, The earnings from contracting have not met
expectations, with only K%4,000 - 5,000 worth of work being
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carried out,

Total gross revenues during 1976 are likely to be in

the order of K%52,000 and for the first year of Jjoining
the project are likely to be considerably less than

the expected K$118,000, The original plan, therefore,
requires updating in the light of the smaller area of
arable land available for large—-scale farming and of the
likely performance of the c¢rop and livestock enterprises,
The Visiting Manager is now satisfied that returns from
dairying are likely to be low and is considering selling
off the dairy animals and replacing them with a sheep
enterprise, This is likely to be less demanding on
management, Budgets have not yet been prepared for the
sheep enterprise,

Other non-~technical Problems exist on the farm, Difficulty
is being encountered inlmoving members to areas demarcated
for subsistence and resident members are continuing to
request subsistence plots: four members were settled this
year, bringing the total number of resident members to 30,
The rights to residence of the remaining members have not
been agreed or established, If they still have such
rights it could well upset any plan that is proposed, In
addition, petty disturbances frequently occur through
members deliberately allowing their stock to graze the oats
on the large-scale farming area,

This is topographically a difficult farm and, given the
limited area of land available for large~scale operations
and the present level of indebtedness, it is unlikely that
this farm would meet the financial criteria for eligibility
stated in the project document, However, the impact of

the project can be seen in some well-established pyrethrum
and some 9 hectares of land cleared of couch grass through

planting grazing oats,
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(b) Progressive Farmers' Co-operative: This

comprises 1,840 hectares and is owned by 134 members
of mixed tribes, Its management had been supervised
(and a manager installed) by AFC for 3 years prior to
Joining the project. Approximately 1,010 hectares are
potentially arable and of this area, 320 hectares have
been allocated for subsistence Plots, The remaining
690 hectares of arable land and 80k hectares of rough
grazing are available for large-scale group farming,

Before joining the project (March 1975) the cropping
pattern included 482 hectares of wheat and barley, 28
hectares of maize, 30 hectares of grass ley and 965
hectares .of rough grazing, The Proposed plan aimed at
establishing a constant cropping pattern by the third
year of the project comprising 388 hectares of wheat
and barley, 110 hectares of grass ley, 20 hectares of
maize and 10 hectares of sunflower. 962 hectares would
remain as permanent grazing, The dairy herd would be
increased to 350 cows and approximately 500 followers,
The beef herd of 112 Boran breeding cows currently on
the farm is ignored in the plan and presumably is to be
phased out,

During the 1976 season, 502 hectares of wheat, 80 hectares
of maize and 8 hectares of grazing oats were grown. The
dairy herd had 181 mature (Ayrshire x Channel Island) cows,
30 2-3 year old heifers aml 277 other followers. The farm
also carried a Boran beef herd of 172 breeding cows and

209 followers, In all, some 570 livestock units were
being carried, The wheat had been harvested at the time
of the current review and had yielded a total of 8,560 bags
(one bag holds 90 kg) or 17 bags per hectare, well below
the budgeted yield of 25 bags per hectare, Maize shelling
had not yet been completed and a yield estimate could not

be made,
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During the farm visit, a check was made on total milk
Yields and on the Proportion sold to Kcc, Approximately
175,000 kg were produced, giving a yield per cow per
yeéar of around 960 kg, Of the total, approximately
55-60 per cent was sold to KCC, Total milk sales will
therefore be in the order of K%78,000, some K%:400,000
less than the amount budgeted for, Of the 142 calves borm
during 1976, k49 died, a mortality rate of 35 per cent,
This latter figure may well be inflated by slaughter of
unwanted bull calves, The Proportion of heifer calves
reared, however, was not estabiished. In the beef herd,
91 calves were born in 1976, giving a calving percentage
of about 80; of these calves, 9 died giving a mortali ty
rate of 10 per cent,

At the time of Joining the Project, substantial arrears had
been built up with AFC, Since Joining, the debt burden
has been considerabiy increased by the purchase of over
K%0.5 million's worth of farm machinery, Despite new
machinery and supervised management, the farm has not

done well; approximately K%1,2 million have been spent on
operating costs and it is unlikely that the 8T0SS revenues
earned will be sufficient to meet these, let alone meet
interest or debt repaymnents due for the year,

The Progressive Farmers' Co-operative is a farm of
considerable potential, Unfortunately, through indifferent
management, a considerable debt burden has been built up.
With this burden, it is unlikely to meet the Project's
financial criteria for eligibility, The current plan and
budget are out of date, New ones should be prepared,
incorporating less optimistic yield assumptions (for
instance, it is unlikely that wheat yie 1ds will average
more than 20 bags per hectare or tha ¢ milk yields will
exceed 1,500 kg per cow per annum over the next few years),



2%

(¢) Mucharage Farmers® Co~operative Societv:
This farm comprises 412 hectares, of which 280 are
potentially arable. A proportion of this, between
50 and 100 hectares, required clearing of light bush,

114 hectares are viei, 7 hectares are rough grazing and
11 hectares are taken up by buildings, roads, etc,

The Society has 175 registered members, 90 of whom are
resident on the farm and have subsistence plots which

in total amount to about 90 hectares, The Society
joined the project in April 1976, Prior to this, the
farm had been supervised by AFC and in the season before
Joining 81 hectares of maize and 8 hectares of sunflower
were planted on the large-scale farming area, The famrm
also carried a dairy herd of about 60 cows and followers.,

In the proposed plan, 105 hectares of light bush are to
be cleared over a two to three year period (44 hectares
in year 1), giving 201 hectares of arable land far large~
scale farming operations, The eventual cropping pattern,
which will be stabilised in the fifth year, will include
83 hectares of grass ley, 88 hectares of maize and up to
30 hectares of sunflower, The dairy herd would be built
up to 97 cows aml followers by the sixth year,

During the 1976 season, the first in the project, 93
hectares of maize were planted and 20 hectares of light
bush cleared, Of the latter, 12 hectares were planted
to grazing oats, Although not quite meeting the target
set in the plan, some progress was made,

With regard to yields the plan is again considered to be
optimistic; maize yields are projected to rise from 35
bags per hectare achieved in the season prior to Jjoining
to 60 bags in the year of joining, and milk yields to
rise to 2,000 kg per cow per year by the second year of
the project., In the Consultants' view it would be unwise

to budget on more than 50 bags of maize per hectare or
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yields per cow of more than 1,500 kg per annum, a
period of at least three years being allowed to
build up to this, Milk sales will, however, be
significantly less than 8ross production after
allowance is made for calf feeding and the free
issve of milk to farm labour, Mucharage was visited
in September and milk yields for 1976 were not
estimated, The yield for 1975, however, was very low,
less than 600 kg per cow per Yyear, Because of hail
damage, the maize yield for 1976 is not expected to
exceed 40 bags per.hgctare._

The farm was saddled with considerable Guaranteed
Minimum Return programme (GMR) arrears at the time of
Joining, This, coupled with the assumption that the
quantity of milk sold will be only 60 per cent of that
estimated in the budget, and that maize Yields will be
only 83 per cent, thereby reducing the total revenue at
maturi ty by K®140,000, indicates that it is unlikely
that the farm will meet the financial criteria for
eligibility,

Lastly, Mucharage has an additional 85 non-resident
members with whom no agreement has been reached that

they will.remain non-resident, nor has compensation been
allowed for to induce them to do 80, Their retum to the
farm could upset the mos t carefully prepared plans, It
has been suggested by the AFC Project Manager that .
resident members should pay a rent far their plots, This
rent could be used as an additional divident for non-
resident members, Consideration should be given to

applying this suggestion,

(@) Mutarakwa Farmers' Co-operative Society:
Mutarakwa is a 648 hectare farm with 185 shareholder

members, In the original plan (now out of date) it was
estimated that 294 hectares were taken up by members' plots



-27<

and 147 hectares of the remainder were potentially
arable, In addition, there were 195 hectares of rough
grazing and 12 hectares taken up by roads and buildings
or unusable land, Before Joining the project the large-
scale group farming area had 19 hectares of pyrethrum
and 319 hectares of grazing, on which there were some
485 head of cattle, The plan anticipated increasing the
pyrethrum area to 121 hectares, maintaining 6 hectares
of grass leys and growing 16 hectares of fodder oats
annually, The dairy herd was to be built up to 78 cows
and followers, The plan was expected to raise gross
revenue from an estimated K%79,000 per annum before
Jjoining to over K%600,000 by the fifth year after joining,

Since the plan was prepared it has been established that
380 hectares are taken up by members' plots and that 117
hectares of potential arable and 80 hectares of rough
grazing remain for large-scale group operations, In
addition, there are approximately 24 hectares of timber
plantation., A considerable proportion of this, however,
has been sold to offset debts,

During the 1976 season the farm had approximately 14
hectares of pyrethrum and over 30 hectares of oats, about
20 of which were harvested for grain and 10 used for
grazing, It is planned to extend the Pyrethrum area to

55 hectares and use the remaining arable land for harvest
and grazing oats, Clearly the farm will not generate the
income anticipated in the budget, and its financial status
is questionable,

During 1976, 16,676 kg of milk were sold to XCC, approx~-
imately half the anticipated amount, Assuming a further
14,000 kg were retained for calf feeding and domestic use,
the yield from the 40 mature cows on the farm was in the

order of 800 kg per cow per annum, Dairying is no longer
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regarded as a profitable enterprise and although partial
budgets have yet to be Prepared, the Senior Visiting
Manager is planning to replace the dairy herd with a
heep flock of 200 breeding ewes, Pyrethrum yvields

were not discussed in detail on the farm, but sales were
low and the revenue realised was considerably less than
the K%93,000 expected, Topographically this is a
difficult farm, and pyrethrum, barley, oats and sheep
would appear to be the most suitable enterprises,

(e) Kamwaura Farmers' Co-operative: The farm

comprises 855 hectares and is owned by 130 shareholders,
54 of whom are resident on the farm, Their subsistence
plots currently take up about 120 hectares, The present
plan indicates that in addition to +he subsistence area,
there are U453 hectares of potentially arable land, 141
hectares of rough grazing arnd 180 hectares of unusable
land taken up by roads, buildings, swamp, forest ete,
(this breakdown is inaccurate, because on this basis the
total land area is about 894 hectares, rather than 855
hectares).

Kamwaura Farmers'! Co-operative joined the project in 1976,
The farm plan indicates that in the first year some 185
hectares of oats would be grown and 22 hectares of pyrethrum
established, The pyrethrum area would be extended to 140
hectares by year 6, barley and oats would each take up
about 46 hectares and 20 hectares of potatoes would be
grown, Two livestock enterprises, a beef herd of 120 cows
and a sheep enterprise with 400 breeding ewes, would also
be developed over this period, Of the estimated Ks1,2
million gross revenue at maturity, K%0,75 million would be
derived from sales of pyrethrum,

An up to date map of the farm is not available, and field
sizes and hence the areas of crop and of potentially arable



land can only be guessed at, The Visiting Manager now
estimates the Potentially arable 1land available for
§roup operations to be in the order of 200-2L40 hectares,
Much of this had a severe couch grass problem and the
first season's operations have been aimed at eradicating
couch through cultivation and the Planting of oats, In
1976, approximately 50 hectares of harvest oats and 16
hectares of grazing oats were planted, About 40 hectares
of pyrethrum have also been established, Approximately
40 hectares of the oat crop have been harvested, giving
a good yield of around 25 bags ‘per hectare, The
pyrethrum looks good but o 8 r ié too early to estimate vield,

Although the original plan and budget have not yet been
revised, the future cropping pattern will probably

include 80 hectares of pyrethrum, 50 hectares of barley and
up to 100 hectares of harvest or grazing oats and fodder
crops. A sheep enterprise of 2,000 breeding ewes will be
the sole livestock enterprise, This plan seems quite
realistic but will have significantly less revenue-
generating potential than the original,

Considerable progress has certainly been made on the farm
during the first season, It is important, however, that

a map with accurate field areas is produced as soon as
possible, in order that a farm Plan and budget can be
prepared, Kamwaura has had the problem of non-resident
menbers requesting plots, and debts of K%50,000 which were
undisclosed at the time of joining have recently been
presented, The financial viability is therefore in doubt
and will not be known until a revised plan is prepared,

(f) Mugomo=~ini Farmers! Co-operative Society: The
farm comprises about 840 hectares and is owned by 202

registered shareholders, all of whom are resident, It
joined the project in November 1975, when its budget was
approved, In the farm plan it was estimated that there
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were 648 hectares of potentially arable land, which
would be equally divided between the owners!
subsistence plots and the large-scale group operations,
At maturity the group operations would include 120
hectares of wheat, 120 hectares of grass ley, L4
hectares of pyrethrum and 20 hectares of fodder, The
dairy herd was to be built up from 40 to 181 cows and
followers,

The plan will require considerable revision, The
members' plots curréntly take up over 400 hectares and
there are no more than 180 hectares of arable land
remaining for group operations, During the 1976 season,
the 80 hectares of wheat and 60 hectares of barley grown
were planted rather late; a complete failure of both
crops has occurred., U0 hectares of pyrethrum were
established during the year but only 20 hectares of this
survived, The dairy herd currently has 25 mature cows,
11 heifers and other followers, The total milk produced
in 1976 was approximately 20,000 kg or 800 kg per cow
per amum, Mortality of stock was extremely high, the
overall figure being in the order of 30 per cent, No
explanation for such a high rate was available, 1976 has
been a disastrous year for the co~operative and will have
served only to increase the farm's debt load, which was
already high, and to disillusion the shareholders with
regard to the benefits from rehabilitation, Given the
reduced area of arable land available for large-scale
group operations and more realistic (i.e., less optimistic)
assumptions on yields it is unlikely that the financial
criteria for eligibility will be met,
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INSTITUTIONS

1. INTRODUCTION

Whatever remedies may be deemed necessary for the develop-
ment of the Large Farm Sector, they will have to be applied
either through the medium of existing agricultural
institutions or by the creation of new institutions, In

this Annex, therefore, the Large Farm Sector will be

examined in its institutional context and certain recommenda-
tions offered for implementing the basic strategv which has
been identified by the S tudy,

It is appreciated that a considerable amount of discussion
has previously taken place on agricultural institutions

and much information is already available, It is also
appreciated that there are already on-going projects which
either are aimed directly at the Large Farms (e.g. the IBRD-
financed Group Farm Rehabilitation Project) or which will
have an effect on them, even though their primary objectives
do not feature large farms, Nevertheless, it is necessary

to review these institutions again, but in the specific
perspective appropriate to the pProblems identified_by this

S tudy.

From the viewpoint of the institutional arrangements for the
future development of the Large Farm Sector, the emphasis
should be on utilising existing agencies rather than
creating new organisations, This will enable the proposed
Large Farm Sector Programme to be tied in with other
agricultural development programmes operated by the Ministry
of Agriculture (MOA), the Ministry of Co-operative Development
(MCD) and the Ministry of Land and Settlement (MIS), As is
clear from the review of existing organisations, given in
Section 2, the institutional framework required for the
implementation of the programme already exists, Although



the setting up of specialist sections and the provision
of additional staff will be required, this should be dome
within the existing organisations, instead of establishing

new ones,

For historical reasons, the Large Farm Sector developed
independently of the indigenous agriculture, and
agricultural institutions have thus tended to produce
characteristics which may suit one sector but which are

not geared tb the other, The Agricultural Finance Corpora-
tion (AFC), for instance, had its origins in the needs. of
the expatriate farmers who werg'operating the large-scale
farms, whereas the MOA extension service has been developed
with the needs of the small farmer in mind, An attempt is
therefore made in the subsequent sections to indicate where
the existing institutions are failing to deal with the
problems which the Study has identified,

The Large Farm Sector, in fact, cannot be regarded as a
single problem whose solution lies in applying appropriate
farming systems and techniques, It is not simply a

m tter of better farm planning, more credit, moré control
and more skilled farm management, It is much more a
problem of people, and any project which aims at improving
the farm from outside without the full involvement of the

owners is unlikely to be successful,

Before discussing institutional aspects in detail, it is
necessary to describe briefly the proposals for the Large
Farm Sector, in order to assess the legal and other changes
and the organisational arrangements which may be required.
As agreed with the Ministry of Agriculture during the Study,
the proposed programme is concerned primarily with the
1,800 mixed farms, These are concentrated largely in the
Nakuru, Uasin Gishu, Trans Nzoia and Kericho Districts of
Rift Valley Province, and to a lesser extent in Kiambu

District of Central Province,



In view of the crucial importance of the organisational
set-up and the number of owners involved in each farm,
the programme has been based on three categories of large
farm, Each category will require a somewhat different

approach, The three categories are as follows:-

(a) Category 1 Farms: This category includes farms

which are either in individual ownership or are owned by

a small number of par tners, not exceeding the legal
maximum of seven, These farms are still run as single
units or in units of a size where the techniques of large-

sale faming are still appropriéte.

(b) Category 2 Farms: This category covers farms which

are group-owned, but where the number of owners in relation
to the overall size of the farm would permit each owner, in
the event of subdivision, to have a smallholding of sufficient

size to undertake commercial mixed farming.

(e) Category 3 Farms: This category includes farms

which are also group-owned, but where the number of members
is greater than the area could support as individual commercial

farmers, or in some cases even as subsistence farmers,

The type of group ownership, whether company or co-operative
or partnership, is not taken as a factor for determining
these three basic categories, Within each category further
subdivisions could be made on a basis of, for example,
quality of farming, land potential or extent of indebtedness.

For the present purpose these factors are not considered,

Within the overall programme for the development of the Large
Farm Sector?/different strategy is proposed for each of the
three categories identified above, These are described in
detail in the Main Report, a brief summary being given below.



Category 1 Farms: Here the main emphasis should be to

ensure that the potential of these farms is fully exploited
through the provision of planning and other assistance,
This assis tance would take the form of a package comprising
¢redit, farm planning, management help and other components
and would be similar to that at present provided to group
farms under the IBRD - suppor ted Group Farms Rehabilitation
Project,

Category 2 Tarms: On the basis of the Consultants' farm
survey and sociological Studies,Oit is anticipated that most
of the Category 2 farm owners will wish to subdivide, if they
have not done so already. For this Category the main
objectives will be to ensure that such subdivision takes
pPlace on a rational and well-planned basis, to help the
farmers to organise the provision of group services
(e.g. tractor cultivation), where they consider this
desirable, to oversee the other institutional arrangements
required (e,g. the procedure to be followed in dealing with
debts incurred by the original group farm) and, lastly, to
provide extension, credit and- other supporting services,

Farms initially identified as Category 2 but where the members
do not wish to subdivide would for practical purposes be
treated in the same way as Category 1, the programme's involve-

ment being confined to supplying the assistance "package",

Category 3 Farms: These present the most serious problems.

