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Foreword

If there is one word that characterise the time we live in, it is change. Over the past decades we Bhutanese have witnessed far reaching changes at all levels of our society; starting from the introduction of decentralisation as a key policy to bring decision-making closer to the people in early eighties to the adoption of the constitutional democratic monarchy system of government in 2008. For the people living in our towns, the last decade has brought about a broad range of new products and services making life inarguably a lot better and much more convenient.

In contrast, however, life in rural Bhutan has remained more or less the same. Decentralisation has enabled the GYT to steer the local development and  improve access to electricity, roads, schools, and BHUs. But rural life is still dominated by the great challenge of making a living from farming. Farming is still backbreaking work at the mercy of Mother Nature. Rewards are unpredictable and infrequent. It is hardly surprising that our youth are continuously seeking greener and more rewarding pastures in  towns, leaving the elder generation behind. 

This brings us face to face with the challenges we confront in the Ministry of Agriculture; thus the  importance of this new Extension Policy. While our demand for food and other agricultural products is rapidly increasing with population growth, our farmers are getting older and fewer. If the agriculture sector is to keep pace with growing demands for produce and the desire for a better life, we need to address the challenges of helping farmers increase their productivity and successfully market their surplus which can be used to improve their livelihood. 

We need to transform our farmers into a vibrant knowledge society by providing timely information, appropriate technology, and sound technical advice not only to increase their productivity and income, but also to make farming and rural life more sustainable and attractive. This is the role and challenge of extension. 

The National Extension Policy of 1995 was instrumental in bringing about rural development, however, with the changing times and needs of the time there was an urgent need to revisit and revise the policy in order to address the problems in a more focused way. The revised extension policy identifies a set of interlinked strategies to meet this challenge. It will, however, only become effective when it is implemented with dedication and spirit, and when combined with access to improved and appropriate technologies, farm inputs, credit, seed and market. Over the past years we have been moving towards a new perspective on extension in which it is no longer a supply-driven public service, but more of a multi-institutional network of knowledge and information support for rural people aimed at helping farmers help themselves. We now know that helping farmers produce more is necessary but not sufficient. To achieve a sustainable improvement in their livelihoods, it is vital to find markets and convert farm surplus into cash. Our new approach on extension recognizes the need for a more sophisticated and differentiated set of services tailored to the particular needs of our diverse farming community. Today, cooperation and networking within and across sectoral boundaries is the key to success. 

This new Extension Policy has been prepared with the above challenge and policy principles in mind. It has also incorporated constructive inputs from a long list of the concerned stakeholders. It is the result of a long process of close consultations with farmers, extension staff, researcher and input suppliers. 

The vision, mission, objectives, approaches, strategies and programme identified in this policy are the result of a careful analysis of our farmers’ situation, where it requires us to pursue synergies between the many different agencies of the Ministry of Agriculture. Our aim has been to prepare a policy where we invest our scarce resources with our farmers in a true and effective partnership based on equality and mutual understanding. Our success will be measured in terms of contributions made to improve the livelihoods of our rural farmers. To that effect, all of us have a duty to perform as real professionals and walk the extra mile in the service of our farmers and nation at large.

Tashi Delek

Hon’ble Minister of Agriculture

Ministry of Agriculture

1. Introduction

The RNR sector provides occupation to a majority of the Bhutanese population.  About 69% of the Bhutanese population (NPHC, 2005) is dependent on agriculture farming.  It contributes about 18.3% to the GDP and is the highest single contributor (NSB, 2007). Increasing agricultural production and productivity in order to attend food self sufficiency and food security is a priority government goal. It is also responsible for the protection and conservation of the environment. Therefore, the RNR extension, as one of the policy instruments of the government, has a crucial role to help achieve the above objectives. An effective RNR extension system is critically important to be able to translate broad objectives into concrete actions in the field. Research has shown that investment in RNR research and extension often gives a high rate of return. The average internal rate of return is about 40 per cent which is much higher than for other investments in agricultural development (van den Ban, 1996).

