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A diagnostic led by MoA and supported by Gates Foundation in 2009-
2010 aimed to identify a way to accelerate agricultural transformation

Narrow approach to sectoral change
…leading to disconnected interventions that fail to address 

root causes of low agricultural productivity

Lack of implementation capacity
…especially poor human capacity, with initiatives lacking staff 

with the right mindsets or sill

SOURCE: Strengthening Ethiopian Agriculture Development for Growth, Food Security, and Equity by BMGF (2010)

Two key findings from previous approaches to agricultural transformation in Ethiopia
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Based on the diagnostic findings, the ATA was created in 2010 to serve 
as a catalyst for transformational change in the agriculture sector

Culture of delivery excellence supported by a clear 
management process

Increased capacity and capabilities of government 
institutions

Potential to unlock additional donor and private sector 
investments

Accelerated impact of existing donor and GoE programs

Intended outcomes of the ATA
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In light of learnings from other similar organizations, the ATA is intended 
to have a 20-30 year lifespan

01
Phase

Inception
2010-15

02
Phase

Impact
2015-20

03
Phase

Scale
2020-25

04
Phase

Scale
2025-30

• Prove model

• Deliver initial 

results 

• Create 

momentum

• Build on learnings

• Make highly 

impactful 

interventions

• Expand support 

across wider 

group of 

commodities and 

geographies

• Expand support 

across wider 

group of 

commodities and 

geographies 

05
Phase

Transition
2030-

• Share tools and 

approaches with 

public sector 

partners

Current Position

ATA’s Organizational Lifespan 
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ATA’s mandate areas and programmatic approaches to transformation 
are outlined in its Regulations (No.198/2010 and No.380/2016)

Source: Agricultural Transformation Council and Agency Establishment Council of Ministers Regulation No. 198 / 2010  and Agricultural Transformation Council and Agency Establishment Council of Ministers (Amended) 
Regulation No. 380 / 2016

Mandate Areas
Programmatic Approaches to 

Transformation

Identify systemic constraints of agricultural 
development, through conducting studies, 

and recommend solutions in order to ensure 
sustainability and structural transformation

Provide implementation support for 
recommended solutions from studies

Recommend and follow-up the 
implementation of recommended solutions 

as projects

Conduct linkages & coordination among 
agricultural and related institutions and 

projects in order to ensure the effectiveness 
of agricultural development activities

Systemic Interventions
Support the identification and 

implementation of interventions to address 
systemic bottlenecks through the Agricultural 

Transformation Agenda

Geographic programs
Coordinate agricultural and related projects 

in specific geographies to 
catalyse agricultural transformation
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ATA has demonstrated its agility evolving in response to sector needs, 
from a think tank to an implementation catalyst to a system integrator

Think Tank
2010-2012

Implementation 
Catalyst 
2012-18

System Integrator
2018-current

Focused on solving complex 
problems or developing 

innovative ideas

Focused on bringing 
together component 

subsystems and 
stakeholders to work 

together towards shared 
goals

Focused on catalyzing 
significant change or action 

to spur agricultural 
transformation
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Following its establishment, ATA was focused on identifying the systemic 
bottlenecks in the sector

Linkages & Coordination

Studies

Projects

Implementation Support

• Predominantly sub-sector strategies to identify key bottlenecks to 
unlock transformation

• The organization was not mandated to do project implementation 

• Largely technical support provided to MoA and partners to 
support tackling bottlenecks identified in ATA’s sub-sector 
strategies 

• Conducted through the Transformation Council 

• Focused on programmatic linkages identified within sub-sector 
strategies 

Mandate Areas and Focus during the ‘Think Tank’ Phase
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To ensure rapid results from its recommendations, ATA evolved to begin 
project implementation and enhanced its support functions

Linkages & Coordination

Studies

Projects

Implementation Support

• As the organization moved towards implementation, studies 
focused more project related studies (e.g. project design)

• Increase in policy recommendation to unlock agricultural 
transformation

• Begun project implementation in order to speed up pace of 
implementation of ATA’s studies (e.g. sub-sector strategies)

• Focus on implementing innovative projects through the 
Transformation Agenda (e.g. technological solutions)

• Established Regional offices to enhance implementation 

• Focus on enhancing capacity building – for which there was strong 
demand from partners - there was large deployment of ATA staff 
to support the Transformation Agenda staff in the MoA

• Continued to establish programmatic linkages identified within sub-
sector strategies 

• Began testing operational linkages & coordination to differentiate 
from MoA’s linkages & coordination at the sector level, e.g. VCAs

Mandate Areas and Focus during the ‘Implementation Catalyst’ Phase
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Most recently, ATA has shifted again to act as a ‘System Integrator’ for its 
strategic programs in order to scale its activities and maximize impact