In virtually every case members can be expected to want
subdivision; on many farms this is already occurring or has
occurred, For this category the primary objectives would be
to ensure that the subdivision, where it has not yet taken
place, is undertaken on a proper basis, to provide extension
and other services in order to raise productivity, and to
encourage, through the sale of shares by members, the
consolidation of holdings into units of sufficient size for

commercial, rather than purely subsistence, farming.



In this Annex a review is first made of the existing
institutions and pProjects (Chapters 2 and 3), On the
basis of this review and of the Programme objectives
described above, detailed proposals for the institutional

measures and support required are then made (Chapter 4),



2. EXISTING INSTITUTIONS

The existing institutions which will be involved in the
programme are in the three Ministries, the Ministry of
Agriculture (MOA), the Ministry of Co-operative Develop-

ment (MCD) and the Ministry of Land and Settlement (MIs),

The particular services concerned are Extension, Training,
Co-operatives, Credit, Marketing, Land Survey and Settle-
ment, Credit and Marke;ing.arg discussed elsewhere, together
with the related problems of input supply, The observations
which follow are made with the present Large Farm Sector

specifically in mind,

b Extension

The function of an extension service may be defined as a
means of delivering appropriate technology to farming
communities, ZEvery country in which agriculture makes a
significant contribution to the national economy has some
form of extension service, and the more important

agriculture is to the economy, the more formalised the :
service is likely to become, Many efforts have been made in
different coﬁntries to evaluate the service in terms of
economic returns, increases in productivity and improvements
to rural l1life, but such a formalised evaluation continues

to elude those who attempt to make it. 1In the final analysis
a good measure of success of a given service is the extent to
which the farmer looks to it for advice and the amount of
contact which he has with it, Using this measure, it is
apparent from the Consultant's farm survey that the extension

service in the survey area is not a success,



Figure 2,1 illustrates the organisation of the Minis try

of Agriculture as a whole, The position of the extension
service in the management structure is not always as

clear as it might be., In this structure, a great deal of
authority is exercised at the Provincial level, where there
is also a considerable concentration of qualified
professional staff, under the administrative control of the
Provincial Director of Agriculture, but with their technical
guidelines deriving from the central divisions under the
Director of Agriculture, The specialities of these technical
divisions are available to the District Agricultural Officers
(DAO's) who become the focal point for agricultural develop-
ment in the field,

The standard establishment in a District consists of a
District Agricultural Officer with a degree, responsible
for one or more Assistant Agricultural Officers, with
dplomas, in each Division in the District who in turm have
a number of Agricultural Assistants, with certificates, for
the various locations, The Co~operative Department is more
or less comparable, though fewer in number., The District
Agricultural and Co-operative Officers have administrative
and supervisory functions, These functions include
responsibility for pursuing the departmental policy in the
District and for contributing to the.evolution of a district
plan, This is made in the District Agricultural Committees
and the District Development Committees, both of which are
under the Chairmanship 6f the District Commissioners., Thus
a considerable amount of their time is occupied on matters

of national and departmental policy and administration.

Below the level of the DAO's the qualifications and status
of the field workers become more attenuated, while numeric-—
ally they increase, until the actual farmer contact is
usually made in the first instance by a certificated
Agricultural Assistant (AA) or an uncertificated Junior
Agricultural Assistant (JAA), 1In some cases, however, the

contact is made by the DAO himself,
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The specialist technical services such as Crop Production
and Livestock Production (see Figure 2,1) are available

at the District, Provincial and Headquarters level, as
required, Individual field staff may have specialised

in one of the subjects, but each specialist service has its
on management structure, The L & FM Division is more in

the direct line of management in the Agricultural Department
than is the case with the other Divisions operating in the
Large Farm Sector and has become the natural agency through
which extension for the Sector would be applied.

Direct contact between farmer and extension service ie

then mainly at the JAA and AA level, where only in

excep tional cases would the quality of their unders tanding
and technical knowledge be sufficient to gain the

confilence of a farmer whose difficulties stem from a number
of different sources, to which the palliatives offered by
the AA may well be irrelevant, The AA, at the bottom of the
bureaucratic ladder, aware that he is not going to be able
to produce the transformation in the quality of the

farming in his location which could possibly bring immediate
access to higher rungs on the ladder, will tend to seek, and
possibly cultivate, other interests, For his lack of
success (rather than failure) he will find excuses in his
Bck of mobility, in his possibly unsatisfactory housing, in
the lack of demonstration facilities etc.

The problems of the Large Farm Sector are discussed in
other Annexes, but may be summarised here as the technical
problems of appropriate resource use, the human problems
of motivation, the legal problems of land tenure, the
financial problems of credit supply and the overall problems
of management, These are diverse and complex problems, and
failure to deal satisfactorily with one of them would
affect the others. They call for a specialised approach
which a general agricultural extension service is not
equipped to offer through the medium of the lower levels of

a bureaucratic system,
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The need for an integrated approach is recognised in a
general sense by such proposals as the Ndegwa Report's
District Development Committee (DDC), where the District
is seen as the basic planning unit, which should be

given a planning and implementation function, The revised
Agricultural Act of 1967 established the important
District Agricultural Committees (DAC) (Section 22 of the
Act), made up of representatives from the individual and
group farming community, from the senior officers in the
District of the Agricultural, Veterinary, Forestry and
Co-operative Departments, and from local county councils,
dl under the chairmanship of the District Commissioner.,

The Large Farm Rehabilitation Project has adopted the

sarme system, in response to widespread appreciation of the
importance of the integrated approach, and there are now
Group Farm Rehabilitation Committees (GFRC), whose specific
function it is to scrutinise the proposals for prospective
candidates for rehabilitation prepared by teams from the
Land and Farm Management Division of MOA, Under the
chairmanship of the District Commissioner, these Rehabilita-
tion Committees present their selections for the decision of
the Central Prbject Office in the Agricultural Finance
Corporation (AFC) head office in Nairobi.

There are, perhaps, too many of these large and cumbersome
Committees, and it may well be that one only would suffice,
What in fact appears to happen is that sub-committees are
either formally or informally constituted, which provide

a valuable meeting point for the various agencies with
responsibility for the agricultural sector in the District
concerned, At best, these District Committees can only
identify problem areas, recommend broad lines of policy and
issue instructions: they cannot look at every individual
problem farm ard produce an individually tailored solution.
to each one. The broad recommendations of a committee and
its specific instructions must filter down through Divisions
to Locations, to a Evel of expertise and experience which is

not equipped to communicate a solution which invelves farwing
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Sys tems, people, credit and management, each dependent

upon the other,

successes of the extension service have been consider-
“hle, but they are concerned with the dissemination of a
straightforward proposition, such as the use of hybrid
mize, or where a single cash crop such as coffee is
concerned, where there is a well developed and authoritative
marketing system to reinforce the basic extension work,
‘he Large Farm Sector's problems are not susceptible to a
single solution, and before any extension work could hope
to achieve even a modest sucéess; it would have to look at
the existing structure of the ownership groups, the extent
to which the land available is being used, the sort of
incentives which could motivate the owner or owners, and

farm management and other factors,

2.2 Co-operatives

2.2,1 General

The development of the co-operative movement in Kenya has
been influenced by the development of the large-scale
Western type of farming as well as by establishment of a
Department of Co-operative Development, On the one hand

such organisations as the Kenya Co-operative Creameries
Ltd., (KCC) and the Kenya Farmers' Association (Co-
operatives)Ltd., (KFA) grew in response to the specific needs
of large-scale crop and livestock farming, and are now

exempt from the provisions of the Co-operative Act under
Section 86(1). On the other hand, the Co-operative
Department has been active in promoting the growth of the
co-operative techniques among the subsistence and small-
scale farming communities, and has had some outstanding
successes in handling crops where there is a specific
operation which provides scope for a co-operative enterprise,
such as primary processing of coffee and cotton, and the

collection of milk,
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‘he original co-operative legislation, based on the Model
Ordinance for the guidance of colonial governments,
provided for the establishment of the Depariment of Co-
operative Development in 1945, By 1953 260 Societies

had been formed among the rural African communities, with
a membership of some 39,000, At this stage the main
success had been with dairy and coffee societies, and
although their turnover represented only about 3 per cent
of the value of produce handled by the European-run
co-operatives, it was indicative of an interest in the
possibilities of corporate activities in which the emphasis
was upon what an individual produced rather than on what
capital he could subscribe, The movement continued to
develop at these two levels, with the powerful and well~
established European co-operatives increasingly liberalising
their attitude toward the cautiously developing African

oo -operatives,

During the early and middle 1960's however, a somewhat
ill-~advised policy was followed of forming co-operatives
without first of all promoiing a basic understanding among
the members of the rights and responsibilities which are a
prerequisite for success, The effect was a rapid increase

in numbers, with a serious decline in standards of efficiency
and integrity. These shortcomings tended to cloud the

fact that by 1970, co-operative societies in the smallholder
sector were estimated (Sessional Paper No, 8 of 1970) to be
accounting for a turnover of someKI22,5 million, or 50 per
cent of the total co-operative turnover, The Co-operative
Act of 1963 was repealed, and the current Act of 1966 and

the Rules of 1969 provided for direct government intervention
in the management of a society's affairs in the event of the
fai lure of a committee to perform its duties properly, The
present organisation of the Department of Co-operative
Development, whose responsibility it is to promote and
supervise co-operative societies, is illustrated in Figure 2,2,
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2,2,2 Co-operatives in the Larce Farm Sector

Co-operative development in the Large Farm Sector has
tdcen two main forms, the Farm Purchase Societies and the
Shirika system., These are essentially group farming
systems (except for the subsistence plots), engaged in
production, tractor services, marketing and all other
aspects of normal farm operations, In the mixed farm
sector there are virtually no co-operatives dealing only
with marketing or credit,

These co-operatives came into being as a result of the
transfer of land from the expatriate farmers to groups

of indigenous farmers, This transfer has taken three main
forms, (a) settlement schemes whereby the large units were
bought by Government and were completely subdivided into
small individual holdings (e,g, the Million Acre Scheme),
(b) purchase of large farms by Government, for the Shirika
type settlement, and (c) private purchase by groups which

have formed Farm Purchase Societies,

In type (a),the settlement schemes, the Ministry of Land
and Settlement (MLS) brought in groups of landless
applicants and settled them on individual plots of land in
accordance with conventional resettlement practicea. In
this case, the Co-operative Department has uuppliéd the
promotion, training and supervision needed to provide these
groups with a co-operatiie organisation for marketing and
input supply., Since these settlement schemes involve only
small farms, they are not considered further in this study,

which is concerned with the present Large Farm Sector.

Under the Shirika system, which was introduced in 1971, the
families being settled are allocated a subsistence plot,
usually around the perimeter of the farm, while the balance
is farmed as a large farm unit by a manager appointed by the
MLS, The constitution of the Shirika farms, of which there
are now 93, is again co-operative, and the statutory duties
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of the Commissioner for Co-operative Development are
exercised by a section of the Department which was
assigned to the MLS, In many cases the group farm area
is in practice run by the MLS manager as a directly-
managed large farm rather than as a co-operative, the
Shirika members having little influence on the group
farm operations, In general, the system does not appear
o operate well, because of managerial problems, and in
many cases, conflict between the members and the MLS
management,

There are at present I27 Farm Pnfchase Societies, As
discussed elsewhere, when farms in the former scheduled
areas are sold, the new ownership can be individual,

through small partnerships (up to 7), through groups
registered as Farm Purchase Societies, or through groups
constituted as a cowmpany (with a maximum of 50 shareholders).
There is theoretically no limit to the number of share-
holders in a Farm Purhhase Society, but the Co-operative

Act requires that a member must be "resident within or

occupies land within the Society's area of operation".

The Byelaws of the Farm Purchase Societies state the

objectives of the society, 'They are;=-

(a) to develop the farm as a collective farm;

(b) to market the farm produce co-operativelyj

(c) to promote good farming practices;

(d) to provide, through insurance,against a
variety of risks,

The significant elements in the constitution of these Farm
Purchase Societies (FPS) are that there is no limit to the
number of members beyond the fact that they must be residents
or occupants of land within the farm, and that the farm is b
be farmed collectively. These two factors have tended to
make the FPS the first choice of the AFC Group Farm
Rehabilitation Project, firstly because there is a clearly
defined constitution, and secondly because the notion of
collective farming lends itself to the sort of large-scale
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farming which the project involves, However, it also

runs counter to the members' expectations, which are
predictably that each member should occupy and farm a
specific area of land as his own, This, of course, is

one of the basic conflicts which would be met in any
programme which sees the problem as one of rehabilitating
land as a large-scale farming unit rather than as one of
meeting the aspirations of the shareholders by developing
smallholder farming systems through the provision of an
integrated service made up of a{l the components necessary

for optimum land and human resource use,

Evidence from the Consultant's farm survey and sociological
studies and from other sources indicates that group
farming as practiced under the FPS and Shirika systems has
not on the whole worked well, and is not in accordance
with the aspirations of the members., Group farming on the
large farms has suffered from many of the problems typical
of production co-operatives (e.g. the difficulty of
achieving effective management, and disagreements and lack
of trust between members), and also has received
insufficient supervision and advice, In contrast to the -
generally inadequatg performance of group farming, the
deve lopment of service co-operatives and informal arrange=~
ments for sharing services on fully or partly subdivided
large farms has been promising, Farmers running their own
holdings on such farms ﬂave shown themselves capable of co-
operating in the sharing of facilities like milking sheds,
dips and tractor services, As yet relatively little
assistance has been received from official agencies., In
many cases major improvements in the management of such
services are needed, but at least the farmers have

demons trated their interest in this type of co-operative
and sme degree of competence in organising them,



2.3 The Ministry of Land and Settlement

The Ministry of Land and Settlement (MLS) has been one of
the main agencies involved in the land transfer programme
for the Large Farm Sector. In this field of activity its
principal functions are the organisation and managemsent

of settlement on former large farms, land adjudication and
registration, and the purchase of large farms for subsequent
transfer to groups and individuals or for settlement or
direct management by MLS itself or other agencies (e.g. the
Agricultural Development Corporation),

There are five main departments in MLS, namely the Settlement, =
Survey, Land Adjudication and Physical Planning Departments

and the Commissioner of Lands, For the proposed Large Farms
Programme the most important is the Department of Settlement,

, , The regional organ:i.sation: of this Department is based on

"“five Area Settleme me nt C%/z::trol ers, ome each in \,21;:‘;]31'(2 Vi )‘Z?w,(:_
%~ Nakuru, Eldoretvl‘\tombasa endettioumn, At eat.ﬁ‘:!\rea Office ﬁﬂf Io%m
there are several Settlement Officers and a considerable ;,'&,0(
number of supporting staff, 1In the two Areas which are of &%b«
mst concern to the present study, Nakuru and Eldoret, there

are three and four Settlement Officers respectively, Separate

staff are provided for the Shirika farms, & Managers each

being responsible for a number of farms, under the overall
supervision of the Area Settlement Controllers., Each Shirika

farm has its own manager,

For the proposed programme the main task of the MLS will be

to undertake the adjudication and registration of the

holdings created by the subdivision of the Category 2 and 3

large farms, In many instances this will be merely a

ques tion of formalising existing de facto subdivisions, Ia
other

of farms-which-at-—present—are—still-suainly run a6 —Frews———

operatiensy
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MLS have plentiful experience of this type of work in the
former Scheduled Areas (the areas in which the large farms
are located), On at least 50 of the farms subdivided
under the Million Agre Scheme the settlers! holdings have
been registered and titles issued, There is, however, a
large backlog of such cases and on many of the subdlvided
farms registration of title bas still to be done,
ézigﬁiiythﬂtﬁrdx /C?;qufaieﬂvma&*»Cawvv~“*°"“\ ‘*ﬁ’&“‘db‘“*‘/ 4“4?*
In contrast to the Trust areas, for which no previous
title deeds exist, land registration in the large farm
areas would not be too complicated, provided that the farm
members agree amongst themselves on the details of the
subdivision, With future subdivisions the registration
process could be undertaken by the Settlement Department,
with relatively little help required from the Survey and
Adjudication Departments, A map showing the boundaries
of all the new holdings would be prepared by the Soil
Conservation Units of the MOA and then discussed with the
farmers and the Settlement Department, If agreed, it would
be approved by the Settlement Department and forwarded to
the Commissioner of Lands for registration and issue of
titles, Once titles have been issued, land could be bought
and sold, but only with the approval of the relevant
District Land Control Board.