Extension agents are the main interface between the government i.e. Ministry of Agriculture and farmers. They are frontline workers and foot soldiers of the Ministry. Farmers come in contact with them on daily or periodic basis. Therefore, image of the Ministry is very much dependent on their ability to deliver and represent properly in front of farmers and other clients. 
The RNR sector and extension are today facing a number of serious problems and constraints.  It has been often criticized for failing to deliver the required services in an efficient and effective manner.  Therefore, it is important to critically analyze the various problems and find appropriate solutions quickly. A sound RNR extension policy must be put in place to help guide and direct future RNR extension growth and development. In order to formulate a sound RNR extension policy, it is important to understand the various issues, constraints and gaps in the existing extension system. Therefore, the following session will analyze the existing situation.

2. Situational Analysis

The RNR Sector is facing numerous challenges and problems today.  These problems pose huge challenge to the RNR extension system in terms of providing efficient and effective services. It is imperative to try to address these problems in a more systematic and participatory manner. The following are some of the key problems:

· Scattered human settlement,

· Small and fragmented land holdings, 

· Low productivity and production,

· Poor husbandry and production practices,

· Farm labour shortage, 

· Inadequate  human resources,

· Inadequate infrastructure and facilities,

· Limited market accessibility,

· High post harvest loss,

· Damage by pest and diseases, 

· Depredation of crops and livestock by wild life and

· Unforeseen natural calamities.

Other problems are given below:

· No clear extension policy

· Decentralization process

· Planning process- divorced 

· Poor coordination and linkages

2.1
Small scale, mixed, subsistence farming system

The majority of the Bhutanese farms are small scale, mixed and subsistence type wherein farmers are involved in agriculture, livestock and forestry activities. It is very much traditional, backyard, labour intensive, low input and low output in nature. Very little surpluses are produced either for sale or barter. However, with increasing market opportunities and demand, more and more farmers are beginning to venture into semi-commercial and commercial farming activities. They are beginning to produce surpluses for the market.

2.2
Scattered human settlement 

Difficult mountain terrain and scattered and skewed nature of human settlement pose immense challenge to providing responsive and prompt extension services. It takes hours or even days to reach a remote village in a geog. Sometimes it takes the hours and days to reach a far-flung household in a village. The frequency and extent of coverage of extension service is dependent on several factors like the total number of households, distance between the households and villages and production areas. The existing policy of deploying one extension agent in each geog is neither proving to be effective or productive. 
2.3
Small and fragmented land holdings

The average land holding size of a Bhutanese household is only about 2 hectares. It is a prime limiting factor to intensification or expansion of agricultural production and productivity. Moreover, these small size farm lands are often situated on steep mountain slope or in remote areas surrounded by dense forest. Such a setting increases the chances of soil erosion and depredation of crops and livestock by wild life.  

Due to widespread wildlife depredation of crops, farmers often leave their land fallow as there are instances where they do not get any return for their investment. Farming is anyhow a risky investment or enterprise. Wild life depredation makes it very unattractive and unprofitable investment.  More and more fallow lands are reverting back to forest land. The husbandry and production practices are traditional and therefore not very productive or environment friendly. Outbreak of pest and disease often ruin the harvest. As per RNR Census, 2000 it is estimated an annual loss of US $ 1.66 million due to pests and diseases.

2.4
Low literacy and numeracy rate of farmers

Most farmers of Bhutan are non-literate subsistence farmers. It is difficult and time consuming to promote new technology among them. By nature small farmers are risk averse and will not take up new husbandry or cultural practices easily. They will continue to do the same thing as in the past notwithstanding the advice and training provided by different agencies. More often than not lack of access to finance or credit hinders adoption of new technologies or husbandry options. Lack of literacy and numeracy skills is a hurdle to the path of knowledge and awareness and it acts like a self-defeating prophecy. 

2.5
Rural urban migration

Due to difficult and harsh living conditions in their villages, more and more able bodied farmers leave for towns and cities seeking better and easier lives. The rural urban migration will gather momentum with time. The increasing enrolment in schools and monastic bodies has a negative impact on the availability of farm labour for agricultural development activities. The educated members of the families are employed either in the government, private, corporation, armed forces or other services. Most of the early school leavers prefer towns and cities to village life. Therefore, only the old and infirm people are left in the villages. This trend has serious consequences on agricultural developmental activities.