Linkages & Coordination

Studies

Projects

Implementation Support

• As ATA moved towards system integration, studies focused more on 
program and project design and refinement 

• Expansion of project activities across sectors and geographically, 
moving beyond pilots to scaling activities

• Given the ability to sub-grant to other organizations, to focus on 
building the capacity of the sector and expand scale of interventions

• Directed at supporting partners in program and project 
implementation, e.g. through establishment of PPMO team 

• Continued to test new models to enhance delivery capabilities, 
e.g. ATA-MoA Delivery Unit 

• Continued to establish programmatic linkages identified within sub-
sector strategies 

• Expanded operational linkages & coordination, such as through the 
ATA-MoA Delivery Unit and growth of VCAs and RTCs across the ACC

Mandate Areas and Focus during the ‘System Integrator’ Phase



12

Context and Establishment of the ATA

Evolution of the ATA’s Mandate Areas

ATA’s Programmatic Approach

Key Achievements

Learnings

Agenda



13

Rationale for a 
Programmatic Approach ATA’s Programmatic Approach

Transforming the agriculture sector requires coordinated programs 
which solve challenges at both the system and local level

• Agriculture is a complex system, 
with changing dynamics across 
different commodities, 
geographies, and value chains

• Individual projects only target 
limited components of this 
system, with weak links to other 
projects working on adjacent 
components 

Programs, on the other hand, solve 
issues at a system level as they 

proposed an integrated approach

• ATA implements Systemic Interventions Programs (e.g. the Agricultural 
Transformation Agenda) in order to address structural bottlenecks at a 
national level

• ATA implements Geographic Programs (e.g. the Agricultural Commercialization 
Cluster) where it prioritizes select value chains in high potential areas to 
ensure impacts are achieved in targeted communities of SHFs, pastoralists, and 
agro-pastoralists 
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Systemic Interventions Program 
(e.g. The Agricultural Transformation Agenda)
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The ATA solves challenges at the system level by supporting the MoA’s
program to address the systemic bottlenecks identified in its sector plan

Systemic Intervention Program
Overview of the Agricultural Transformation Agenda during GTP I and GTP II

Background

• Planning was undertaken with wider sector stakeholders to identify key
bottlenecks and relevant interventions

• The program was designed to include an annual review, in order to allow inclusion
of arising bottlenecks during the program period

• Ownership of Deliverables was distributed amongst the MoA and its affiliates
according to the stakeholder best placed to implement the deliverable

Objective

Aim

Approach 

“The Government of Ethiopia (GoE) will implement an Agricultural Transformation 
Agenda to address systemic bottlenecks that constrain the achievement of GTP II targets 
for the agricultural sector.”

Agriculture and Natural Resource Sector, GTP II Plan (p. 104)

• The Transformation Agenda was designed to address systemic bottlenecks in the
agriculture sector plan, and answer the question of how the targets in this plan
would be achieved

5
Pillars

20
Programs

39
Deliverables

121
Sub-Deliverables

>237
Activities & Targets

Structure
2019/20 #s

Initiation 
• The Transformation Agenda was originally recommended by the Agricultural 

Transformation Council and initially established in GTP I
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To ensure impact on specific communities of smallholder farmers, the 
ATA delivers geographic programs, starting with the Crop ACC

Identifies and coordinates interventions across the value 
chain 

Aligns 
actors in 

the 
agricultural 

sector

Research &
Extension

Inputs Production
Aggregation

& Storage
Processing Market

Creates agglomeration benefits through 
geographic commodity clusters

Private
sector

Dev.
partners

Local 
govt

Regional 
govt

Federal 
govt

Increases the scale of farming activities 
by grouping neighboring farmers

Geographic Program
Overview of ATA’s Crop Agricultural Commercialization Cluster (ACC) Program
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Studies

ATA has delivered more than 250 action-oriented strategic studies of 
which nearly 80% have been implemented or used for decision-making

• Established highly effective Analytics Unit at ATA HQ 
to conduct studies 

1. Policy & regulatory enhancements 
e.g. Barley Sourcing Policy Analysis, Minimum 
Support Price Modeling & Monitoring

2. Sector and value chain strategies 
e.g. Seed Sector Strategy, National Agricultural 
Extension Strategy, Food & Beverage Strategy, 
Wheat Value Chain Strategy 

3. Business cases
e.g. Ethiopian Agriculture Business Corp (EABC) 
Strategic Review, Unilever Investment Support 

4. Project design and scale up 
e.g. Case studies for Livestock and Fisheries 
Development Project, Mechanization Service 
Centers Project Design

5. Organizational enhancement studies
e.g. Organization Rightsizing, Leadership 
Program Development

SOURCE: ATA Studies Impact Analysis

• 250+ studies completed to date, with majority of these 
implemented or utilized by stakeholders for decision-
making: 

45%

33%

22%

Used for decision-making

2012-2020 G.C.