A major difficulty with the subdivision of group farms is,
however, the procedure for dealing with debts incurred by
the group for loans froQ AFC and other agencies for farm
purchase and other expenditure, This is likely to be the
most time—consuming part of the subdivision and registra-
tion process, Proposals for dealing with the problem are
presented in Section I,

Despite their considerable experience in this field and
theif well~established organisational structure, at
present the Settlement Department does not appear to have

sufficient capacity to meet the demand for land registration

4 A~ fo-
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in the large farm area, This demand will be greatly
increased by the Proposed programme, which will involve

the registration of subdivided holdings on hundreds of
large mixed farms, If this is to be completed in
reasonable time, parts of the Settlement Department which
are involved in land registration will have to be
strengthened by improving efficiency and by the provision
of additional staff, This is discussed in the Main Report,
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2.4 Training

lhe strategy which the Consultants are recommending places
considerable emphasis on the development of a strong
commercial smallholder category (Category 2) within the
wrge Farm Sector., It has been suggested previously that
the sort of extension effort needed to guide this type of
development is not at present available, since the extension
service has mainly grown either out of the needs of the
indigenous farmer or out of those of the large-scale
expatriate farmer, Thus the man in the middle, who needs
mich more than simple advice on cultivation of a particular
crop and much less than complicafed advice on mechanised
cultivation on a large scale, does not have a service which
®wuld offer him the package advice on suitable farm systems,

credit, record keeping, soil conservation and other aspects,

The recent development of the Land and Farm Management
Division (LFIMD) of the MOA, and the soil conservation, farm
planning and tractor hire services offered, though as yet
not always effective, is a response to the needs of this
category of farmer, struggling to achieve an identity. This
sort of advice cannot be taught to a practising farmer in a
classroom, but the classroom and the training institutions
which provide them, can equip the extension workers with the
various components of the package advice needed, In the

f ourth section of this annex, the organisation for this

type of specialised extension is discussed, together with the
recommended group framework needed to make the proper impact
This section will comment on the training institutions which
have the responsibility for providing the necessary staff to
MQA , MCD and, indirectly through MOA and MCD, the Ministry o
Land and Settlement,

The organisation of MOA and MCD is largely determined by the
nature of the civil service, in which the professional

ministries need a bureaucratic hierarchy to provide the
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essential administrative, executive, clerical and

field services, The hierarchy is, in general, define<

by the qualilicalions of ils nersonnel. A+ ine top level
are the professional officers wi+!: degrees in agriculture,
veterinary sciences, economics, commerce, business manage-
ment and administration., Below them are the diplomates,
mainly from Egerton College, but with some co-~operative staff
from the Kenya Institute of Administration or from overseas
institutes, At the lower level are the certificated
Agricultural Assistants from Embu, Bukura and Kabete, or
certificated Co-operative Assistants from the Co-operative
College at Langata., At the lowest level is a considerable
number of Junior Agriéulturai Aésistants, with no specific
qualification, but trained in service on short courses at
vocational centres at Narosura (Farm Mechanisation) and
Naivasha (Dairy) or Farmer Training Centres (FIC), This
last category is being phased out at the supply of

certificated Assistanis increases,

The ILO report on Employment, Incomes and Equality of 1972
makes the point that the present system of training and
qualification, while not preventing movement from the lower
levels to the higher, makes it difficult for the exceptional
entrant who (in agricul ture,for instance) would require
eight years of continuous study, with very little actual
responsible field work, to move from AA to A0, TFurthermore,
during this period of study, the student would be covering
the same ground for a portion of each separate course. To
a certain extent this is unavoidable as being part of the
system, and no further comment is necessary, But extension
work, directed at the proposed commercial smallholder in the
Large Farm Sector, needs to be offered by groups of field
workers with special aptitudes, Selection of the personnel
for the proposed Commercial Smallholder Development Teams

(see Section h) should be on a basis of personal assessment

rather than qualification,



As a general guideline, however, it is felt that the ty pe
of training offered by Egerton, and the special short
@urses which form part of the Co~opérative training
programme, would be the most suitable for the members of
the specialised extension teamns proposed in Section 4,
~gerton College offers three year Diploma courses in the
following subjects:-

1. Agriculture and Home Economics
2., Animal Husbandry

Agriculture

Horticulture

£ W
.

Dairy Technology

Farm Management

Agricultural Education
Agricultural Engineering

o g oo i B VAR
L]

Range Management

The syllabuses for each course.ére built up from varying
p;oportions of teaching from each of the ten teaching
Departments, namely Home Economics, Animal Science,
Biology, Chemﬁstry, Crop Production, Dairy Technology,
Economics, Education and Extension Engineering and range
Management, Thus a diploma in any one of the first six of
these subjects would cover much of the ground needed.

In addition to the institutions providing degree, diploma
and cer tificate training, the agricultural sector controls

a group of 32 Farmer Training Centres, which are frequently
criticised for being under-utilised, and two Farm Management
Training Centres, at Eldoret and Nyahururu, - The aim of the
latter is to provide practical training in managing large
farms, The courses are for nine months, followed by a year
working as an assistant manager on a well-run large scale
farm, The syllabus is as comprehensive as is consistent with
the capacity of the type of student who is normally taken,
These are usually people with a rural background, possibly
handicapped by a limited education, The course covers



production, economics, farm planning, records and accounts,
agricultural marke ting, crop and animal production and
farm machinery. The best students are selected for

further supervised training by organisations like East
African Acceptances. 3Some are emploved on settlement

farms and occasionally on private farms, Both institutions
are hampered by the fact that Farm Management is not seen
as one of the occupations suited to the best school leavers.,
Moreover, as with all forms of management training,

however excellent the training may be, the performance of
the student depends upon whether he has the necessary
aptitude, The overall demand for trained farm managers
with the necessary flair is unlikely to increase if the
recommended strategy is followed., It is anticipated that
the demand will be increased in the Category 1 farms but
decreased in Categories 2 and 3.

The faet that the above training is generally regarded as
being acceptable indicates that the task of managing a
large farm is underrated in terms of its demands for not
only technical proficiency in crop and livestock productien
but for a profound knowledge of the interrelationships
between enterprises., It also requires additional skills
such as bookkeeping, record keeping and an analytical
ability to define how and why things go wrong., Lastly, the
job requires an ability to organise and work effectively
with large numbers of men, Recommendations regarding the

extent and intensity of training are given in Section 4.5.



S RELATED PROGRAMMES AND PROJECTS

3.1 Introduction

A

In considering a suitable approach to the problems of the
Large Farm Sector, it is necessary to take into account
relevant projects and Programmes already planned or in
operation, As it happens, there are a number of such
programmes which, although not -specifically directed at the
Large Farm Sector should become involved in the implementa-
tion of the proposed strategy, There are, for instance,
impor tant Nordic-assisted training programmes in the
co-operative sector which could be adjusted to the specific
needs of the proposed Smallholder Land Use Association (see
Section 4) whenever the smallholders concerned elect to
register under the Co-operative Act, In the same way, the
Co-operative Production Credit Scheme (CPCS), the Co-
operative Thrift Scheme (CTS) and the Smallholders Production
Services and Credit Project (SPSCP) should be deployed in the
Large Farm Sector wherever the processes of subdivision

have altered the nature of the relationship between the
farmer and the credit institution.

The three programmeé or projects which have the most direct
bearing on the Sector are the Group Farm Rehabilitation
Project, the Commerciﬁl Farming Project, and the Integrated
Agricultural Development Programme (TIADP), The first is
directed specifically at the Sector and aims at providing
man agement assistance and credit to participating group
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farms under a management system controlled ceantrally by
the Agricultural Finance Corporation (AFC) and co-
ordinated with the Land and Farm Management Division
(LFMD) of the MOA, The Commercial Farming Pro ject is

in general a continuation of earlier IBRD/IDA finance
for selected commercial smallholder credit through AFC,
assisted by the LF!MD, The IADP is directed at the small
subsistence farmer with a target of some 70,000 credit
packages through the co-operative system or through AFC,
with the LMD once again assuming the functions of

direction and co-ordination,

The Study has shown that what is referred to as the Large
Farm Sector conceals the fact that farming practices
within tle 'sector' range from the conventional 'broad
acre' highly mechanised mixed farm, as operated by the
former expatriate owners, to the small subsistence plot,
the occupier of which has to supplement his farm yields

by seeking paid employment elsewhere, There is an
important intermediate category of potential commercial
smallholders where there is constant pressure toward
individual ownership, 1In each category there are
variations in technical and financial performance, The
strategy which the Consultants recommend is to formalise
this situation through a policy of controlled subdivision,
with the support needed. to maintain standards where they
are good or rehabilitate the bad farms, This support they
see as coming from existing programmes through a process of
selection and identification rather than through any
separate new programme, except insofar as the process of
selection requires a specialised approach, An attempt is
made in Figure 4,1 to represent the manner in which the
Large Farm Sector development should be influenced through

the various agencies and programmes involved,



322 GCroup Farm Rehabilitation Project

The Group Farm Rehabilitation Project was originally
designed t fit into the existing structure of AFC

as the credit institution,with MOA as the agency
concerned with agricultural extension and farming
practices, The proposed organisational structure is
shown in Figure 3,1, The Steering Committee was to

be at the headquarters level of both AFC and MOA and
the control of operations would have been rested in a
District Large Farm Committee composed of the district
heads of MOA, MCD and AFC, This would have provided
the project with a focal point for the various agencies
and interests involved in the rehabilitation process
and would have provided a medium through which the
individuals and communities concerned could be involved
in the process of rehabilitation, It would also have
mrovided these communities with a means of making their

aspirations clear,

The actual composition of the management structure of
the Project (Figure 3,2) moves the point of focus away
from the District and establishes the control of the
farming practices within the credit institution, There
are certain weaknesses in this, the principal one being
that the whole project is dominated by credit and the
recovery of overdue loans by further investment,without
looking at the basic causes of the failure of the farms
in the first instance, The co-ordination ma chinery does
not permit satisfactory interplay between MOA, MCD and

AFC,

The group farms which lend themselves most readily to the
attention of the rehabilitation programme happen to be
the‘co-operative Farm Purchase Societies (see Section 2,2),
This is because they are registered under the Co-operative
Act and are therefore under the supervision of the
Commissioner for Co-operative Development, In theory they
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must operate within certain laid-down regulations, and
their failure to do so on occasion is a matter which

does not affect their attractiveness to the rehabilita-
tion project, with its natural concern for the security
of its lending, The co-operatives have a clearly
defined institutional structure within identifiable

legal restraints. The other type of group, the Farm
Company, lacks supervision and is thus an easy victim

to undetected misappropriations, although under proper
management it can provide more effective decision-making
machinery, But a well-managed Company would not come
within the definitio@ of a group farm needing rehabilita-
tion, The Project is thus left with a choice of bad
Farm Companies and bad Farm Purchase Co=-operatives, with
a preference for the latter, This was not taken into
account in the first instance, and the AFC has tended to
ignore the statutory obligations of the Co-operatives and
of the Co-operative Depaftment. This could have been
avoided had the IBRD Appraisal report provided for the

c o~operative participation in planning and implementation,

The original proposal (Figure 3.1.). would also have

moved to be less than satisfactory, for although it avoids
the mistake of placing the actual management of farming
within the credit institution and of paying too little
attention to the needs and aspirations of the group

owners, it pays insufficient attention to the need for
defined management for the project and for a suitable
institution through which the project could operate. 1In
both cases, furthermore, the type of rehabilitation
envisaged, which is to provide trained managers, supervised
by experienced visiting managers and provided with farm
plans and credit to enable them to be implemented, could

be applied most effectively to the run-~down or badly-
managed individually owned farms, and to the farms with

two or three partners: to that category of ownership, in
fact, to which Government may look for a continuation of
the large-scale mechanised farming needed to provide supplies

of seed and grade livestock for the rest of the agricultural

sector.



A review of the current situation of the Group Farm
Rehabilitation Project was made by the Consultants
end is given in Annex of this report, It is
clear that progress to date has not been encouraging
and that the project has certain fundamental weak-
nesses, As constituted at present, the project has
only limited applicability to the'strategy and

pr ogramme proposed by the Consultants for the Large
Farm Sector, In this programme its main possible role
would be the provision of managerial assistance and
credit to the Category 1 farms.-

3.3 The Commercial Farming Project

The Commercial Farming Project is a continuation of
previous IBRD/IDA credit/loansaimed, through AFC, at
both smallholders and larger farmers, It involves
seasonal credit and longer~term loans., Lines of credit
are provided over a period of three years, for seasonal
loans for cash crops and food crops for sale, ahd for
land clearing, small-scale equipment and other items,
The project also covers livestock improvement and gives
loans of up to K% 250,000 for on-farm development on
medium and large commercial farms, It makes special
provision for loans for machinery and equipment to
increase the number of farm contractors and for loans to
stockists to make input gupplies more readily available

at the time they are needed,

Under the present proposals for the continuation of the
Commercial Farming Project, there is no special project
management because in essence it is intended to extend
AFC's lending capability by establishing a Commercial
Farm Credit Fund, This would be a revolving fund, to be
replenished by Govermment in the event of its being
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depleted tlwrough crop failures or through such policy
decisions as maintaining interest rates below what would
be commercial ly viable, The pProject is dimplemented
through AFC's 33 branches, which will be able to offer a
wre speedy loan processing service, at least to the
small-scale borrower, as a result of the recent policy
of increasing the lending limits of the branch managers,
The MOA provides the technical assistance in selecting
participants, principally through the LFMD on the same
basis as for existhg credit programmes, The function
of the extension services is to Prepare farm plans and
to guide and supervise the Horrdwers.

Although there is no specific project management, because
the project is essentially an injection of additional
World Bank funds to increase AFC's farm development
lending capacity, this additional capacity will strain
the manpower resources of AFC, For this reason, the
project provides for an increase in their clerical and
field staff, No such provision is made for MOA, since it
is considered that the Ministry's need is for reorganising
existing staff rather than increasing their number,
Furthermore, the third project, IADP, lays emphasis on
improved training facilities for field staff and for
farmers, and it is upon the effectiveness of Tield staff
rather than simply on numbers that the benefits of
additional credit will become apparent, This is true, and
it is perhaps a defect iﬁ the Commercial Farming Project
that the matter is not pursued, Credit alone cannot
provide the improved productivity which is needed in the
areas where commercial farming can be practiced by small-
holders and medium and large=scale farmers, It is credit
suppor ted by improved services, guided by appropriate
planning and management advice and applied through
institutions in which farmers lave an interest, such as

co=-operatives, that will in the long run be able to

tran sform the sector,
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"rom the viewpoint of the Proposed programme for the
Large Farm Sector, the Commercial Farming Project has
only a limited role to play, its main function being

23 a source of credit, As is made clear in the summary
of the programme in Section l, credit is only one of a
number of important components in the Proposed develop-

ment,

3.4 The Integrated Agricultural Development Prosramme

The IADP is aimed at the Smmll Farm Sector, It has its
own project management structure; which is shown in
Figure 3.3, From the viewpoint of the proposed Large
farm Sector programme, its main relevance is for the
Category 3 farmers, and in some cases Category 2 farmers

also,

The Programme recognises the basic constraints to small-
holder development and aims at removing these constraints
through a co-ordinated effort from all agencies concerned'
with extension, training, input supply, credit, livestock,
mrketing and mechanisation services, In that respect, it
follows on from the Special Rural Development Programme
(SRDP) of 1971yunder which one administrative Division in
each of the ma jor Provinces was chosen for use of the
package approach to improve rural conditions., The IADP
will take over the SRDP programmes and will adapt its

own approach to the lessons learnt from the SRDP!s, It
will include a number of specific crop production improve-
ments, based on predit, input supply, extension services

- and marke ting, directed at those sections of the rural
ommunity which do not at present qualify for other credit-
ased packages., For example, the AFC smallholder credit
is available only to selected farmers who have some sort of
security to offer., The Guaranteed Minimum Returns (GMR)
scheme reaches the mrize and wheat farmers who do not
come into the subsis tence category., Even the Co-~operative
Credit Scheme (CPCS) misses the purely subsistence farmer,
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because it lays down standards for creditworthiness which

are based upon the individual's production of marketable
surpluses,

The IADP is therefore aimed at reaching the subsistence

as well as the established small-scale cormercial farmer
and includes a new small farmer credit scheme for
operation through the co-operatives, It would use the
District Agricultural Committees to assist in the processes
of classifying farmers into subsistence and non-
subsistence categories, assessing the potential of
applicants and providing packages suited to holdings of
about 0,5 ha, 7Two basic conditions would be laid down:
(a) that the participants join a Co-operative and (b) that
the participants give an absolute undertaking to market
through the Society,

As an adjunct to the pwoviéion of credit packages geared

to 0.5 ha, holdings, TADP would make credit available to
input stockists in the localities where the programme

would be operating. This would supplement the existing
outlets which are effective in the areas where they have
established branches (IFA and KNFC), but which do not
dways reach the very small-scale farmer, In addition, IADP
would subsidiSe the production of small packs of seed and
fertiliagﬁisuited to the needs of the subsistence level
farmers,/would seek to inprove loan recovery mechanisms
through the iaize and Produce Board (MPB), It would also
seek to rationalise and co-ordinate transport, stotrage and
marke ting systems in the locations selected, The Programme
includes further wide ranging proposals for making mechanisa-
tion available to the small farmer as well as to the large
ones, by increasing the supply of agricultural engineers in
the LFMD and by encouraging the development of contract
ploughing and improving the Tractor Hire Service, OfF

par ti cular significance to the Large Farm Sector, as defined
in te current study, is the proposal in Phase II of TADP
(which would run concurrently with Phase I, from 1978) for



identifying specific mechanisation proposals for small
farms, If controlled subdivision of existing large
farms takes place, mechanisation for commercial small-
holdings would be a most important aspect of the
recommended strategy.

IADP has additional proposals which would affect every
aspect of the Ministry of Agriculture, including
marketing, storage, transport, roads, rural water supplies,
research, training and extension, The programme, in fact,
tends to become a blueprint for_the functional development
of the }MOA, and although it is directed primarily at the
subsistence and smallholder farmer, by virtue of its focus
on the LFMD it must automatically influence the whole

mectrum of farming in Kenya.

Its management would be tlrough a Project Management Unit
(see Figure 3.3) within the Land and Farm Management
Division, with Provincial and District Co-ordinators. As
with all projects, there will be a certain amount of
duplication of functions at all levels, nor is it easy to
understand why so little attention is paid in the organisa-
tional structure of IADP to the contributions which are
expected from the Ministry of Co-operative Development, It
is recognised that the co-~operatives have an important part
to play in the input,supply, credit and marketing systems,
They have, in fact, an equally important function in both
training and extension systems, so that co-operatjve
management committees and membership can be brought to the
level of efficiency and understanding needed to transform

the subsistence sector.