2.6
Deployment of one generalist geog extension agent per geog

The existing policy of posting one extension agent per geog exacerbates the problem of extension service coverage and accessibility. It is almost impossible to expect one extension agent to cover all the households in a geog and also provide all kinds of extension services. The expectations are not in commensuration with the implementation capacity of the extension agent. The issue of generalist versus specialist deserves special consideration as part of improving the service delivery mechanism.

The existing system of deploying one generalist extension agent per geog for each sector is proving to be counterproductive and ineffective. The deployment is not based on any set criteria like the potential of the area, comparative advantage, number of households, livestock population, or other valid justifications. It is solely done for equitable distribution and deployment. This is not a rational way of using limited human resource to the fullest advantage. The geog extension agent is a generalist with diploma level education; and some of them have only certificate level pre-service training.  Their knowledge and skills are limited and one cannot expect them to master all the expertise required in a service which deals with a very wide range of problems. The quality of advices given to farmers will depend on what they themselves already know or got trained in. A specialist extension agent will be in a better position to provide better, efficient and effective services to farmers. Moreover, different opportunities and potentials provided by varied agro-ecological zones will require different knowledge and skills. This calls for a greater specialization drive among the extension agents. It is necessary to have a critical mass of extension personnel who would be able to provide quality and professional services to a particular sector or trade that s/he is trained in.  For example, dairy processing technicians.

2.7
No clear extension policy document

Though the National Extension Policy of 1995 was instrumental in developing and guiding the RNR extension system till today, there are many deficiencies and short comings. It was not clear and comprehensive enough to address the entire aspects of RNR extension. It was bulky, not user friendly and therefore was not implemented with full dedication and conviction. 

With all the mentioned issues and constraints affecting the extension service delivery, it is important to come with a revised version of RNR extension policy. There is a need to realign the NEP 1995 in order to meet the changing demands and priorities. 

3. Revised RNR extension Policy

The revised RNR extension policy is kept broad enough to cover all essential features/aspects and kept short enough to be more user-friendly, practical and realistic.  It will facilitate extension system to develop and grow in a comprehensive and holistic manner. It outlines what is the role of extension and how it must function henceforth in terms of bringing about necessary positive changes and sustainable development in agriculture. It will provide the necessary framework to stimulate learning and growth among farming communities. It will act as a deliberate means to build a firm foundation for alleviating poverty and translating GNH concept into concrete actions at the grassroots institution and community level. The overall goals and objectives remain the same. However, the strategies and mechanisms to achieve these goals and objectives have been accordingly streamlined and consolidated. In order to establish a common understanding among all concerned individuals and institutions, it is imperative to understand the meaning or definition of extension in the same way. 
3.1
Definition of extension

Though there are many views and definitions, a simplified version is given here. Extension is providing necessary information to help people form sound opinions and make good decisions. However, it is equally important to facilitate providing necessary means and inputs to translate newly acquired information, knowledge or skills into actions which will bring socio-economic benefits or profits to farmers. Therefore, let us further dissect the anatomy of extension definition:

· Provide necessary information,

· Help people/farmers to form sound opinion,

· Help farmers make good decisions,

· Facilitate providing necessary means and inputs,

· Translate newly acquired information, knowledge or skills into actions

· For socio-economic benefits or profits to farmers.

Therefore the primary task of extension is to provide timely information to farmers so that they make sound or informed decision which will bring socio-economic benefits to them in the end. It is important to understand and know the vision, mission, objectives, role and limitations of extension system.

3.2
Vision

· Enhance living standard and socio-economic well being of farming community through better and quality extension service in the area of sustainable agricultural development.

3.3
Mission

· Create enabling environment for farmers/entrepreneurs to invest in RNR activities.

· Provide better extension service to farmers to enhance agricultural productivity and production. 

3.4
Objectives

· Promote sustainable agriculture,

· Help farmer improve their opinion-forming and decision-making skills,
· Enhance farmers’ planning, organizational and analytical skills,

· Help identify and analyze farmers’ problems and solutions,

· Facilitate information sharing and interaction among agencies and farmers,

· Facilitate active participation of farmers in developmental process.