Other

Have been (or are being) implemented

100%

Highest implementation rates for 
Project design and scale-up (72%)

Organization enhancement (34%) and 
policy (23%) studies most often used 

for decision-making

Includes studies which were 
previously put on hold or deprioritized 
such as Acid Soil Strategy, Feed Export 

Ban Policy Analysis and Drought 
Insurance Policy
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ATA has implemented 48 innovative and large-scale strategic projects 
since inception

SOURCE: ATA Project Impact Analysis, ATA SMT Interviews 

• Implemented 48 projects over the last 10 years

• Achievements from ATA’s current projects include:

o Direct Seed Marketing: 

—~4 thousand jobs created

—~4 Mn households accessing improved inputs

—~3 thousand MSMEs and cooperatives supported

—~321 thousand Qtls of seed supplied

o 8028 Farmer Hotline: 

—~5 Mn active registered users

—~41 Mn total calls

—~4.5 Mn text and IVR messages broadcast

o Input Voucher System: 

—~6 Mn farmers use vouchers

—~15 K jobs created

—~967 Mn ETB worth of inputs sold via vouchers

—404 K transactions completed using the 
eVoucher system

• 20 projects are completed so far

35%

50%

15%

ATA scale-up

Handed over to partners
(Scale-up potential)

Narrowly focused projects: 
Closed without further plan

Projects
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ATA has helped drive the outcomes of the Agricultural Transformation 
Agenda through the ATA-MoA Delivery Unit

The ATA-MoA Delivery Unit supports the 
implementation of the MoA-owned systemic 
interventions program, through the following functions:

Planning
• DU introduced rigorous planning to MoA
• DU assists MoA by identifying systemic

bottlenecks and proposed interventions 

Tracking & Reporting
• DU assists in preparing monthly, quarterly, 

and annual reports to State Ministers, 
Minister and Parliament 

Technical Assistance
• DU provides technical support to 

Transformation Agenda implementation 
owners 

Strategic Analysis
• DU conducts policy studies for output 

markets, gathers data and does high level 
analysis

Implementation Support

DU has helped drive performance in the Agricultural
Transformation Agenda by 2-3x1 since inception

30%

52%

67%

2017/18 G.C.2016/17 G.C. 2018/19 G.C.

~2-3x

DU deployment

% Sub-Deliverables On-Track

Overall Performance
NOTES: (1) Implementation owners have endorsed deliverable performance ratings, which are tracked by the ATA-MoA DU
SOURCE: ATA-MoA Briefing Deck, Meeting with ATA-MoA DU, TADs Assessment Case, MoA DU, 2012 EC



20Source: (1) “IFC injects EUR 20 mln in Soufflet Ethiopia , 2019, The Reporter Ethiopia (2) “Boortmalt Takes Root in Debre Birhan”, 2017, Addis Fortune

ATA has conducted successful linkages & coordination such as attracting 
OCP Group and leading international malting companies to Ethiopia

• Strategic ACC platforms have been 
created and are operational, 
including the National Steering 
Committee, Regional Transformation 
Councils and Value Chain Alliances

• Stakeholders involved in the TADs 
and the ACC

o Semi-annual Regional 
Transformation Council 
meetings held in Oromia, 
Amhara, SNNP and Tigray

o >80 Value Chain Alliance 
meetings held at the Cluster 
level in the past year 

• Other relevant projects and 
programs in the agricultural (and 
other) sector(s)

o 12 command-post meetings 
at MoA, mostly chaired by a 
Minister or State Minster

Bringing International Buyers

o OCP Group

— 2.4 Bn USD investment to 
build a plant in Dire Dawa

— Produce 2.5 mn tonnes of 
fertiliser per year 

— Second phase will see a 
further 1.3 Bn USD investment 
to increase capacity to 3.8 mn
tonnes per year by 2025

o Soufflet & Boortmalt

— >100 Mn USD joint investment 

— Working with >60,000 SHFs

— Total production of >200,000 
tons of malt pa 

— Initial aim to fulfil local 
demand then regional export

Cluster summary A

FPC clusters viewB

Currently linking ~4k 
FPC clusters to buyers

“Aiming to expand barley and malt production 
in Ethiopia, ATA had designed a business plan 
to encourage malting companies around the 
world to come to Ethiopia; and Soufflet was 
convinced to come and invest.” 