As yet it is not possible to judge the effectiveness of the
IADP, since it began operations only very recently, As

plammed at present, however, it could play a vital role in
the development of the Category 3 farms, The TADP is aimed
specifically at the small farm sector and, as explained in

Section 1, the programme envisages that the present Category 3
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large farms should be subdivided into small units, in
most cases of a size suitable only for small-scale
farming. This is the size for which the IADP is
designed, After subdivision has taken place, the aim
would be to provide the resultant small farms with the
assistance needed to move them from subsistence farming
to the production of marke table surpluses, partly
through the encouragement of service co-operatives (see
Section 4), The IADP has an important part to play in

this process,
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4, INSTITUTIONAL ARRANGECMENTS TO IMPLEMENT THE
PROPOSED STRATEGY

4,1 Introduction

In order to implement the proposed strategy successfully,
certain institutional arrangements will be required,
These are summarised below. They have been formulated in
such a way as to utilise existing institutions as far as
possible and to avoid setting up new bodies except where
absolutely essential,

(a) Group Farms Rehabilitation Project

As discussed elsewhere in this report, the Group Farms
Rehabilitation Project in its present form appears to

have little chance of success, This is mainly because
group farming as such suffers from severe problems, above
all from the basic desire of most members to subdivide
group farms into individual ly-owned holdings, It is there-
fore proposed that a change in emphasis should be introduced
to the GFRP, its main function becoming the provision of
assistance and services to all large farms in Category 1
(those which are operated as large farms), rather than only
group farms, In practical terms this would require
omparatively few changes, The project could be re-named
the Large Farms Rehabilitation Project (LFRP),

Under the present system farms suitable for inclusion in the
GFRP are identified by the ILFMD's District Land and Farm
Management Teams, which have been set up as part of the
GFRP., For each farm these two-man teams are then supposed
to prepare a farm plan and submit them to the recently-
formed District Rehabilitation Committees, which, like the
Teams, have been established as part of the GFRP programme,
If approved, the plan is forwarded to the AFC's Large Farm

Managenment Section for review and financing, xmplementation
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of the plan is undertaken under the supervision of this
AFC section, the Section arranging for the provision of
resident managers to the farms and for their periodic

supervision by senior Visiting Managers,

At present the main problem with this system is the

lack of effective planning work by the District LFMD teams,
Once suitable farms have been recruited by the teams, it
would be preferable for the planning work for the Category
1 farms to be undertaken by the AFC's Large Farm lanagement
Section, which would have specialised staff with -

par ticular experience'af large farms,

As regards the present GFRP system, the only major changes

]
proposed are as follows:=-

(i) Planning of the participating large farms
(which will be the Category 1 farms) should become the
responsibility of the AFC rather than the LFMD District
Teams, The plans should, however, still be subject to
approval by the Distric{ Rehabilitation Committees,

(ii) The responsibilities of the ILFMD teams should
be widened to cover all Category 1 .and 2 (those which when
subdivided would qualify as commercial smallholdings) and
3 (those which, when subdivided would be wholly or partly
subsistence)farms in thedr District, They would; however,
deal mainly with the identification and recruitment of large
farms for the various types of scheme proposed (LFRP for
Category 1 farms, the Smallholder Development Teams for
Category 2 and the IADP for Category 3), and would not
becxe involved in planning and_implementation.

(1ii) As with the LFMD teams, the duties of the
present District Rehabilitation Committees should be

broadened to cover all large farms,



(b) Overall organisational siructure for the prozramme

The preceding section (a) deals mainly with the Category 1
farms, but does not provide a basis for the planning and
development of the Large Farm Sector as a whole, or deal
with the institutional arrangements for Category 2 and 3

farms,

A proposed organisational structure for the Large Farms
Programme 2s a whole is shown in Figure 4,1, Under this
System a Large Farms Project Unit would be set up to plan

and direct the programme, For administrative purposes it
would come within the LFMD of fhe MOA, but in order to be
able to operate effectively would need to have a considerable
degree of independence, It would liaise with the AFC and
with the Provincial Inter-Ministerial Committee which should
be established to provide advice, co-ordination and other

assis tance to the Unit,

All large farms in the main mixed farming areas would be
identified by tggdexisting LFMD District Large Farm
Management Teams/over a period of time their particulars
would be sent to the Large Farms Project Unit, With the
assis tance of its Task Force, the teams themselves, and

other agencies, the Unit would then classify the farms into
categories, For the next stages, planning and implementation,
Category 1 farms would then be assigned to AFC, as described
above, and Category 2 to the proposed Task Force and Small-
holder Development Teams (see below). Less planning would

be required for Category 3 farms. These would be brought
into the Integrated Agricultural Development Programme (IADP)
and would thus require no additional institutional arrange-

ments.

The Task Force would basically be the implementation and
training arm of the Large Farms Project Unit, Its main
duty would be the establishment and training of Smallholder
Development Teams (SD Teams) to provide assistance to the
Category 2 (Commercial Smallholder) farms,
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of the MLS, in conjunction with the IFMD, In cases of
serious land disputes, the Adjudication Department would
be called in, '

\

3. Ministry of Co-operative Development (MCD): | MCD

would concentrate on the establishment of the proposed

Land Use Societies on the Category 2 and 3 farms (see Section
4,4), They would also supply staff for the Smallholder
Development Teams, as would the MOA,

4, Agricultural Finance Corporation (AFC): AFC would
be heavily involved in the programme, because it is the
principal source of farm credit and is owed large sums
by many of the farms under consideration, Direct
involvement will be greatest in the case of the Category 1
farms, for which planning and management supervision will

be provided by the AFC's Large Farm Management Section,

4,2 The Large Farms Project Unit, the Inter-Ministerial

Provincizal Committee and other LFMD bodies

A single body to plan and direct the programme will be

e ssential, This should comprise full-time staff rather
than a committee, To meet this requirement, the establish-
ment of a special unit within the LFMD is proposed, This
should be a rela tively small section comprising high-grade
staff, who initially might be expatriate, The technical
staff required would include a Pro ject Manager (a farm
maragement specialist), a Legal Adviser, probably a Farm

Management Economist and counterpart staff,

The Unit's main responsibilities would be planning,
direction and-co-ordinatioqt implementation being in the

hands of the proposed Task
Teams and the Large Farm Mamagement Section of the AFC, One

orce and Smallholder Development

of its first tasks will be to review each of the mixed farms

in the Large Farm Sector as they are recruited to the

R e
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Rehabilization Programme, and Place them in one of the
three categades illustrated in Figure 4,2, After this
Sseparation into categories a series of guidelines should
be drawn up based upon factors such as lamd potential,
apPpropriate farm Systems, present credit situation and

future needs, co-operative Potential and nanagement,
e

To ensure proper co-ordination between the agencies
concerned the proposed Provincial Inter-Ninisterial
Committee for Large Farms would conprise officials of

the three Ministries directly concerned (}MOA, MLS and MCD)
and AFC, It would liaise with the Large Farns Project

Unit at LFMD headquarters in'Nairobi and with the Directors
of Agriculture and Settlement and the Commissioner for Co=-
operative Development, as with normal departmental Troutines,
Since most of the mixed farms to be included in the pProject
are in Rift Valley Province, only one Provincial Cohmittee,
based at Nakuru, may be necessary, at least initially,

The objectives of the Smallholder Development Teams (spT)
would be to provide the type of extension service needed to
promote commercial smallholder farming, to éndﬂe group farms
in the formation of land use and service co-operatives or
associations, and to work with IADP in upgrading the
subsistence level groups (i.,e, most of the Category 3 farms),
The-iong-term.objectives are for the present mixed farming
part of the Large Farm Sector to consist of large-~scale
mechanised farms concerned with the production of certified
seed, grade cattle and wheat, with the balance in the hands
of commercial smallholders with farms of mixed sizes within
a range of 5-20 ha, depending on the location and potential,

To set up and train these teams and to initiate the
programme of smallholder development, a Task Force would
be established consisting of specialists in smaill farm
development, land use planning, extension,. credit,
co-operative organisations and communication, This team
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would be based in Nalkuru and for administrative purposes
would be attached to the provincial office of the Land

and Farm Management Division, It would operate as a team,

suitably provided with team wvehicles and adequate funds

to allow unhampered mobility, Initially it would
mncentrate on training counterpart teams to be Iknown as
Smallholder Development Teams (SDT),

Cach SD Team would consist of £our men of at least
diploma status, with at least two having additional

training in co-operative management and in group training
and communication methods, If possible, a suitably

mo tivated graduate with field experience should be team
leader, The combined resources of the team, channelled
through a set of guidelines, would be directed at
Malysing the problems of each group farm and then offering
the appropriate package approach suited to the individual
smallholders, selling the ideas to the group and providing
a long term follow-up service, Each 3DT would be supplied
with suitable field wvehicles and adequate funds,

Categary 2 (those which would, vhen subdivided, qualify as
commercial smallholdings) would be the class of farm to
which the Smallholder Development Teams would direct their
attention, and would number about S mixed farms, It is
estimated that a total of 8 teams would be required over a
-1 9 bnﬂntgar
per iod of earsg hand;ingiizafew farms each year)fow 3
o el : QO

, wnd coentinuing with- follow-up supervision and

inspections , feF—themexh_five_years. .

ThelTask Force would look for the personnel for theSD Teams
from expérienced field staff with the appropriate qualifica-
tions, Selection for membership of a Team would be seen as
promotion, with the experience gained while serving with a
team counting towards seniority at least equally with
ordinary field service, The SDT, like the Task Force, would
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for administrative purposes come within the Eand and I'amm
Management Division, The rate at which the Teams would

be formed would tend to accelerate as the Task TForce
developed its own training methods but the aim would be

to have all & Teams operational within a period of & years,
4 though the training would be continuous throughout the A
assignment of the Task Force, which initially would be for Bige -
vears, It may be necessary to consider an extension of

one year if the number of group farns suited to this
development was greater than anticipated, This could prove
to be the case if, as a result of settling the problems

of unregistered members in accordance with the suggestions
given balow, a number of the farms which at present are

o ccupied on a subsistence basis might subdivide into small
plots but still with a commercial potential,

4,3 Organising subdivision and land registration

The results of the survey indicate that the overwhelming
majority of group farm owners, whether they are partners,
company or co-operative shareholders, want and expect to
become individual titleholders, At present, the group owns
the title by right of purchase, In many cases, the title
is held by a bank as security against a proportion of the
purchase price lent to the group; in many other cases there
is +the problem of the registered shareholder with an
unknown number of 'shada&' shareholders who have helped to
finance his share subscription; and in still further cases

there are unregistered squatters claiming eque® rights with

slmreholders,

Many cases will not be complicated, because there are small
par tnerships and companies and co-~operatives where the
membership is not in dispute, or vwhere the disputes are few,
In these cases, the proposed SD Teams would report to the
Large Farms Project Unit that the farms are ready for a
survey and demarcation as provided for in the Registered

Land Act., Where there are complications, the Teams would
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appeal to the District Commissioner and the DA Committee
to see whether agreement within the group could be
reached, If this effort failed, the Teams would report
the fact to the Large Farms Project Unit which would have
to decide on an appropriate form of arbitration. It must
be remembered that at this stage the problem is still one
of identifying the claims of the unregistered 'shadow’
shareholders, It is not a problem which could be settled
in a court, since there is unlikely to be any evidence of
payment on the part of the claimants, and courts are busy,
expensive and hardly geared to handling this type of

dispute.

In these difficult cases, what is needed is an adjudication
rocedure which could take the verbal evidence of all who
claimed a 'shadow' interest in a registered share,
authenticate or reject'such claims, and require the
registered owner to bﬁy out his 'shadow! partners, If the
ZFoup was registered under the Co-operative Act, the problem
could be referred to the Commissioner for Co-operative
Development for determination under Section 8C of the Act,
which enables the Commissioner to appoint an arbitrator or
arbitratorﬁ, whose award would be final, If the group was
registered under the Companies Act, then the procedures of
the Arbitration Act could be followed, The issue of
unregistered 'shadow' partners in a share is, however, a
very sensitive one and the important thing is Eo get the
right answer and not to huwrry into any arbitrary solutions,
It is therefore considered that some thought should be

éveﬁ to the procedure most suitable for dealing with the
issue, once the source of authority for settling the dispute
(either the Co-operative Act or the Arbitration Act) has

been determined.,

The adjudication procedures established Li!ef the Land
Adjudication Act give the best sort of framework within
which it is possible to reconcile the customary methods of
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raising funds for the attainment of an objective by one
menmber of a family or clan on the one hand, with the
precise requirements of land registration, security for
credit ete,, on the other, The adjudimtion procedures
provide for the appointment of adjudication committees
and an Adjudication Board, The committee's function is
to utilise the knowledge and experience of the group to
arrive at an opinion on the validity of each claim, while
the Adjudication Board could be called in to advise the
Arbitrator should it appear to him that the opinion of
the Adjudication Committee is in any way biased,

If, after examining the opinion of the Adjudication
Committee, or obtaining the advice of the Adjudication Board,’
the arbitrator decided that the claims of the t!shadow'
partners were valid, then by his award the names of the

claimants would be added to the register of shareholders.

Ideally this would not be done in cases where the number

of shares divided dinto the available area of land would
give plot sizes below the minimum size required to operate
the farm systems appropriate to the area, In this event, by
his award, the unregistered but authenticated claimants
could be bought out by the registered shareholder to whose
shares they have contributed, If he was unable to do this,
then his shares could be bought by the Society or by any
other member at their face value, and the authenticated
claimants and the former owner paid in accordance with the

award of the Arbitrator by the new owner,

suéh a course of action would, of course, raise social and
political problems, because once the registers of share-
holders had been finalised, any one who was not on the
register and was not therefore a shareholder would have no
rights of residence or occupation, It would therefore be
jmportant to consider the claimants who had been bought out
or who held no valid claim but were resident and occupying
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land, It is suggested that they should be placed on a list
for a plot on a settlement farm - providing they could
Prove that they had no shares in any other group farm nor
any land elsewhere, It would contribute to the solution

of this immediate problem if the Settlement Department were
to have an option on any large farm which might come up for
sale, until the surplus unregistered occupar 5 of existing

group farms had been placed.

If the group farm lies within an area which has been

gazetted as a Land Control Area or Division, it would be
necessary either to go through the lengthy procedures for
obtaining the consent of the Land Control Board, or for the
Tnter-Ministerial Committee to apply to thé President for
exemption under Section 24 of the Land Control Act in
respect of each individual group farm where tﬁe preceding
steps have been completedﬁ This again would involve a
rultiplicity of applications and gazettings, It is therefore
suggested that a general exemption should be sought in
respect of any group farm vhich applies and is accepted for
registration as a Smallholders Land Use Co-operative Society,
the nature of which is discussed in the next section, The
Byelaws or Articles of Association of these new Societies
would make provision, among other things, for maintaining

the integrity of shareholders' plots at a minimum size
consistent with the objectives of the society}

Once a group farm's register of shareholders has been
finalised and the unregistered shareholders have been
either registered or bought out and settled elsewhere, the
3P Team would discuss with the shareholders the objectives
of a Smallholders Land Use Society, for which the Task
Force would, in consultation with the Commissioner for
Co~operative Development and the Provincial Assistant

Commissioner, draft byelaws and lay down procedures to be
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followed for amending the byelaws of the Farm Purchase
Society, Although it appears to the Consultants that
Section 10 of the Act may be sufficient authority for
®ianging both name and objectives of the Society, it is
appreciated that there are complex issues involved which
would require joint study by the CCD, AFC and the Task
Force, The central issue, of course, is that the Farm
Purchase Societies and Companies are in all probability
indebted to AFC for the land purchase, development or
Guaranteed Minimum Return (GMR) loans, The title to the
land will therefore be mortgaged' to the Bank and there
would be no question of translafihg shares inte freehold
Plots so long as this situation remained,

The principal concern of AFC is, of course, to ensure

that loan repayment schedules are kept up to date and

that its collateral is in the form of a realisable asset,
The Consultants are of the opinion that the concept of
group farming or collective farming is in general alien to
the shareholders and the productive capacity of the land -
is unlikely to be properly exploited (thereby securing the
regular repayment of loans) until the shareholders have
poséeasion of a share of the land, and have access to
advice, inputs and suitably designed farming systems, The
proposal is therefore that controlled subdivision should be
encouraged within defined limits, and a special form of
group extension service provided through the medium of the
proposed Smallholder Land Use Societies, Because of the
problems of indebtedness to AFC, the Land Use Societies
would have to continue to be the registered owners of the
land, and retain responsibility for maintaining loan
repayment until an agreed procedure had been accepted by

all concerned,

There appear to be two_choices for such a procedure’which
would only be taken with the consent of the Creditor., The
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first choice would be for a General Meeting of the Land
Use Society to pass a resolution to apply for partition
under Section 104 of the Registered Land Act, in a
manner which would provide shareholders with plots
propor tionate to their shareholdings, The subsequent
survey under Section 20/21 of the Act would provide
approximate boundaries for the purpose of registration,
and the Freehold Certificates would contain restrictions
as to subdivision and would be charged to the Land Use
Society., As creditor, AFC could require that the
individual charges be'transférrbé to them, but whatever
arrangement was made, it would thereafter be the
responsibility of the Society to open a loan account in
the name of each shareholder with a share of the debt of
the original Farm Purchase Society proportionate to the
shareholding, The situation of each group farm would be
assessed by the SD Teams, and it is not possible at this
s tage to- do more than suggest a general line of approach

to problems which will vary widely from group to group,

The second choice would be for the Land Use Society to
retain the title to the groﬁp land, apply as above for
partition, and lease the plots to the registered share=-
holders. Their leases could be in the form of periodic
tenancies sUbject to an undertaking on the part of the
Society to convert the plot to freehold once the Society

is freed from all debts.. They could altermatively be for

a specified term of perhaps 33 or 99 years, in which case
they would be registered and the certificate could have the
same restrictions and charges entered as with a freehold
title, On this basis, the sharehplders would pay a rent

to the Society in addition to paying for the various services
which the Society would be providing. The rents would be
set at a level which would enable the Society to enter into
an agreement with AFC for liquidating outstanding debts over

a specific period.



4.4 A Pramework for the Supply of Services Needed

for Smallholder Development

The social and productive advantages of smallholder
agriculture are well known, and much of the effort

of the Ministries of Agriculture, Co-operatives and

Land and Settlement is directed at suppor ting and
improving the smallholder sector, For historical
reasons, the Large Farm Sector developed separately, and
tended to set up its own support institutions. The post-
Independence decade has prgsi@ed over considerable
changes to these institutions, so that they have
increasingly reached out to the smallholder sos%ﬂonﬁiﬁﬁ
while the distinction between the two sectors has

become very much less clearly defined. The strategy
proposed by the Large Farm Study would tend to hasten
this process by stimulating the development of commercial
smallholdings, intensifying the use of land, and making
use of institutions geared to small-scale farming as well

as those designed to serve the larger farms,

This development, however, requires the support of special
services, as discussed in the previous sections, and
normal extension methods adopted in the traditional small-
holder areas would not be appropriate any more than would
the techniques of large-~scale farm management, The :
proposals offered have been based on the specialised team
approach, by means of the proposed SD Teams., It is
necessary for these, whose special training by the Task
Force would include the group approach, to have some form
of arganisation to deal with. The organisation would need
to be such that the smallholder can identify himself with
it and understand its structure and purpose.