· Provide timely feedback to policy makers on extension issues and constraints.

If extension is able to fulfill the above objectives, it will automatically contribute to the realization of higher objectives and goals of the Ministry viz: Increasing agricultural productivity and production, Enhance rural income generation capacity of farmers, Preservation and conservation of environment and increase nutritional status of people.
3.5
Role of Extension

It is important to recognize that the RNR extension is one of the policy instruments the government can use to stimulate agricultural development. It is important to understand its scope and limitations; what it can achieve or not achieve; its roles and responsibilities; its position in relation to other developmental agencies in terms of initiating and fostering agricultural development. It can only do so much. However, it is essential to know what it can do and must do to achieve its end objective. It is important to know what are the means and interventions required to achieve its goals and objectives.

The RNR extension primary goal is to help rural people to lead better and more productive lives, particularly through utilization of research results and as an instrument for realizing the agricultural development policy. The major role of extension is to help farmers to make their own decisions by increasing the range of options from which they can choose and by helping them to develop insights into the consequence of each option. As mentioned earlier, the primary task of extension is to help farmers help themselves. The extension agent, however, must show them the way forward. The farmers must be in the driving seat and take full responsibility of developing their own community.

The new extension policy emphasizes on endogenous development of the farming communities through self-directed and self-initiated developmental activities with little or no outside intervention. Therefore, the main task of extension is to help farmers become self-reliant and not dependent on outside intervention. However, necessary technical backstopping will be provided by the concerned extension agencies to enhance farmer’s problem-solving and analytical skills, planning and organizational skills, implementation, monitoring and evaluation capacity. 

Extension must continue to get involved directly or otherwise in input supply till the private sector in Bhutan is in a position to take up the responsibility of the input supply. It is essential to provide necessary services and inputs in a packaged and holistic manner for optimal maximization of outputs from a unit input. Therefore, it is important to integrate production, processing and marketing of agricultural products/produces where feasible. Both vertical and horizontal integration of activities will be encouraged and promoted.

However, it is important not to spoon feed farmers and create dependency syndrome. Such spoon feeding tends to kill farmers’ creativity and initiativeness. Every extension programme or projects must have a clear exit plan. The farmer’s knowledge, skills and implementation capacity must be developed so that they can take up the responsibility of developing their own community on their own. As their planning and organization capacity to implement extension programme increases, the role and involvement of extension agents must diminish gradually and withdrawn completely at one time. 
It order to translate various goals and objectives of the extension system and higher goals of the Ministry, appropriate extension strategy, approach, methodology and methods must be used. 

4. Extension Strategy 

Given the varied nature of farming conditions, the extension strategy should be able to adequately address these varied needs and priorities of different farming conditions. Therefore, a two-pronged extension strategy is required. 

· Basic Extension Service

· Focus Extension Service

4.1
Basic Extension Service
Under this approach, basic and routine extension services will be provided to small scale, mixed and subsistence oriented farmers.  Majority of farmers fall under this category and therefore it is important to continue to provide such services.  Since the extension services and resources would be spread far and thin over a wide area, the impact from such an approach would not be readily visible or measurable. However, the importance of providing such services in order to meet social and welfare objective cannot be over estimated at any juncture. It will continue to receive priority from the government for a long time to come. Therefore, extension must continue to provide basic services to the needy and poor.
4.2
Focus Extension Service
On the other hand, there are many farmers who are interested to produce surpluses for market and profit. They are interested to upgrade existing backyard farms to either small scale semi-commercial or small scale commercial agricultural enterprises.  For this type category of farmers, it is important to provide extension services in an integrated, packaged and focused manner for optimal maximization of outputs and impacts.  Such focused approach must be targeted towards areas with comparative advantage and potential for enhancing promotion and production of niche or certain agricultural product. Where feasible, production, processing and marketing will be integrated for maximum impact. 
Such a service would also be targeted towards poor and marginal farmers for bringing about socio-economic benefits.
5. Extension Approaches
The following extension approaches will be used in the delivery of extension services to farmers and other relevant clients. 
5.1 Farmer Group & Cooperatives Approach
The Ministry emphasizes on supporting farmer’s group as a way to multiply and optimize benefits from extension services. It promotes participation of farmers in agricultural development more actively and responsibly. It encourages pooling of resources-human, material, financial- among the members to overcome constraints to development. It increases their bargaining power, economy of scales and bulk purchase of inputs and marketing. 