The Reporter Ethiopia

FPC Marketing Platform

Strategic L&C Operational L&C
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Agricultural Transformation Agenda outcomes inc:

o Ethiopian Soil Information System

– 748 woreda survey completed

– Soil fertility status map and preliminary fertilizer 
type recommendations developed

– National soil archive constructed

– National soil database created

– Spurring nearly US$4bn investment in the fertilizer 
industry

o Cooperative Capacity Building & Seed Production

— Completed and handed-over 44 large warehouses

— Created 14 seed producing cooperative unions and 
196 primary cooperatives which have distributed 
92.5k qtls of seed in 2019 (c.12% national supply)

o Mechanization

– 1.4 Mn SHFs have access to mechanization 
technologies 

– Agricultural machinery users increased from 3% to 
10% 

Systemic Intervention Program
GTP II Agricultural Transformation Agenda Deliverables (TADs) 

Through implementation of designated interventions and support of the 
DU, the Transformation Agenda has delivered some important results

Pillar Annual progress

Agricultural Development Sector 

Natural Resource and Food Security Sector 

Agricultural Input and Output Marketing 
Sector

Ethiopian Institute of Agricultural Research

Federal Cooperative Agency

Livestock 

Cross-Cutting Initiatives

91%

88%

87%

86%

84%

82%

75%

SOURCE: ATA-MoA Briefing Deck, Meeting with ATA-MoA DU, TADs Assessment Case, MoA DU, 2012 EC

• TADs owned by MoA with projects contributing 
across the sector implemented by MoA and its 
affiliates including ATA, EIAR, FCA 

• TADs performance in 2018/19 G.C.
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NOTE: (1) 2.7 million hectares of Wheat is farmed by FPC farmers
SOURCE: ACC 18 Month Reporting; FPC PMO 

The Crop ACC geographic program has resulted in a significant increase 
in productivity of the prioritized commodities during the pilot phase

ACC Progress, 2018 G.C.
Difference in Productivity versus 
Non-ACC Woredas

2020 G.C. Progress FPC Progress, 2018 G.C.

Difference in Productivity versus 
Non-FPC Woredas

+36%

+69%

+14%

+38%

39%

Maize

Wheat

Malt Barley

Teff

+54%

+72%

+14%

+54%Maize

Malt Barley

49%

Wheat1

Teff

>75,000 Farmer Production Clusters 
(FPCs) established including 1.7 

million SHFs

1.6 million Qt (2.3bn ETB) of crops 
under contract

ACC Malt Barley Clusters 
substituted imports of barley and 

fundamentally changed the industry 
structure

22.8 million quintals (worth 33.4 
billion ETB) of marketable surplus 

sold from ACC woredas

Geographic Program
Crop Agricultural Commercialization Cluster (ACC)
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System integration 
for strategic programs 

Strengths Weaknesses

During 2020, the ATA undertook a SWOT analysis by engaging its key 
stakeholders to gain an understanding of its strengths and weaknesses…

Highly adaptive learning organization

Addresses systemic issues & 
intervenes at the SHF level

Demonstrated ability to 
deliver at scale

Ability to deliver 
innovative projects

Unique analytical and 
data capability 

Limited platform for knowledge 
management and sharing 

Insufficient engagement in 
critical areas (e.g. Livestock)

Limited coordination with 
other strategic programs

Limited capacity building for 
implementation partners

Inadequate focus on tracking

Inconsistent relationships 
with different stakeholder types
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Increased national and donor 
focus on Gender and Nutrition

Opportunities Threats

…As well as taking stock of the opportunities and threats it may face 
over the next 10 years

Highly supportive political 
environment and leadership 

Increased coordination with 
MoA and its affiliates

Strong national vision and 
strategy for agriculture 

Agriculture continues to be the 
driver of economic development

Growing international investment 
in Agricultural Industrial Parks

Insufficient partner readiness for 
transformation

ATA’s mandate is not well 
understood by stakeholders

No approval of strategy, policies & 
procedures, and structure

High expectations given limited 
support and constraints on org. size

Frequent changes in strategic 
leadership (MoA, RBoAs)

Frequent changes in operational 
leadership (Woredas, Kebeles)
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The learnings gained from the SWOT analysis and other studies inform 
the key principles for ATA’s 10-Year Strategy going forward 

Focus

Engagement in 
critical areas

System 
Integration

Alignment

• The ATA will focus on a limited number of strategic programs

• The ATA will limit its project implementation to innovative and regional / 
national scale-up projects, where it has unique ability

• The ATA will orient its activities to address the key levers for agricultural 
transformation, as outlined in the Homegrown Economic Reform Agenda

• The ATA will expand from its focus from on crop commodities in Amhara, 
Oromia, SNNP and Tigray to engage in the livestock sector and the 
emerging regions

• The ATA will continue its transition to a system integrator where it can 
support other partners to scale up innovative initiatives more efficiently

• The ATA will expand its engagement with private sector actors in order to 
attract increased investments into Ethiopia’s agricultural sector and 
support the effectiveness of these investments

• The ATA must deeply align its activities with the Ministry of Agriculture and 
engage Development Partners in order to ensure strategic coordination 
with other agricultural sector stakeholders



Innovations to help our country grow