There are really only two types of organisation which would
serve the purpose, the co-operative and the company, There




are arguments in favour and against both, but the

policy of the Government of Kenya, as stated in the
current Development Plan and as repeated frequently
since its issue, is that the use of co-operative
institutions in the agricultural sector will be given
full Government backing, The view taken by the
Consultants,therefare, is that the most appropriate
group organisation to encourage would be a registered
co~operative, although under no circumstances would
groups be compelled to form one. It has been suggested
that exemption from the Land Control Act might be given
under Section 24 for any controlled subdivision under—
taken by a Smallholders Land Use Society, This could
be made more precise by adding Co-operative to the title
and applying this exemption only to Group Farms which
have been registered or registered themselves under the
Co-operative Act, For groups which were opposed to the
co-operative system, or for individuals, there would
remain recourse to the Land Control Board under Part V of

the Act.

The criticism which is most frequently made of the co-
operative type of organisation is the lack of unders tanding
by the members of their basic rights, duties and
responsibilities, and the lack of any effective decision-
making machinery in the co-operatives' construction. Both
criticisms are undoubtedly valid, but are not irremediable,
Therefore, if Governmment policy of suppor ting co-operatives
is to be pursued, it is important for the SD Teams and the
Co-operative Department to pay particular attention to the
education of the members of the Land Use Societies' in the
basic functions of the Society, This might best be done
through regular one-~day group meetings at which the
function of the co-operative could be related to different
agricultural and social problems, In the matter of
ineffectual decision-making machinery, the problem is one
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of finding, training and keepinz a person who has a
'manager personality' on the one hand, and assisting him
to understand the power structure of the group, so that
he can rely on the support of his committee, Tt is :
toward the co-operative training programmes that the SD
Teams would look for assis tance in developing a working
relationship between Manager, Committee and Members.

.- -
While discussing the co-operative approach, it is
impor tant to make the point that the Society, in addition
to providing services, has a special purpose>which is
indicated in its title, This special purpose is to
promote the proper use of the land which lies within its
area of operation., This would involve advice on soil
conservation measures, a watch for overstocking, good
husbandry practices and the prevention of subdivision
be low whatever limits are stated as a restriction to the
freehold or leasehold title, A good manager and committee
would know how to use this authority at special General
Meetings in order to develop a sense of corporate
responsibility., If their authority were insufficient to
prevent undesirable land use practices, they would know
when to call for the SDTs to demonstrate the consequences
;f these practices, If all else failed, there would be
the gganctions contained in the Agricultural Act to invoke,
or the resirictions prescribed in the certifica‘;/of title,

The SDTs would not be able to provide individual farm

plans for every smallholder in every Land Use Society,
Their aim would be to identify the type of enterprises
aﬁited to the land in the area of operation of the Society,
the minimum amount of land needed for each enterprise to
succeed and the mixture of enterprises which could be
contained wi thin dfferent sizes of holdings., Ag a team,
they would with their own knowledge oar with specialist
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advice, discuss with the group and with the Manager
and Committee the amounts aof credit, the inputs, the

tractor hours etc.,, needed for the various enterprises,

offering the Society pPackage plans based on the
enterprises in aifferent units of magnit:ﬁ;,’ag;ch
smallholder would then apply these package plans to

his particular holding and, with the help of the

Manager, would apply for a short or medium-term loan

from the Society, which would apply for a consolidated
credit from AFC under the Commercial Farming Project,
recommended by the SbT. The manager would then be
responsible for the procurement of the inputs, for
negotiating with farm contractors for rates and times

of ploughing, and subsequently for issuing the quantities
and recording the charges against each individual account,
Each smallholder would sign a loan agreement, undertaking
to market his produce through the Society, the value
being offset against his loan, The loan system would
follow the CPCS in most respects,

From the foregoing it will be appreciated that the
Manager's training, while it should have a strong _
agricultural bias, should be very much concerned with
administration, record keeping, crop storage and marke ting
within a co-operative context, It will also be appreciated
that he would need to be well trained and capable,
qualities which have a high market value at present,
because of the shortage of trained manpower., For this
reason, it is proposed that his salary should be subsidised
as part of Government's plan to assist in the development
of a healthy co-operative movement, ;ﬂis rate of pay, it
is felt, should be at least equivalent to that of a
Co-~operative Assistant, Training of these managers and
other staff is discussed in Section 4,5,



-50-

As long as the land titles are encumbered as security

for AFC credit, whether for land purchase, development

or GIMR loans, the new Land Use Societies would have

the same area of operation as the former co-~operative

or company farm, When the subdivision has taken place
and shareholders have their titles, the need for the
service and supply organisations will not diminish., On
the contrary, these organisations would assume increasing
importance as the commercial smallholders gained
experience in running the recommended mixture of farm

en terprises, because they would be dependent upon the
organisation for the inputs and advice which they would
continue to need, This would not prevent any changes or
developments in the structure of the Land Use Societies,
It is possible to foresee a process of amalgamation taking
place over a period of years, with some of the original
groups becoming branches of a larger unit, There should,
however, be built into the system a degree of permanence,
so that the Land Use Societies continue to exercise a

degree of control over such matters as soil conservation,

These Land Use Societies would be suitable for the Category
2 farms, but would be inappropriate for that category of

the Large FFarm Sector whose subdivision has in effect

taken place to such an extent that the large farms have

' been totally dismembered into subsistence plots (Category 3).
In these cases, the first action would be to adjudicate and
arbitrate so that shareholders' registers can be finalised
and closed, and the squatters listed and, if possible,

moved to a Settlement Farm as soon as this becomes
available., This action would be a priority, because it is
only by finding out the scope of the problem of surplus
unregis tered owners/squatters that the Settlement Department
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can work on its own programme for mopping up this
surplus, When the group farms have shed these

excess settlers, the processes of registering
individual holdings would be followed, more or less
along the lines suggested elsewhere, At this point,
the Task Force,in co-operation with the IADP, would
prepare separate guidelines for District Agricultural
and Co-operative Offices to follow, the objective in
this case being simply to redrganise the groups into
regulation multi-purpose Co-operative Societies,
membership of which would be restricted to the
registered plot holders, The minimum size of holding
would already have been defined during the processes
of adjudication and arbitration., The byelaws of these
Societies should also establish a maximum, which would
provide a smallholding, at the lower end of the range

of commercial smallholdings,

At this point, it is proposed that the Taslk Force should
co-ordinate with the IADP Provincial Co-ordinator, with

a view to drawing these Societies into his Programme,

In the normal course of events, some of the plots of

the minimum size which might prove to be too small to
support a family would, if possible, be sold. This is a
development which would be desirable to stimulate, because
the sub-economic subsistence plot can at best do no more
than provide inadequate nutrition for the family, The aim
in the Large Farm Sector programme is to continue to
generate the maximum possible surplus production for the
industrial and urban sectors and for export, Thus the
elimination of subsistence plots which are not making the
best use of the land is 2 clear objective, It is an
unattainable objective, however, unless the plot holder
can be accommodated elsewhere, Close co-operation with the
Area Settlement Officer of the MLS will therefore be

essential,



The Settlement Department has, by virtue of the fact that
it is coancerned with the Agricultural Settlement Fund,
(ASF) and the Settlement Fund Trustees (SFT), a number of
special responsibilities, It is responsible for the
management of the various types of settlement scheme which
have been established on land acquired by the Central Land
Board, This has led to the development of its own
extension service, staffed by officers transferred from
MOA, Since the settlements need an organisation through
which credit and inputs can be‘supplied, the co-operative
system has also been adopted, Because the Co-operative
Act makes the Commigsioner for Co-operative Development
responsible for enswing compliance with the provisions

of the Act, it has been necessary to set up a section of
the Co-operative Department and the Settlement Department
under an Assistant Commissioner, This is an uneasy
arrangement, and makes for duplication on the one hand and

an ambivalence of objectives on the other,

So long as the ASF and SPFT remain it would, however, serve
nio purpose to suggest dismantling the departmental
structures which exist at present, except perhaps to

ques tion whether there is any useful purpose served by
keeping part of the Co-operative Department iﬁparate from
its natural administrative centre, A betfer solution might
be to unite the Co-operative Department and set up instead

a Standing Liaison Committee, This Committee would identify
the special problems of co-operative societies in settlement
areas, and instead of seconding co-operative staff to the
Area Settlement Controllers, the Commissioner would post
them to a settlement area to develop co-operatives in
accordance with their special problems (such as special
sources of credit) without getting out of touch with problems
in other areas, No useful long-term purpose can be served
by isolating a settlement scheme from the general trends of



agricul tural development, and it is felt that the
valuable experience of the Department needs to Dhe
directed continuously at this problem of mopping up

the surplus from the group farm schemes. This would
mean concentrating on the specialised problems of
acquiring land suitable for subdivision, planning it
for smallholdings, selecting and introducinz the
settlers and providing them with initial Services until
MOA and extension, training and development facilities

are mustered,

4,5 Training

To impleﬁent the proposed strategy the following tvpes of

training will be required:=

-~ Training of managers for large Category 1 farms
- Training of Smallholde¥ Development teams for

Category 2 farms
- Training of managers for service co-operatives

(or associations),

4,5.1 Training of Managers for Large Farms

The current training programme of one year's formal
training followed by a year's practical experience (see
Section 2.4) does not adequately equip a manager to deal
with the complex task of managing a large farm, The courses
presently available at the Large Farm Management Training
Centres at Eldoret and Nyaharuru are comprehensive and in
theory cover the important aspects of farmm management, The
primary limitation however lies with the calibre of trainee
attracted to the courses and the low educational require-
ments set for entry., It is doubtful, therefore, whether the
students can absorb the material presented in the Courses

in the time available, It is essential that a manager must
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have a thorough knowledge of Crop and livestock
Praduction techniques gained either through formal
training Oor practical experience, or a combination of
both, before commencing specialised management

training, In addition, he will need management skills
such as an ability to analyse a farm with regard to

the interrelationship and relative pProfitability

between enterprises, maintain and use a system of

record keeping, Prepare complete and pPartial budgets

and appraise investment decisions, These latter skills
are best acquired after a-sophd knowledge of crop and
livestoclk production has been obtained, Lastly, the
manager will need an arganisational capacity which will
combine the ability to make effective use of machinery
and equipment on the farm with organising and wor king

in harmony with large numbers of men, The job is there-
fore a demanding one aﬁj the following fequence of formal
training and practical eéxperience is required:-

- At least one year's practical experience in
farming, before beginning his formal training in
agriculture,

- Diploma course at Egerton (Farm Management)

~ Post-diploma course in farm management (if the
specialist Farm Management diploma course was not taken),

-~ 'Three years! practical experience s an assistant

to a good manager,

The opportunities far reducing the overall time required
are limited, Formal training may be reduced to three Years
if the specialist diploma course in farm management at
Egerton College is taken; practical training could perhaps
be decreased by one year, Three years formal and three
years practical experience Is however, regarded as the
minimum training necessary to equip the new managers who
will be required by the smaller but more stable Large Farm
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Sector resulting from implementation of the proposed

Strategy,

4.5.2 Training of Smallholder Development Taams

Each SDT would comprise fur members, a farm management
economist, an extension specialist, a land use planner

and soil conservation specialist, and a specialist in
institutions, The first three are likely to be seconded
from the Ministry of Agriculture and the other from the
Co-operative Department, It is-assumed that each member
will have received the appropriate formal training and

be highly experienced before joining the SD Team, Two
members, the extension specialist and the Co-operative
Department member, would have experience in group training
and communication me thods, Training would be almost
entirely practical and would be obtained in the field by
each SD Team member working as a counterpart to a member
of the Task Force, whilst going through the process of
establishingba number of Land Use Societies., The training
content would therefore comprise the analysis of the
present stage of the group farm being considered, the
preparation of a plan, the selling of the plan to group
members, training of a society manager, and ultimately the
implementation and supervision of the plan, It is
considered that having gone through the process on at
least two farms the team members will have the capacity to
plan other farms with the supervision and if necessary,
advice from, the Task Force, The concept of working as a
team providing a planning package would be emphasised
continuously throughout the period of in-service training.
Regular seminars would be held to deal with aspects where
formal or classroom type training is required,

.
,"/‘{ Al

4.5.3 Training of Land Use Society Membefs

By substituting Land Use Societies for the present Farm

Purchase Societies, Farm Companies or Partnerships, the
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societies would no longer be concerned directly with
farming or production but would instead be involved
with the provision of services, These would include
disbursing, controlling and recovering credit,
procuring supplies of inputs, organising group
machinery hire with contractors, storing and marketing,
record keeping, savings schemes, etc, They would also
be themedium through which the SD Teams would endeavour
to transform the static or declining group farm into a
more dynanmic systeg of individually owned commercial
praduction, The training for these managers would be
under taken througﬁ the co-operative training systemn,
using the Farmer Training Institutions and collaborating
closely with the Task Force and the CSD Teams, which
would themselves be provided with regular one-week
seminars at the FTCs, in order to compare experiences
and evolve methods under the guidance of the main team

(or "Task Force").

It is therefore suggested that, as far as the training
needs of the Large Farm Sector are concerned, the proper
use of the Farmer Training Centres would be to keep the
methods of the SD Teams under constant critical review on
a seminar basis, and to conduct custom-built courses for
the training of potential Smallholder Land Use Society
Managers., As with Fafm Managers, the problematic
component of the Society Manager would be his aptitude;
selection would therefore be based on an assessment of

this in conjunction with previous training in co-operative

management,

The training course at the FTC would be designed to give
direction to his managerial aptitudes in respect of the
purposes of the Land Use Societies and the support it
would be expected to_give to the smallholder members.
Additional training of managers would be given by the
Institutbns Specialist in the SDT, This training would be
primarily concerned with record keeping, book keeping and

accounting, procurement of supplies and marke ting.



It is not considered that any useful purpose would be
served by running courses at the FICs for the small-
holdgrs thmselves, although every opportunigwy for
running courses in Home Economics for the wives at the
Centres should be taken, These courses would be designed
specifically for the wives of smallholders and-would
emphasise, among w%_mqm—aﬁ
a\*o-itiing -subdivision of holdings,.—




CHAPTER

1.

3.

I ¥.5 T O F CONTENTS

ANNEX III
SOCIOLOGICAL ASPECTS

HISTORICAL BACKGROUND

1.1
1.2
1.3
1.4
1.5

The Change of Land Ownership
Group Ownership

Multiple membership

Loans and Land Purchase-_'
Settling on the farm

THE FAILURE OF GROUP ENTERPRISE

2.1

2.9

The new societies

Leadership and dissent
Multiple interests

Group work

Dissent, theft and fraud

A succession of managers
Benefits to members

Success stories

The problems of partnerships

2,10 A fortune for the few

2,11
2,12

The failure of Bureaucracy

The realisation of failure

SUBDIVISION

3.1

5,2

3.3

3.4

General

Groups which have not subdivided
How divided groups operate

3.3.1 Methods of division

3e3:2 Continuing group functions

Conclusions

PAGE NO,

EELOUN R R

o N

11
12
13
14

16
17
18
19
20

21
25
27
27
29
31



CHAPTER

4, RATIONALISATION AND REHABILITATION

)
4,2
k.3
A

4,5

General

The rationalisation of membership
Are Settlement Fund Trustee Farms
the answer?

The scope for rehabilitation of
group farms

Conclusions

PAGE XNO,

32

33

36

39
Iy



ANNEX III

SOCIOLOGICAL ASPECTS
1, HISTORICAL BACKGROUND

1.1 The Change of Land Ownership

During the colonial pericd a wide area of high potential
land in the Kenya highlands was scheduled for European
ownership only., This land, formerly occupied by Masai
pastoralists as grazing land, was taken by mainly
British pioneer settlers arriving after two World Wars,
By Independence, therefore, this‘expanse of high quality
land was occupied by a few thousand settlers whilst the
traditional tribal areas could no longer meet the need
for land of the agricultural tribes, The past policies
of land ownership had been unfair, They had engendered
feelings of intense deprivation and culminated in a deep=-
felt need to own and acquire land, People, particularly
the Kikuyu, regarded.the-eventual ownership of these
former Scheduled Areas as an essential and natural outcome

of Independence,

Although the confederacy of tribes first brought together

as a nation in the colonial period has remained firmly and
positively intact, a strong sense of local identity still
persists, ' Tribal origins continue to' influence social
interchange and to define to some extent the geographic
rights to former European farming areas, Thus, for example,
those Kikuyu groups and individuals who have taken up farms
in the Eldoret and Kitale areasl) regard themselves as
pioneers far distant from their native province, while being
regarded as intruders by tribes from adjacent and neighbouring
localities, This undercurrent of antipathy has occasionally
surfaced in the past as open confrontation, but as the rate

1) The North West part of the former Scheduled
Areas, bounded mainly by Kalenjin and
Abaluhya people,



of change of ownership has diminished, an integrative
social process has ensued., In the short term, intermittent
hostilities may still occur, particularly if any hint

of tribal favouritism is not shown to be clearly untrue,
However, this problem more often than not will continue

to be outweighed and submerged in the introspective
welter of intermal farm operation problems,

Although Independence came to Kenya in the wider sense
as part of an overwhelming global trend, it was
influenced locally hy the trauma of the Mau Mau emergency,
whose basis was the deep-felt demand of the burgeoning )
Kikuyu tribe for equal right to land, Although still an
extremely complicated and sensitive issue, many of the
people of this tribe tended to feel that because of the
emergency, the Kikuyu alone of all tribal groups had
earned, and were justified in seeking and obtaining, a
major share of the European-vacated farming lands. This
issue of alleged disproportionate land ownership is one
that without very careful consideration could cause
dissent in the future, particularly if, when all the lam
has been transferred to African hands, there are still
some landless,

. land
With money fon/purchase available from British and other
sources, the most critical problem facing Kenya was the
orderly transfer of ownership of land from the European
settlers to the Kenyan Africans., The popularly demanded
pace of transfer, however, easily outstripped the capacity
of smallholder settlement schemes and other technical agency

controls.