It also promotes appreciation, understanding and discussion of common problems confronting the group and community at large and also helps in the analysis of causes and effects. It encourages consensus-building and collective decision making among the members. Since it has to operate on certain accepted group norms and conditions, it will help to inculcate democratic norms at the lowest level which augers well for the growth of democracy in the country.

A properly trained, managed and successful farmer’s group is a sustainable way of investing in agricultural development.  Wherever feasible, farmer’s groups will be promoted in different sectors. Training on farmer group formation skills and group dynamics would be given to extension staff.  Farmer’s groups are the building blocks of farmer’s associations and cooperatives.
5.2
Farmer’s Field School (FFS) Approach
Farmers’ interest groups will be organized on some  RNR commodities to learn from each other’s experiences and through experimentations. FFS is an extension approach based on learning by doing and seeing.

5.3
Outreach Approach
The extension service delivery will be also proactive. Extension will go to the farmers with services through the outreach programmes such as the Farmer support service centres, technology parks and research outreach programme. Volunteer extensionists such as the Village Animal health workers, Non Formal Education (NFE) Instructors, Contact farmers, retired RNR staff and NGOs will be explored and used to augment the RNR extension service.  

6. Extension methods

The following are some of the extension methods commonly used to help farmers form opinions and make decisions. An extension agent’s choice of any of the many methods available will depend on his or her specific goals and on the circumstances in which he or she works. The extension agent must also decide how to use these methods. The various extension methods are:

· Mass media

· TV

· Radio

· Print media

· Electronic media

· Group Method

· Individual method

· Formal Lectures

· Informal talks

6.1
Use of Mass Media

The mass media play a very important role in introducing knowledge, opinions and entertainment from outside the local community.  It is also useful in informing policy makers and researchers about farmer’s current situations and about the problems they face. Farmer’s organizations can use to share experiences among farmers and to increase their motivation to work together to solve their problems. Of particular interest and significance is Farm Radio and Television.  Given the difficult terrain and scattered nature of human settlement and given the fact that more and farmers have access to both TV and radio these days, it will be very useful and effective tool to disseminate useful RNR related information through this media. Top priority will be to set up and operationalize Farm Radio station within the Information and Communication Service for MOA. 

6.1.1
Farm Radio

On daily basis, the farm radio will broadcast

· Important agricultural related subjects

· improved husbandry and management practices;

· market price and current market situation;

· new emerging technology options;

· cost of agricultural inputs.

· Weather forecast

· Pest and disease outbreak and control measures;

· Sharing of success stories of progressive farmers;

· Questions and answers session; panel discussions;

· Events of topical interest.

The staff strength of ICS in Farm TV will be strengthened and provide necessary training to the staff.

6.1.2
Television 

Television is an important tool to stimulate interest among farmers to experiment and adopt new technological options and improved management and cultural practices for enhancing agricultural development. ICS, MOA will continue to work in collaboration with BBS to produce weekly RNR programme of topical interest. Special emphasis would be given in documenting and sharing of various success stories on different subjects.

6.2
Group Methods

Group methods have an advantage over mass media because of better feedback which makes it possible to reduce some of the misunderstanding that may develop between an extension agent and a farmer. There is also better interaction between the farmers themselves. This interaction provides the opportunity to exchange beneficial or useful experiences in order to integrate information from farmers and extension agents, as well as to exert influences on group members’ behavior and norms. Lectures, demonstrations and group discussions are some examples of group methods. Group discussion offers the greatest possibilities and advantages. 