1.2 Group Ownership

As a guiding principle, the maintenance of the inherited
farms as large-scale farming units was posed as both
economically valid and essential, To achieve this and to
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satisfy the demand for land of a majority of people whose
small financial resources prohibited purchasing entire
farms, the concept of gTroup purchase and ownership was
widely publicised, As this waa the only means to land
ownership for the majority of people, apart from the
oversubscribed settlement schemes, a great varie ty of
groups were quickly formed, While a degree of group
spontaneity was sometimes involved, almost all groups began
with a small nucleus of farmer innovators, businessmen and
commumnity leaders who saw themselves as group farm leaders
or were spurred by a narroﬁeriéribal desire to obtain a
majority holding in a district or retain the foothold in
another, already established by farm labourer groups,

These primary initiators then canvassed amongst friends and
relatives and even wider tribal groupings for members and
their financial contributions, In the event, this latter
limitation was generally sound, for a multi-tribal composi-
tion simply added another stress to the mounting succession

of group problems,

Generally, groups with poorer and less educated leaders or
initiators formed co-operative societies under Government
guidance, with unlimited membership but equitable share-
holdings, while businessmen and those with more cognisance
of personal gain formed companies or partnerships., Very
often, labourers on a fgrm would call in friends from
outside to help raise the necessary deposit for loan
eligibility, These particular groupings, starting as they
did with the expectations of following in their former
aﬁployera' footsteps, have in general failed most badly,

1,3 Multiple membership

The desire for land had been stifled for sb long that once
the formation of groups for farm purchase had begun, it
accelerated to an extent that was unlikely to be reversed,
Groups were allowed to buy farms irrespective of their
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capability to manage and maintain the asset, or whether
the number of members could be realis tically supported
by the farm, Inevitably the situation arose where
members of societies and companies with a large number
of members had shareholdings which were so small in any
one farm that many people joined as many different groups
as possible in an effort to maximise total land holdings,
In this respect, membership of a group has always been
seen by an individual in terms of the right to a piece
of land equivalent to the wvalue of his contribution or
shareholding, This has led to what could be regarded as
the ultimate in fragmentation 6f individual holdings,

1.4 Loans and Land Purchase

When it came to purchasing a farm, the cattle-owning
Kalenjin were at some advantage over the other tribes,
They found that by selling a few head of cattle each, a
relatively small group could have more than sufficient
money for a land purchase loan deposit and very of ten
enough to purchase a farm outright, This, and the later
repayment of farm development loans has had a considerable
effect in strengthening traditional attitudes towards
livestock, In converse, the agricultural Kikuyu, for
example, ﬁéedad to form much larger groups; they seldom
purchased a farm outright and were generally satisfied
with a smaller land entitlement than the Kalenjin, with
their greater requirement for grazing areas, Most groups,
however, almost unanimously possessed a deep-felt need to
own their farms outright and where they could, concentrated
resources and effort to this end,

1.5 Settling on the Farm

Once the purchase was complete the members of the farm
moved in, and here again there were differences broadly

dependent on group type and tribal origin, Unless the
farm was large, all members, particularly of co-operative



Societies, rarely exercised their residential rights,
Some had already settled or would later settle on other
more favourable farms where they had purchased membe r-
ship, Sometimes residents were not actual members but
were relatives of the more well-to-do members of the
farm, Many initial members paid only a portion of the
required share contribution, regarding this as a down
pPayment or insurance against the time when they might
require full membership if a farm proved profitable,
Most people in this category had alternative work or
business interests, but many of ‘the lower echelons of
urban and other workers settled their families on a plot
which would provide a basic living while they retained
their jobs to bring in some extra cash,

The Kikuyu and pther agricultural tribes, with some initial
exceptions, would probably have preferred to subdivide

their farms immediately, but were restrained from doing so

for various reasons, from the size of membership compared

with farm areas, to large land purchase debts and deva;op-
ment and operating loans being tied to group enterprise,
Individual members were rarely allocated more than 2-3
hectares, and most often 0,4-0, hectares, the balance being
used for the group enterprise, With many groups, plot size
often coiﬁéided with an individual's entitlement should the
whole farm be divided amongst all members, the group farmed
area being equivalent to the non-resident members! share,
Overall, the pattern was that of members being allocated plots
which accounted for up to half the original farm with the balance
being farmed as a distinct and separate unit through an
elected committee or directors , Thus even at the beginning
of the change in ownership, a subdivision of sorts ensued
where the bulk of the resident members were settled on
individual plots and kept physically separate from the large-

scale enterprise,



-6_

The cattle-owning Kalenjin were generally far less formal
and organised than the agricultural tribes, and when they
took over the farm built their houses at random rather

than being allocated a specific area, Unless the farm was
immediately subdivided, as was pPossible if purchase was
outright and loan Trepayment need not be considered, each
member generally took up a few acres of arable land and,
except for minor and intermittent group cropping enterprises
the rest of the farm was used as grazing land,

to stand between the members and a desire for residence,
treated the farm not as land to be physically settled but
as a potential income~earning asset, In many such cases
the land was generally marginal for cropping and the level
of education or sophistication of the committee and core
membership was of a higher level than the norm,

In the space of a very few years the changeover of land
ownership was largely effected and African groups and
individuals found themselves in Possession of a land asset
they had desired for a generation, Although socially
essential, the change had been impractically abrupt, for
the new African owners were generally lacking in the
variety of management skills, or the established formal
group social ties and bonds indispensable for effective
large farm operation, In many cases, therefore, the
result has been failure, an accumulation of debts and
overall a fall off in total production from the sector,



2. THE FATLURE OF GROuUp ENTERPRISE

2,1 The New Societies

social patterns in Pos t~-Independence Kenya, Although
generally Possessing tribal homoganeity, members of
larger gTroups, with few exceptions, had little

and headman system in the reserves, Suddenly, a13 this
was replaced with ostensible equality, with those who
saw themselves as leaders lacking a traditionally
recognised mode, being forced to manufacture new and
makeshift influences and Subterfuges in order to gain
elective support(l .

In effect, a host of new micro-societies was formed out
of economic expediency, and although the managing
mechanism of supposedly freely elected conmittees was
interpésed, these have proved more often than not to be
unsuitable and ineffective in the face of all the

(1) The so?%al teﬁritories of new relationships
had to be pegged out, and rash promises of
financial or land area gains were made, or
unsubstantiated accusations of inability or

corruption,



technical problems of managing a large-scale farming
enterprise, EIxcept for those groups who have been
long subdivided and settled, these new farm social
units can still be considered to be in a state of
unfinished, unstable and dynamic social evolution.

At the same time as these new societies were occupied
with the process of developing working relationships

or fragmenting under stress, the incidence of family
coherence began to decline. In opposition to the old,
close-knit tribal family units, large numbers of men
settled their wives and children on their entitled
subsistence plot, and then leaving the farm, went out

to find work and money to pay for their growing material
requirements and aspirations. This anti-family aspect
may have considerable future consequence on the discipline
and attitudes of subsequent generations and on the moral
attitudes of the multituder of lonely men who are

resigned to rarely seeing their wives and children., Low
unskilled worker salaries and the poor standard of cheap
urban accommodation combine with small individual plot
entitlements and group enterprise losses to be mutually
exacerbating, An apparently obvious solution which might
be easily achieved is a larger size of smallholding; even
then, some men by preference will go out to work and earn,

The combination of social instability and an often
jncreasingly divisive family life (particularly for the
ambitious Kikuyu) along with the general economic failure
of group farm enterprises, has had an effect opposite to
the original formative intention, In the beginning,
members had been dissuaded from immediately dividing up
the farm and pursuing their traditional smallholder
farming., However, after the years of petty social turmoil
and the consistent losses of the large-scale farming

enterprise, the owners' original belief in the virtue of



individualism of activity and land ownership have
been confirmed and reinforced more strongly than ever,

2,2 Leadership and Dissent

Each group farm required an elected Committee
(Co-operative Societies) or Directors (Companies) for

its technical and social management, From the beginning,
the central problem has been the requirement for too

many leaders against the availability of too few, Most '
leader groups lacked experienee or training and found
themselves in the ego-inflating position which often
accompanies a man's sudden social elevation to the control
of considerable financial assets, and which they were
often quick to utilise and reluctant to relinquish, In
converse, members could not see how a show of hands
really elevated a2 man from the common rut to instant
leadership, nor did they have sufficient understanding

of this imposed democratic process to be prepared to

leave the committee to handle the details of farm
direction and overall management, Not content to merely
settle policy decisions, most members believed that they
had (and have) the right to be involved in the decision-

making process all the time,

Elections, whenever they were held, were invariably
followed by disenchantment for wvarious reasons, and
opportunistic members formed groups to propose or oppose
committee decisions, with an eye to their own promotion,
Out of all the virtues and balances supposed to be
provided by the committee system, members most readily
grasped the idea of its relative impermanence and their
ability to bring about annual replacement, Thus a
majority of groups have experienced numerous changes in
all their executive positions, and as a result continuity
in policy and management has suffered, Of course, some
companies in particular paid no heed at all to the entire



Process and members have been kept subdued by socially
and economically superior Directors, or by the sop of
an adequately-sized individual plot. Equally, some
Co~operative societies, because of their large size and
the disparate or non-resident nature of their members,
have had more consistent governance, Both of these,
however, lacking the checks of potential elective :
disbarment, have rarely resulted in group economic
advantage, but more often in individual executive gains,

Conéequently, a very few group farms were adequately led,
and partly as a result of the inevitable member-versus-
committee confrontation, executives generally cultivated
an aura of secrecy which, as well as providing a sort of
mystical power base, prevented members from sabotaging
committee decisions before they could be implemented,
Communications between members and their executives

were thus (and still are) almost non-existent and a
member rarely knew or was informed about decisions
concerning the group enterprise or farm until these had
been carried out, Perhaps for this reason alone members
had little compunction about voting out a committee as
the farm went economically downhill, or became more and
more uninteres%ed and increasingly against the group
enterprise. Secrecy was also an inevitable breeding
ground for ssuspicion by members of committee malpractices

and ineptitude.

Thus the leaders did not lead, but tended to direct; most
often operated in an atmosphere of closed meetings and
secrecy; and generally relished the social status, petty
financial benefits(l) and the larger potential for

individual gain posed by the group financial assets, Not

(1) Such as setting themselves allowances of

10/~ to %15/~ per day,



-1l

all committees or directors are dishonest by any means,
but only a very few are competent and secure, In
opposition, members would often not be either led or
directed, as they felt a sense of ownership which

was irked by committee control, Members also tended

to utilise the mechanism of committee replacement to
the full, and out of resentment and uninterest
engendered by lack of communication and involvement,
have increasingly begun to oppose and even sabotage

the group enterprise,

2.2 Multigle Interests

Perhaps spurred by a realisation of the economic decline
of large-scale farms, and the knowledge of their
inability to successfully manage certain types of enter-
prises, almost every actual or potential group leader
wherever possible has branched out into at least one
alternative business, sometimes illegally using farm
assets as a platform, The temptation must be great to
'borrow'! farm finance for business enterprises where
quick and adequate returns are possible, and management
within the realms of natural ability and unders tanding,
These business interests, which range from butcheries to
taxi services (or even membership of the executive of
another farm, which naturally raises suspicions of
conflict of interest,) are generally profitable, As a
result the potentially most active and able leaders and
entrepreneurs have little time or interest to devote to
actual group farm management, which in turn accelerates
its economic decline, This situation most commonly occurs
with large Kikuyu societies and companies where individual
plot holdings are small, and potential returns to the
individual even from a well-run farm are low (so that
alternative income is essential), combined with a natural
tribal aptitude for business and commerce,
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For a man of indusiry angd ambi tion, the above is
almost inevitable, for one of the main problems
with group farms is that unless a man has an individual

member workforce'!s time, and most resident members
of group farms, unless these are totally subdivided
into plots where a good living ig assured, are
considerably under-employed if they do not have
alternative business interests,

2,4 Group Work

has arisen that after initiaj experiments with member
workers, almost all group farms that are still

functioning employ a majority of non-members, The

main factors causing this phenomena are the memberg!
feelings of ownership and the often low rates of pay, A
member is generally unwilling to take orders from another
member, a committee man or particularly a non-member
manager, if the work does not suit him or he disagrees
with a decision. So much trouble generally ensues, with
arguments and refusals to work at a particular job on a
particular day, that members refuse to work and committees
refuse to employ them, This is aggravated by the question
of payment, for members are unprepared to wait until a
crop is harvested, for example, and demand regular money
equivalent to the current wage rates, This situation is
not exceptional and more or less unavoidable (group work
is poor in both attendance and quality even in the

imposed and structured socialistic sys tem of Ujamaa in

Tanzania)o



~198:

2.5 Dissent, Theft and Fraud

Apart from constant member pressures to subdivide the
farm, the vested interests of individuals in retaining
the political and financial Perquisites of local power,
or with the Kalenjin, the incessant fights and

arguments over numerical rights to cattle grazing, and

a wide gamut of pretty and individual differences, the
single most important cause of group dissension has been
executive or manager theft and fraud, and individual
member petty theft and sabotage, So loose have been
group financial controls and so frequent the occurrence
of various forms of theft and fraud that members
continually suspect committees and directors of
perpetrating these through the secrecy of their meetings,
Such attitudes are a continual hamper to efficient
management,

The variety and form in whien individuals and small gTroups
have made off with their fellows' assets is astounding,

as is the small number of occasions when legal punishe-
ment has been effectively applied, Typical examples
include the quiet pocketing of a bProportion of the
original share payments, as few members know how much

has been collected, selling farm inputs purchased in a
loan, and selling shares illegally to any willing buyer
who wants land, In the context of the virtual rags-to-
riches change at Independence, and the social dispersement
and dissolution that occurred, it seems that without the
traditional restraints, too many were unable to resist

the chance of illicit personal enrichment, For many it
seemed perhaps the only way that inculcated aspirations
could be met, For others, the feeling seems to have been
that a man is a fool who does not exploit his acquired
position to the full, and that theft is only socially
stigmatic if it is detected or perpe trated against
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immediate family and friends, Given the loose social
agglomeration of most groups there was little hesitation
in exploiting the situation to the full,

Whilst it is possible to understand the complex

reasons behind the frequency of theft and fraud‘when

the realities of Independence failed to match simplistic
expectations, and the absence of established social and
pPhysical financial checks increased temptation, theft
and fraud has acted as a tremendous impediment to the
ultimate success of group farm enterprises, Consequently,
most groups operate in an aura of almost obsessive
mistrust and suspicion, which is a major contribution to
the universal desire to subdivide and farm individually,
thereby eliminating the cause,

2,6 A Succession of Managers

Along with constant executive change, there is a general
group history of rapid change of managers, Even the

few relatively successful group enterprises rarely retain
a manager for longer than a year unless he is an untrained
and compliant member, satisfied with the salary paid,
Groups generally demand too much and pay too little, and
committees rarely allow any latitude in dacision_making.
Some times the best management decisions are in conflict
with resident member requirements (e.g. overstocking and
the use of group equipment for no payment), who then
lobby to have the manager removed or sabotage and dis-
courage his endeavours, Good management is also sometimes
seen as a threat to vested interests or to the authority
of a weak committee, although conversely, economic
failure eventually leads to the committee's replacement,
Managers are also subject to, and sometimes succumb to,
the same theft temptations as the executive, and thus the
group's pelief in the need for tight restrictions is

reinforced,



Only a very few committees have grasped how to
establish a working relationship with a manager and

how to provide a reasonable degree of control

without stifling his initiative, Also only a few will
admit the value of paying a reasonable salary, which

is far beyond their own income Potential, and which
they as owners tend to resent, to a trained or
experienced manager, In this latter attitude groups
have been self-defeating, for the very few experienced
managers have generally soon left and taken alternative
employment with superior Pay and less social stress,
with the result that those now available are often less
than adequate, A common occurrence now is for the
entire committee to attempt the management of a farm
through a resident committee member or Director, which
although far from satisfactory at least excludes
paying outsiders a large (and in their view generally
unearned) sum,

2,7 Benefits to Members

In almost every instance except where complete subdivision
has occurred, the only benefit a member has derived from

a large-scale fam is the right to a (temporary)
subsistence plot, Rarely have any cash dividends been
realised, and more often the opposite has occurred,

members having been required to increase the value of

their original subscription in order to meet land purchase
debts and operating losses, Sometimes the group enterprise
provided fringe benefits in an effort to give the members
something while all the income was diverted to debt
repayment, Such things as subsidised ploughing, crop
drying, transport and milk allowances are useful to a
resident member, but do little to offset his view of the
overwhelming advantages of subdivision and individual
While numerous dissatisfactions are voiced,

smal lholdings,
few members are totally antagonistic, for even their
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subsistence plots, unless in a marginal rainfall area,
are far larger and more pProductive than their inherited
entitlement (if any) would have been, and there is
always the strong chance that individual plot size will
increase,

2.8 Success Stories

Not all group owners of farms have failed economically, or
are tom by dissention, but these are the exceptions rather
than the rule, While. generalities are difficult to apply,
the essential elements for possible group success are as
follows:

-~ the farm enterprise, though responsive to skilled
management, should still return a profit under a relatively
elementary level of management and preferably be based on
mono-~culture, such as ranching, ad not require a wide
variety of skills,

- a majority or all the members must own an adequate
alternative farm area and not require to settle on the farm
owned by the group, Instances are now occurring where groups
who meet most of these criteria are now at work trying to
remove the minority lower strata of members (who are or will
demand resident status )by, fir example, raising the required
shareholding to a relatively high level,

~ the level of education or business sophistication
of most members and the committee or directors is high and
they also have altermative sources of income,

a relatively skilled or at least honest manager is

employed and takes full advantage of available technical

advice.,
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= 4f the income and alternative farm area criteria
are not met, then the group must have very strong ties
and disipline, such as can be enforced by a uniform ang
radical religious group, or at least have had a long
Previous tradition of Co-operation, such as a Pre-
independence marketing Society, This latter group will by
no means necessarily be Successful,

In a very few instances, where a clever am Sophisticated
executive group has combined with skilled management (in
many cases a European) on a large estate to Produce quick
and adequate returné, a group farm has remained intact (e.g,
some coffee aatates). In almost every case, however, the

commercial operation.

2,9 The Problems of Partnerahigs

A partnership of over 20 (these do exist, although they are
illegal) is more or less a large group and subject to all

the problems amd stresses of group endeavours, Smaller
partnerships, however, also have their problems and in a
mjority of cases, unless all except the manager are virtual
sleeping partners, they have encountered trouble and have
Simply divided a farm into a few units still suited to large-
S cale operations, Because of their small numbers and high
initial individual financial subsoription, which pre-
supposes a reasonable level of sophistication, Partnerships
have generally maintained a degree of lucid, if sometimes
strained, interchange and have rarely been subject to the
violence of dissension and absence of internal communication
which is typical of some larger groups. Except for instances
of pariner~director misappropriation, or the illegal sale of
land to others by'individnal partners, the basic reason for
the dissolution of most partnerships is an inability to

agree on farming me thods and management,
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2,10 A Fortune for the Few

It was always obvious that thedeep-felt needs and demands
for the possession and ownership of land were easily
exploitable, A small cadre of clever or devious entre-
preneurs have used this means to build political power or
accumulate large financial gains, The worst amongst

these have simply collected money and dis appeared or have
led squatter walk-outs to the few remaining European-owned
farms whose purchase they falsely allege they have arranged.
In addition to these, there are a variety of facilitators
fixers and arrangers, some of whom make a good living out
of the bank interest on accumulated savings and others
who are motivated by political ambitions,

Within the realm of legality, by far the most common
practice is where ome or a few individuals purchase land
by loan or subscription and settle group members in areas
the total value of which is much less (often as much as
half) than the members' paid up sums., Provided the area
is large enough or limited only to equivalent shares and
the mistake is not make of settling subscribers on marginal
cropping lands, as is beginning to happen with former
Rumuruti ranches, the members are content not to question
the company's finances, Director dividends or the profits
from retained large-unit farm areas., Many such men see
themselves as essential pioneers who are meeting the needs
of a large group of people far more quickly and less
expensively than formal Government schemes., One such

¢ ompany has over 20,000 paid-up members, with another
20,000 on the waiting list, Their activities are not
illegal and not necessarily even morally wrong, but the
profits reaped are considerably greater than the country
can afford and of ten wastage and profligate extravagance
ococurs., The most important criticism, however, is that the
mode of land settlement is often physically destructive
and conservation is sacrificed for expediency gnd profit,
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2,11 The Failure of Bureaucracy

A major contributor to the management and operation
difficulties of group farms has been the failure of
Government agencies to provide the Supewrision, services
and technical advice of which the new group executives
and managers are so desperately in need,

(a) The Department of Co-operative Development:
The Department of Co-operative Development has failed in
most of its farm-related functions, from keeping adequate

track of farm finances to visiting and advising groups on
how best to work together, Many Co~-operative groups have
not received an annual financial statement since 1974, and
lack even this basic deciaion-making tool for mnagement
decisions, Although misappropriations of socclety funds
have occurred from time to time, it is probable that far
more misappropriations have been perpetrated by company
directors than by co-operative committees, Co-operative
farms, however, lack the recourse to other income that
company members have, and being restricted by regulation
from subdivision, are amongst the worst in debt, The
apparent failure of co-operative group farming is such that
the whole concept of group farm producer co-operatives
dould be discarded and the co-operative role tied solely

to servicing functions,

(b) The Ministry of Agriculture: Most of the

failures of the Ministry of Agriculture have been logistic,
from the early shortages of extension staff to the more
recent shortages of transport and materials, The farming
sector requirements of skilled attention have grown so
rapidly that there has been virtually no practical means

of keeping up and thus the sector has suffered., An
unnecessary impediment to the extension work has been the
frequency of members opposition to innovations, and the
opposition of leaders who fear loss of prestige or position,
or simply make local political capital out of opposing
unpopular technical measures such as stock number controls

and soil consarvation measures,
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In addition to Co-~operative and agricultural a
inadequacies, the frequency of Poorly researched or
optimistic loan Projections by the Agricultural
Finance Corporation has contributed to debt accunula-
tion and arrears, In a society such as Kenya's,
where a large number of unsophisticated people seek
loans, the onus of responsibility lies as much with
the lending agency as with the recipients,

2,12 The Realisation of Failure
_'-_..—'—-—-"'_—_—-.__-_

With time the mood of groups bhanged from the early
euphoria of ownership, which new groups still display,
to one of disgruntlement and disillusion, Group
farming as a whole has not succeeded, nor does there
appear to be much hope for its success in the future,
The concept had severe practical drawbacks and pPeople
were not sufficiently trained, Prepared or capable of
adjusting overnight to the great technical and social
requirements demanded, It was basically unfair and
unreal to expect so much, and in reaction the members
have increasingly turmed from the Superficially~applied
group organisation which has failed them to the traditiomal
concept of smallholdings from which they know they can
derive a living and where one believes oneself to be in

Dle control of one's own enterprise.
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3. _SUBDIVISTON

3.1 General

Those groups who today stand free from debt, or at

least carry only a small debt load, are those who

from the beginning have subdivided and farmed as
individuals, or who simply treated the farm as a piece of
land which they grazed and occasionally cultivated in the
traditional way, Most groups which attempted to undertake
substantial large-scale cropping or livestock enterprises
sustained losses, either through poor management or
misappropriation, so that eventually not only were they
carrying their original land purchase loan, but had run
up at least as much again in operational debts,

This failure has reinforced peoples! beliefs in traditional
husbandry; beliefs'which the large-scale farming concept
was supposed to counteract., For the cattle~keeping
Kalenjin the whole situation has been confirmatory of their
tradition of maximishg cattle holdings well past accepted
stocking rates, Selling cattle has been a relatively easy
way to purchase farms outright, and when recent Government
agency threats to them to meet their repayments on
operational and development loans or be foreclosed were
made, Kalenjin groups rapidly paid up by applying a cattle
levy on all members, Similarly, agriculturally-oriented
people have often realised yields on their smallholdings
far greater than the poorly managed group enterprise and
have come to believe that the only way to maximise personal
income from the farm is by total subdivision,

Most groups fairly rapidly came to recognise their own
co-oprative inadequacies and management failings, and
rather than permit and increase their indebtedness,
generally cut back on risky cropping enterprises, sold
capital assets, increase share contributions and devoted
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loan, Once this is achieved, the land would be secure,
which is a need felt above all else., Groups would

then be free to subdivide, buy another farm or other-
wWise do what they wished, without the very real fear

of outside intervening bressures to take away the land
or influence activities, In aiming for this objective,
Some groups have achieved their first unanimity, for it
equates with the fundamental desire of individual members
for the land purchase to be consummated and individual
holdings maximised, '

Regardless of the fact of the Preservation of relatively
large unit areas on some partly-divided group farms, or
that some farms protected by a small group of executives
from the bulk of membership are still intact, the

ultimate end for all group farms is likely to be sube
division - unless members have alternative adequate farms
and incomes, Even then, the stay is only temporary until
the next generation of Kenya's fast multiplying population
demand their share from owner-parents, The antithesis to
this is that any crop farming area which is required to
remain intact for strategic national Crop production
reasons (e.g. production of seed maize) must never be sold

to a group.

Membership of a group is gemerally regarded by individuals
generally in the most simplistic sense, not as a non-
specific share, but as actually owning a farm, After the
years of social and economic group failure, members demand
and expect this ultimate right, and in nearly ajil group
farms subdivision is now the almost unanimous desire of the
participants, Many groups, particularly those with larger
unit areas per member (this seems more common in the
Eldoret-Kitale area than elsewhere), have gone ahead and
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subdivided, and of those who have not, most wish they
could do so or hag done so,

The critical Years for the self-recognition of group
failure seems to have been 1973/74, or after on the
average from six to nine years of attempting to group
farm, The first groups to subdivide were generally

those whose members were relatively sophisticated and hag
the freedom of organisational decision which is possibile
in a company or partnership, The decisioq to subdivide
almost always assumes either the completion of land
purchase debt repayments or aiternatively an agreed method
of debt repayment which indicates an éncouraging sense of
responsibility, In this, individuals are surprisingly
Punctilious and willingly and regularly pay up their
levied daily amount of miik or annual sacks of maize for
the eventual security of their individual Plot,

There are some groups who have gone ahead and subdivided
regardless of possible legal constraints Oor organisational
or financial problems, Such groups have usually had a

his tory of comsiderable financial misappnopriation, non-
registered member claimants, or disputant tribally~based
owner groups and have simply carved out a mss settlement
where every individual marked out and took what he could
when all communication and interchange excepting violence
broke down, Such instances are the exception rather than
the rule, but are so unsettling amnd infectious that the
resolution of their problems should be given the highest

priority.

In terms of social harmony and member satisfaction,
subdivided farms rank highly, for individual plot size

and thus direct income-earning capacity has generally at
least doubled (before subdivision most members would have
had only subsistence plots) and th: :irezt of f?t:r913’°:P“
incurred debt has been removed, an e farmers esire for
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a holding of their own has béen satisfied, However,
even with amicable or arranged formal subdivision,
dissension may still eénsue, particularly where the
dividing mechanism has been clumsy or unfair or where
less sophisticated members do not properly understand
the system of Proportionate division equivalent to
individual shareholdings, which gives some members
bigger holdings than others, Such Problems are not
insoluble,

Although subdivision is the most realistic solution to
group farm problems, it has three main drawbacks:

- the high cost to the individual per land unit
share, When all the various incurred debts are added
to the original land purchase price, the final unit cost
is generally between 2 and 4 times what the cost would
have been if subdivision had ensued immediately,

- a lack of technical supervision, in surveying and
measuring land units, in determining the method of land
utilisation, and the conservation of critical slopes,
river valleys and other sensitive areas,

-~ the absence of control over plot size, which may
be smaller than required foran adequate income and thus
force the member to find alternative employment, or be
much larger than necessary, thusreducing the number of
people which can be settled.

Subdivision has grown rapidly and is a spontaneous process
which would be extremely difficult to stop, particularly
as 'land companies' which offer nothing but the right to a
definod acreage of smallholding per share show no signs of
diminishing, What needs to be done now is not to either
ignore or oppose it, but to improve the process by
introducing technical and financial controls to ensure
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adequate plot sizes, conservation measures, and avoiding
éxcessive costs to the potential smallholder,

3.2 Groups which have not Subdivided

Although the trend is increasingly to active subdivision,
there are some groups who, reacting to mos tly outside
pressures, are either unwilling to subdivide or incapable
of doing so, While subdivision almost always remains a
future objective, some of the reasons why a group which
has otherwise failed stays relatively intact or even

reduces individual plot sizes (as a precondition for
membership of the rehabilitation programme) are as follows:-

(2) The belief held by a farm's executive body and
members that if the farm is subdiviled its group debts will
not be repaid, This is linked to the obsessive need to own
the farm outright as a priority and the fear that it may and
can otherwise be taken away if not paid for. This criteria
may not hold if the loan outstanding is not for lamd
purchase, Such groups have generally drawn their membership
from a poorer strata of society, and have little means of
repaying debts other than the farm production, Group size
is generaily large and membership socially disparate, so
that leaders fear that if subdivision occurs before loans
are repaid, individuals will simply abdicate from group

debt responsibility.

(b) Where membership is large as compared with famm

ize, so that subdivision would result in too small holdings,
s
oft ; it is only the more aware members and the executive

e

ho are preventing subdivision, Their strategy is oftem to
who

hold the group together temporarily, pay off all the debts
o

n as possible and then use the title deed as a

00

aslz teral for the purchase of a bigger farm which will
a

o8 odate all members, Large groups rarely see the

accomm

being a reduction in tle
adequate farm size as
solution for in

ider the best method to be
mbers, but usually cons
number of me ’

an increase in iand holdings,



group will often allocate this exact amount to each
resident member, The length of time the Temaining large-
Scale area will remain intact Will then relate directly
to the rate of Settlement of the Presently non-resident

illegally by a few members or executives, Such People are
80 afraid of losing their investment and theip entitlement
to land they feel is theirs by right of Payment, that they
strongly oppose subdivision in the fear that the ma jord ty
of members who were not party to the transactiong would
exclude them, At the best, this results in stalemate and ,
at the worst, open clashes and violence,

Nearly all of tlese groups struggle on trying to solve the
problems of reaching a point where subdivision is feasible,
Some join the rehabilitation Programme as a means to repay
loans, some will get further into debt or will atultify,

which may spark off Spontaneous aubdiviaion, and some will
purchase farms to settle extra members or simply give up

and divide into economically undersized Plots, It should be
realised that no matter what ensues in the interim period,
once groups have repaid their loans a majority will eventuall y

subdivide,



3.3 How Divided Groups Operate

3.3.1 Methods of Division

Once subdivision is decided upon, unanimity supercedes
previous dissension between members and the process

is often a reasonably planned and implemented exercise,
Quite often an entirely new executive is elected to
supervise the process and every member is an involved
participator, since their futu;e livelihood is at stake,
Apart from the case of full plot entitlement being
allocated to the resident members of a group with a
considerable proportion of non-residents (see Section (d)
above) or the casual cultivation and group grazing
practiced by some Kalenjin groups (meither of which are
regarded as necessarily binding apportionments) there
are itwo main prevailing methods of subdivision:-

(a) The formal procedure followed by the Kikuyu
and most other agricultural tribes, Because of their
desire to settle the issue once and for all, without
the future problems which ambiguous or allegedly unfair
subdivision would cause,such groups generally:

- employ a qualified surveyor to survey and
divide the farm into equivalent units excluding none
agricultural rocky or swampy areas and allowing for

road access,

allocate plots by a secret ballot system which

is often carried out by a trusted third party and super-
vised by the local police. Thus a man has as much chance
as any other of drawing a better plot, Generally the farm
is surveyed into units,equivalent to the share, Multi-
shareholders may take up their entitled total as a block
adjacent to their ballot-drawn plot in order to prevent

the problems which would arise from fragmented holdings,
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Where a company owns more than one farm, each may be
divided independently with a member being allocated

a piece of each, Particularly if there is a considerable
value differential,

Once achieved, the result of such subdivision is

generally a relatively stable and normal social and
economic smallholder grouping which could be formally
legalised with a minimum of effort or physical adjustment
(unless, as has occurred, the subdividing Committee bribes
the surveyor to "hide” certain areas, which are later sold
for considerable sums),

(b) The more casual Kalenjin method, Perhaps this
is a function of traditional interchange and practice, but
such groups seem rarely to resort to precise land measure-
ments or third party assistance., In gensral, estimates and
measurements of pldt sizes are made by rule of thumb, by
references to the original farm map or by chain and pacing,
utilistig a trusted and known local individual, Plot
allocations are not made by ballot, but because of the
traditional penchant for separated homesteads, are generally
simply area extensions of the original house and subsistence
plot location, As these were made either on a first-come=-
first served uncontrolled basis, or under the direction of the
first executive group, elements of unfairness may exist,

Similarly, sometimes areas acquired by individuals may not
reconcile or be understood to reconcile to equivalent
shareholdings. Resentment occurs and often violent
annexing actions are taken by smaller shareholders who, out
of ignorance or fact, believe they have been unfairly
treated, It is probable that future attempts to properly
survey and subdivide such farms will revive such disputes

and result in considerable dissension,



3s3.2 Continuing Group Functions

While subdivided partnerships, because of their larger
unit sizes, have often completely disintegrated except
for an ineffective executive which arranges the payment
of continuing group debts and taxes, the better larger
groups have developed new levels of group co-operation,
In such cases the elected committees or directors assume
Some or all of the following functions:-

(a) Arrange the bulk marketing of members'
produwce (milk and maize predominates), This is a
logical area in which the Co-operative Department can
provide assistance,

(b) Maintain a group account, assess individual
liability and arrange for debt repayment and pro-rata
income payments to individual member producers,

(c) Pay various group taxes such as income tax,

and land rates,

(d) Maintain a register of individual holdings,

(e) Approve and arrange the occasional sale of

certain smallholdings.

(f) Act as the group's representatives to outsiders
and attempt to mediate in individual internal disputes,

(g) Co-ordinate group activities such as the
cons truction of schools, the location of a community centre
and the allocation, to members only, of shop sites, (One
subdivided company has even allocated the area for a

cematorY)-

(h) Attempt to secure loans on the basis of the

holding, these loans being issued to individuals for
group

smallholder use.
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There is thus an extremely useful role for a committee
to play in organising on-going group affairs, which
could logically continue even if subdivision is
recognised and the gTroup ceases to exist as an intact
physical and legal entity., The larger shareholders

may eventually prefer to market individually, but the
bulk of the former group members, with their relatively
Small surplusses, would not, In such a situation there
is obvious room for misappropriation, and it is essential
that rules and controls be introduced now so that such
occufrancea will be. minimised, "

Not all groups have continued to manage their affairs in
Part or in total as described above, and there are those
which have been so torn with dissension that once
subdivided they have done away with all forms of group
co~operation, a situation which is sometimes irredeemable,

Under the newly evolved system of group co-cperation at
a marketing and co-ordination level, and with each man
looking to the income from his own plot rather than a
group enterprise, two major concerns have arisen:-

(a) Smallholder credit: at present credit is
available only for the large-scale group enterprise,
and subdivided farms, although sometimes receiving loans
through sympathetic local agency officials, are in fact
ineligible, Group members are so anxious to receive loans
for smallholder farm inputs, that groups would probably be
prepared to co-operatively guarantee a large single unit
Jan made to the farm, but which was to be used by individual
members, Again, however, a fairly foolproof inputlor cash
distribution system would be essential to guard against
misappropriation or use by individuals in non-farm enterw
prises, Interestingly, many farmers would extend their
acceptance of group liability to water project loans as
well as farm inputs, but not to the construction of farm
roads and tracks, As members are already differentially
served, liability assessment would be difficult and rgad

is apparently considered by members to be low priority.
access 1s ;
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(b) Income tax: the taxes on a group-constituted
enterprise are much higher than each individual would
have to pay if the group legally ceased to exist, This
point is of importance to smallholders on a subdivided
group farm who are realising a Teasonable income but see
a disproportionate amount of this lost to taxes, To
avoid this, groups want subdivision to be legally accepted
and then to reconstitute their formerly production-~based
Company or society into a service organisation with
operating costs but no incomet

3.4 Conclusions

The example set by the best and most Successfully sube
divided farms is the most convineing counter to all the
arguments of the social and economic virtues of
perservering with group farm enterprises, In general,
subdivision works well, In the majority of cases it
assures a man of a better income than under large-scale
group enterprises, there is far less dissension due to
management disagreements, inadequacies or theft, and most
farmers are much happier running their own holdings,

What is occurring now is an evolutionary phase in the
Africanisation of former European-owned farms, whose
obviously successful enterprise methods were first copied
by both groups and individuals and have now been discarded
by groups in favour of more practical arrangements better
suited to the people involved., Already subdivided groups
have ceased to regard themselves as businesses and are
beginning to demand to be recognised and served as
communities of smallholders in the fullest sense,
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L, RATIONALISATION AND REHABILITATTION

4.1 General
—_—

One of the first acts of Government in continuing to

Plan for the rehabilitation of what is left of the
large-scale farming sector should be the acceptance of
the present and future inevitable subdivision of most
group~owned farms, It should also be recognised that
groups can no longer be regarded as sufficiently
responsible to be éntruateﬁ with any of the few
remaining nationally valuable large-scale farms (e,g,
those engaged in the production of seed or pedigree
breeding animals)., Group purchase of these can be
expected to result in a deterioration of the enterprise,
considerable losses, social strife and an eventual sSub-
division which makes the farm unsuitable for the original
farming enterprise, Land companies, part of whose
objective is the settlement of subscribers on Purchased
farms, allow the realisation of potentially large profits
by a few entirepreneurs whose method of subdivision i,
from a conservation viewpoint, suspect, To avoid the
likelihood of further group losses and to eliminate .
wnecessary profiteering of this type, it is recommended
that in future no large group, be it Co~-operative
Society, Company or Partnership or 'Land Company' be sold
an intact farm, Groups wishing to buy a farm in an area
defined as valid for smallholdings may do So, but only if
the farm has been formally surveyed and subdivided first
into viable units by the relative technical agencies, i.e,

Ministry of Lands and Settlement,

Individuals, small partnerships and small companies would
be allowed to purchase farms, however, but their charters

11 as Government legislation must preclude settlement
as we

f any sort, People subscribing to such Companies must do
ol an .