7. Planning Extension Programmes

The existing extension plans and programmes are often too vague, without clearly defined objectives that could be used to monitor and evaluate the success (or failure) of a programme. The outputs of such programmes are difficult to measure because there was no common agreement as to what the programmes were really trying to achieve. Visible impacts are not readily seen and often difficult to measure. Often there are no follow ups or continuity of the programme leading to loss of trust of both government and people in the extension system. Criticisms from various quarters are leveled at the extension system for failing to deliver as desired.
If extension is to be more effective and efficient, the extension planning has to good and systematic in the first place. Under the decentralized set up like ours, the geog plans are developed in consultation with the communities concerned.  Extension must provide appropriate information gathering and planning tools to help the concerned communities come up with smart plans to realize agricultural development goals and aspirations. Due to the complex nature of RNR sector, farmers are not always in a position or able to identify or analyze problems and therefore fail to formulate any request for appropriate outside interventions. It is much easier to request for infrastructure development like schools, bridges, hospitals, road, irrigation channel, electricity etc. Therefore, the main task of the extension agent is to help farmer identify problems, analyze them and provide a menu of options for the farmers to choose from in order to address these problems.  Given the limited knowledge, skills and expertise of extension agents, it is important for the extension system to provide mechanism to link them with other relevant agencies like research, credit institutions, input suppliers, NGO to take advantage of their knowledge, skills, expertise and valuable experience. 
In today’s Bhutanese context much of extension agent’s time is spent on reacting to farmer’s questions and problems. This is reactive extension. Extension advice is usually sought when the problem already is present. Answering farmer’s question or problems is an important aspect of extension work. However, the main aim of an extension programme is to initiate change. Therefore, adequate measures must be put in place to come up with appropriate extension programmes which will help initiate change and promote sustainable agriculture development. The planning process must be robust enough to guide and facilitate formulation of extension programmes which are based on field realities and needs.  Appropriate tools must be used which will facilitate farmer’s participation in the planning process. It must be simple and effective at the same time.   The planning process being proposed here is used by major donor agencies to formulate, plan, implement and monitor various projects and programmes all over the world. It is widely used because of its usefulness, simplicity, credibility and robustness.  It is easy and logical way of planning programmes and projects.
7.1
Planning Process-Logical Framework Approach

The Logical Framework Approach (LFA) is an analytical process and set of tools used to support extension programme planning and management. It allows information to be analyzed and organized in a structure way for clarity and simplicity. It uses a matrix called Logical Framework Matrix. This matrix consists of a matrix with four columns and four rows (4x4 matrix) which summarize the key elements of the extension plan. It also provides the basis on which resource requirements (inputs) and costs (budget) are determined. There are two stages of LFA: i) Analysis Phase and ii) Planning Phase which are carried out progressively during the identification and formulation phases of extension programme. The Analysis Phase consists of i) Stakeholder analysis, ii) Problem analysis, iii) Objective analysis and iv) Strategy analysis. The planning phase consists of i) Developing LFA matrix, ii) Activity scheduling and iii) Resource scheduling.
It basically involves formulation of a hierarchy of goals:  i) Overall Goals (Impact), ii) Purpose (direct benefits to target groups), iii) Results/ Outputs (Tangible products or services delivered by programme) and iv) Activities (Tasks which have to be undertaken to deliver the desired results). They are logically linked and unless the activities are implemented the results/ outputs will not be achieved. If the results or outputs are not achieved then it automatically means that the purpose and overall goal of the programme or project will not be achieved either. This is because they are all logically linked and unless the lower activities are implemented, the higher goals and objectives will not be achieved as a result. (Refer manual for detail planning guideline)

7.2
Extension Programmes

As mentioned earlier, extension programmes are the means through which extension goals and objectives are or can be achieved. Therefore, extension programmes must be embedded on ground realities of farmers who are the primary clientele of extension. The following are some of broad extension programmes which are currently being implemented by respective sectors. The list is only an indicative and not in any way intended to be exhaustive or exclusive. The extension programme must be flexible and dynamic enough to adequately reflect and incorporate changing demand and priorities of farmers. 