SO0 only on the basis of expected cash dividends and must
clearly never expect the right of settlement,

Government has clearly recognised the decline of the

Large Farm Sector in Kenya, as shown by its application
for substantial World Bank funds for rehabilitation of
part of the Sector., Under this project, the Group Farms
Rehabilitation Project (GFRP), rehabilitation and the
clearing of accumulated debts is to be achieved by, in
effect, alienating a large unit of tke farm, since it is

to be operated basically under management imposed as a
condition of the rehabilitation loan, While some manage -
ment skills may be imparted to the group over the five-
year period specified, all the other root causes of dissent
will be likely to remain unchanged, It is thus recommended
that the concept of rehabilitation should be broadened to
include the possibility of accepting farm subdivision,
reviewed and modified where necessary, with the technical
development of the resultant smallholdings being the means

of group debt repayment,

4,2 The rationalisation of membership

A large number of group farms, particularly co-operative
societies, have too large a membership ever to provide
either a reasonable return per member or an adequately
sized plot when the farm is ultimately subdivided, Unless
the farm is already subdivided, all members are rarely
resident or represented; absentee and of'ten unknown members
afe, therefore, a considerable complication. Added to this
is the pnmblem of unregistered resident members who, unknown
to the majority of the group, have sometimes been so1d
shares and are thus a considerable cause of dissension, or
who also may have been fully accepted by the group in all but
the legal sense (e.,g. additional members to an otherwise

fully subscribed 50-member private company).



of multiple membership, where groups, rather than
sensibly restricting size, have maximised it in order
to raise as much money as possible, Over the years,
individuals seeking to increase their holdings have
of'ten only been able to do so by buying comparatively
small shareholdings in new groups, thus creating the
ultimate in fragmentation: this Process is still going
on,

Obviously, this sifugtion ig both economically and
Socially unsound., What is neéded now is the rational-
isation of membe rship through the extremely complicated
and sensitive process of the exchange and consolidation
of individual shareholdings., This is a major issue
requiring priority attention, but it is essential that
membership lists be both rationalised and stabilised,
especially with respect to members who have contributed
little and not been seen at an Annual General Meeting for

yYears.

The first step must be for each group to advertise for all
contending members to identify themselves and pay their
full membership shareholding by a defined date, Non-
appearance would disqualify a particular person from full
membership entitlement(but not necessarily from non~-payment,
for which a longer term.timetable could be set), although
his proportionate subscription would be refundable,

Once membership lists have been stabilised, the whole
oﬁplicated business of exchange and consolidation could
c
ceed After the consolidation of membership holdings
pro .

h been achieved, on certain farns membership may still
as

exceed economic viability., In such cases a proportion of
members should if possible be bought out (in companies mainly
the smaller shareholders and volunteers, and in co-operative
societies volunteers and, possibly, a number selected by

ballot), or moved to compensatory areas, For the Kikuyu
a o ’
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and perhaps the Western Province agricul tural tribes in
pParticular, this is a most sensitive and critical issue,
for to date few have relinquished land once they have
gained an entitlement, On the other hand, Kalenjin
individuals have already sold or exchanged land areas,
and would not necessarily be so basically opposed in
Principle to relinquishing one piece of land in exchange
for money or another area, What they are opposed to,
however, is tight controls on land use, for compared with-
the agricultural tribes, the Kalenjin are extravagant
land users amd very often overstock with cattle,

Pravided that it is well planned and carefully introduced,
however, buying out shareholders is theoretically possible,
even though up till now most people, having purchased

'land shares' have generally retained them except where a
farm has become totally unviable (as those societies who
attempted to settle and farm ranching land in the Naivasha
area have found)., Under the auspices of a coun try-wide
programme, a shareholder might be persuaded to sell:-

(a) If he has adequate land and bushess interests
elsewhere and the shareholding in question is relatively
small or, if theholding is of a medium size, a good profit

is assured.,

(b) I, lacking alternative interests or land, he
were offered the repayment of his original investment,
compensation for improvements and lamielsewhere, preferably
not too far away and at least as good as the plot relin-

quished,

The difficulties and problems likely to be encountered in
attempting to introdqu a programme of rationalising group
membership cannot be over-emphasised, but neither can the

need, The only effective means by which such a Programme

can be even partly implemented is with the co-operation,

beit sometimes grudging, of all members of all groups
albe s
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affected, For this to be achieved, a maximum of
influence from both the politiecal and administrative
wings of Government will need to be exerted, as well
as proferring the inducement of official recognition
of the resultant modifjed Subdivisions,

4.3 Are Settlement Fund Trustee Farms an answer?

The idea of Settlement Fund Trustee Farms (SFTs) was
conceived primarily to see_if & more viable form of

lam acquisition and-loan repéymant could be evolved

than the existing systems of formal settlement schemes

and group take-overs, both of which resulted in
considerable loan arrears, Under the SFT programme,
large-scale farms are purchased by the Minis try of Lands
and Settlement (MLS) and a number of 'landless people!

are settled on 1 hectare subsistence pPlots, the total

area of which rarely exceeds 25 per cent of the total
farm, The remaining area is farmed as a large-scale
enterprise by a manager and subsidiary staff employed

by contract and directly responsible to MLS, In theory
this situation is intended to ensue wuntil at least the
purchase price is recovered, When this occurs the farm
will eitﬁer revert to the settlers, who will be integrated
into the large-scale management system, or will be
formally subdivided under a settlement scheme, In practice,
however, considerable problems and drawbacks have already
developed in the three years since the concept was

introduced,

The SFT venture, while theoretically sound, is practically
of high risk, for the success of each farm depends almost
entirely on the skill and honesty of the contract managers,
whose incentive to perform is very often reduced by weight
of settler opposition or apathy., Farm managers are also
inadequately supervised, Total farm subaidiary staff also
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often appears to be unnecessarily large, and management
Seems to have littie contact with the settlers except

to offer certain limited services or to control theft

or illegal grazing and otherwise exert disciplinary

control, A majority of SFTs are either operating at a level
Well below potential productivity and many incur

Substantial losses,

Members, on the other hand, sit on their 1 hectare Plots,
isolated and excluded from the large-scale enterprise,

and look forward to-the day when they will own the farm,
which they prefer to believe has been promised by
Government four or five years hence, Almost every settler
considers the present plot size a temporary measure, and
most believe that a smallholding of at least 4 hectares is
the future optimum, with a small group enterprise if any
land is left, In some afeas, in fact, an area of 1 hectare
is inadequate for subsistence, and this leads to member s
stealing wire, crops, farm inputs and other goods from the
large-scale enterprise, Sabotage of the enterprise
occasionally occurs due to, first, a mixture of resentment
at an operation they see as excluding them from making an
adequate living, and secondly a belief that if the large-
scale enterprise fails often amd badly enough it may sooner
revert to total settlement ownership, This situation is
aggravated by the fact that most plot holders have
considerable excess time of their hands, often demand
employment on the large-scale enterprise as a right and
join the ranks of the discontented when employment is
refused or unavailable (settlers are generally employed only

for casual labour jobs).

0 ome SFTs where the plot size of 1 hectare is patently
n s
inadequate, not all allocations have been taken up but
a ’ < :
ho have settled have assumed a hopefully proprie tory
those w
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attitude and are not anxious for the number of
Ssettlers to be increased; this would reduce an
individualts ultimate share, Settlers do have

settler activities, The selection of settlers is
arranged mainly through the District Adminis tration

and settlers are multi-tribal and have a wide varie ty of
backgrounds, This disparate-péture of settler origins
weighs heavily against the likelihood of future co-
operation, which is usually dependent on Some degree of
similarity of social or educational backgrounds,

SFTs at the moment thus consist of two distinet and
separate elements - the commercial large-scale enterprise
and the settlers, A major fault is the lack of a super-
visory managerial structure and too much is dependent on

the farm manager, If the manager is effective, the

concept works and the farm makes a profit, but if not then
losses are incurred and the goal of loan repayment recedes
further into the future. Settlers have nothing to do but
cultivate their own meagre plots, and except for casunal
labout are not in practice involved with the large-scale
enterprise (in view of the general failure of group
enterprise this is probably inadvertently realistic),
Divorced from the large scale enterprise, settlers invariably
think in terms of ultimate subdivisbn, Having no involvement
with the enterprise, they take no responsibility for its
losses and will not take these into account when they
eventually begin to demand (to purchase or be given) the

entire farm,



are as followss.

(a) Piot sizes on all spp farms should be
reviewed by the Ministry of Agriculture's relevant
officers and readjusted to Provide at least a4 reasonable
Subsistence - plus living, - This woulg g0 a long way
towards reducing discontent,l theft amd sabotage,

farm component as a gToup enterprise, Subdivision into
Smallholdings capable of Yielding an adequate living
should be the stated long-term objective, ang this should

contain their impatience and frustrations, 1¢ any SFT is
unsuitable for subdivision, the Present settlers should pe
accommodated elsewhere and the famm classified to be
retained as a large-scale unit,

4,4 Thé scope for rehabilitation of group farms

If the proposition is accepted that the best and most
acceptable course for Government to take with respect to
most group farms is to plan for their rational subdivision,
then except for the objective of debt recovery the present
rehabilitation programme is taking a fundamantally wrong
approach in prolonging and artificially sustaining group
enterprise, As described in Annex T group farms are
being recruited for t?is programme more or less under
pressure and at a very slow rate, and in contradiction to

the objective of re-stimulating group enterprise, in

lmost every case the group's objective is to allow the
almos

e's management to get them out of debt and then
programm:
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subdivide, From a Social point of view it would seem
that the emphasis on group farms is wrong, for people
are being forced to do what they really dislike doing as
'owners! - moving on to a small Subsistence plot and
letting a relatively €0stly manager operate their farm,
Freedom is thus surrendered for economic reasons and
inevitably feelings of deprivation will germinate and
gTrow either into submerged or open hostility,

From the national production point of view, the best
results would be gained by ‘concentrating on individually
owned farms or small Partnerships, where social problems
are minimal and technical innovations have a good chance
of success, The present programme is, however, taking
the 'worst first' mostly because these are deepest in
debt, This is a high risk activity,

The present programme is falling far short of its
recruitment targets and to date has been almost mono-
tribal in composition, It seems that it is only the
Kikuyu who are prepared to take the risk and subsist on
small acreages while someone else works with their
committee to get their farm out of debt and money into the
bank, Once this situation has been achieved they will
revert almost certainly to larger smallholdings and the
accumulated savings for their major long-term aim of
purchasing more land, Even so, most of these groups have
joined because they or their executive see no other way
out if they are to repay their debts and avoid losing their
land, They do not really like the idea of bringing in a
Government management agency, but most hope that this will

b 1y a temporary measure which will solve their
e on.

immediate problems, This idea of handing over land to

Government to manage, which despite the membership

¥ tituent of the man;sine commi ttee. many people believe
e tually the case, is in fact a major point in opposition,
is actu .



This is so because of rumours which allege that
rehabilitation is in fact just the first step in a
Planned Government programme to take over the land
and either evict the present members to create more
ADC farms or to reduce people from owners to a much
disliked tenant status,

A majadty of groups whom field officers are seeking to
pPersuade to join are either undecided or actively
opposed, Even though many are acutely aware of their
own shortcomings and limitations, they have already
seen the failure of many SFTs and the unenviable
situation of the settlers, and cannot see how another
form of Government-sponsored management will be much
different or more successful, In many instances the
whole issue of acceptance hinges not around the fact
of Government assistance but on the loss of personal
control to an unknown manager whom they may not be able
to reject, This worries and concerns them more than
the fact of increasing their debt burden with additional

development and input loans,

There is also a very definite ethnic bias and credibility
gap amongst many group executives, who express disbelief
in the ability of imposed African management, no matter
with what training or experience, to do any better than
themselves (this is especially true of ex~European farm

employees).

On the farm, managers will face numerous problems from
n ']

ting members who may initiate actions which it is
dissen

unfair to expect a manager to combat, It will thus be
. tial that if group farm rehabilitation is persisted
essential

that there must be a strong and cohesive committee
with:ing between the manager and the members whenever
stand

puni tive action is required,
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Kalenjin 8roups are to date the most reluctant to Join
the rehabilitation Programme, Their fundamental
Opposition lies with cattle keeping and their unwilling-
ness to be confined to a small plot for the five-year
duration of the‘programme. When threatened or believing
they are threatened with fqreclosure, they sell the
requisite number of cattle and repay their loan arrears,
Similarly, most Luhya groups are oPposed to rehabilitation
both because of difficulties of group c-operation and
because this would necessitate giving up the often
substantial areas they now individually farm in exchange
for a restricted plot. The desire for a large holding
is usually the very reason why they left the reserve and
purchased a shareholding in a group,

Thus, in general Kelanjin do not want to be confined
because of their cattle and a distaste ior close
proximity living, and the Luhya etc,, are unenthusiastic
because of their unwillingness to accept a small plot and
their apparent pronemness to argument and dissent, Only
the Kikuyu appear to be willing to readjust and be
pragmatic enough to realise the potential benefits of
rehabilitation; even then such groups are mostly the
totally defeated, Joining groups believe they have to an
extent both abdicated from ami been relieved of the total

responsibility of the additional loans made through the

rehabilitation programme, In effect, it was not their

decision to borrow, but Government's decision to loan,
They will be happy to receive any profits, but they may be
unwilling to accept a loss, the cause of which, although

they endorsed, was actually Government's making,
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A few of the more astute and better groups, realising
their limitations in managing a valuable asset, such

as coffee, have cautiously joined the Programme, The
additional debt burden Projected by the often rather
optimistic farm pPlans worry them, however, for crop
failures are always possible, The root cause of this
worry is probably a combination of the doubt of the
rehabilitation brogramme to supply an acceptable and
sufficiently skilled manager, along with an inherent
unwillingness to incur debts for intangibles which have

a degree of uncertainty in their repayment (crop loans)
while loans far something concrete like land are a
different proposition, The whole structure and the way
in which rehabilitation loans to groups are made and used
needs re~examination, for these often increase a group's
debt burden to an amount well above the net worth of the
farm, and are made by fiéld officers and used by managers
who do not have the responsibility of repaying them, The
more educated executives are afraid that more debts will
mean less freedom and more Government controls, while the
others may not realise just what they have been let in for,

People cherish the freedom to exercise their own control
over land they have purcahsed, and even though they may
realise they are being less than effiFiqnt, they would
rather this than be mergly efficiently-managed tenants,

Moreover, the suspicion exists that the rehabilitation
rogramme is just the first of a series of steps towards

b

loss of ownership, Suggestions of foreclosure and sale to

farce groups to join the programme have only aggravated
these fears,

M groups are waiting to see if the farms which have been
any

uaded to join will actually succeed, From this point
ers

pf jew it is thus essential that if the present programme
of v
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is to continue, it must bossess a showcase of quick
and highly visible Sucess, The first farms to be
selected should therefore be those with a minimum of
organisational problems and easily remedied technical
deficiencies, ang individual ly-owned farms should not
be excluded, The present selection criteria aims at
'problem group farms!' first, These will be very slow
to show wvisible improvement and thus will be a poor
advertisement for the Programme,

A few farms having made the decision to join are now
balked by an apparently very slow approval procedure,
particularly with co-operative farms, where the Co-
operative Department is involved, Such farms may have
already consolidated members onto small plots who are
restive at no action, or have even been granted a large
preliminary loan which they may not be able to repay for
lack of management supervision,

It is strongly recommended that the pPresent rehabilitation
programme should switch its emphasis away from the group=-
owned farm sector in promoting large-scale managed
enterprises, concentrating on individually owned and sma 1l
partnerships for large-scale production, and treating group
owned farms in terms of productive smallholdings after

subdivision,

4,5 Conclusions

The overall conclusion of this Sociology Annex is that most
group-operated large-scale farming enterprises have broken
down and fragmented both socially and physically to an

irredeemable extent, The concept therefore should be

bandoned This, of course, does not mean that groups should
a . :

ot own large-scale enterprises, but that they have a self-
n

admitted incapacity to operate amd at the same time live on

h Group co-operation is also not precluded, but should
them,
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be concentrated on the provision of services such as
marke ting, and not on basic production,

It is considered that Government should accept sub-
division as a logical end to most group farms, but
insist upon technical and social modifications and
controls, including the rationalisation of membership in
exchange for legal recognition, Implicit in this is

the additional acceptance that existing group debts
could be repaid through the earnings of constituent
smallholders, Also, no more intact farms should be sold
to groups whose members wish to settle on them unless
formal Government-controlled subdivision first occurs
and farm settlement capacity is defined., With the
rehabilitation programme the emphasis should switch to
the more viable individual farms with respect to large
scale farm prodiction, and broaden to incliude possibly
group~secured smallholder loans, and the management of

SFTs,
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