7.2.1
Agriculture Extension Programme

· Commodity programme

· Farm mechanization programme

· Land and management programme 

· Nutrient and soil fertility mgt programme

· Irrigation development programme

· Post harvest programme

· Farm road programme

7.2.2
Livestock Extension Programme

· Feed and fodder development programme

· Livestock breed improvement programme

· Livestock health programme

· Livestock production programme

7.2.3
Forestry Extension Programme

· Community forestry 

· Agro forestry

· Private forestry

· Forest fire prevention

· NWFP management

7.2.4
Common Extension Programme

· Processing facilities

· Marketing 

· Training and education

· Farmer’s group and cooperatives

· Rural credit and finance
8. Monitoring & Evaluation

It is important to monitor how the extension programme is being implemented to find out whether it is on the right track or not. It will allow timely intervention if the programme is not going as per the plan. Adjustment might have to be done in order to make the original plan realistic.  On the other hand evaluation normally involves a review of the results achieved in relation to the extension given, on the basis of certain established criteria. This helps to determine whether an extension programme has achieved its goals and whether these goals could have been achieved more effectively in a different way. It helps the management to learn from the experience and prevent from making similar mistakes in future. 

The LFA provides a framework for evaluation, given that it clearly specifies what was to be achieved ( namely results and purpose), how these achievements were to be verified (Indicators and Means of verification) and what the key assumptions were.  

Participatory Monitoring and Evaluation in collaboration with farmers must be the first choice to assess the impact or success or failure of an extension programmes. Farmers are the best persons to provide important feedback for future improvement of the extension programmes. The extension programme are readjusted or made more realistic based on the feedback of farmers.
9. Organization and Management of Extension System
The optimal organization of an extension service and its management depends to a large extent on the tasks it has to perform and the environment in which it operates. It has to function under a given environment as prescribed by the government. However, the primary responsibility of the extension organization is to facilitate growth and development of extension system into a dynamic organization which will be able to meet demands and expectations of both government and the farmers. The following are keys to developing an effective and efficient extension system:
9.1
Organizational set up

While the Geog Extension Centre will remain as the main service provider to the farmers because of their vicinity, other agencies depicted in chart 1 will continue with their extension activities for the benefit of the farmers. In an ideal situation, all extension services shall flow through the Geog Extension Centre.

9.1.1
Geog Extension 

The Geog Extension Centre (GEC) is the first place farmers go and shall go for advice and assistance. The GEC shall be equipped both in terms of human and other resources to be able to transfer appropriate technologies, facilitate access to input supplies, promote farm-based enterprises, promote community and private forests and provide plant and animal husbandry services. The GEC shall also provide feedback to service provider and government agencies to improve future services and also provide assistance to relevant agencies in conducting priority RNR activities.  

9.1.2
Dzongkhag Extension 

The Dzongkhag extension sector provides and facilitates the extension service at the Dzongkhag and the Geog. The major role of the DES is to ensure that the GEC is fully capable of fulfilling its mandate and will provide technical back-stopping to the GES. The DES would plan, co-ordinate, and implement dzongkhag-level activities. It will facilitate/ mobilize funds for RNR activities within the Dzongkhag and collaborate with relevant agencies in delivering effective RNR services to the Geogs. It will provide feedback to departments and relevant agencies and carry out monitoring and evaluation of activities. Furthermore, the DES will facilitate the process of allocation of resources. 

9.1.3 Regional Extension 
There are numerous regional agencies of the Ministry of Agriculture that facilitate the provision of extension services at the regional level. Some of the important ones are the RNR Research Centres(RNR RCs), Regional Livestock Development Centre (RLDC), Divisional Forest Office (DFOs), Forest Park Offices, Central program.

9.1.4 National Extension 
Extension Divisions of the respective Departments will coordinate sector specific extension programme and provide direct link with the field extension service. The heads of these extension divisions shall be members of Extension Coordination Committee(ECC) which will coordinate the cross cutting extension programme. 
9.2
Extension Staff Deployment

Due to the diversity in the Geogs the practice of standard deployment would be replaced by a new deployment system. Staff will be deployed based on set criteria:

9.2.1 Livestock
· Area of the geog  

· Number of household in the Geog

· Livestock population

9.2.2 Agriculture

· Area of the geog

· Number of household in the Geog

9.2.3 Forestry

· Area of the geog

· Number of household in the Geog

· Intensity of forest cover

Based on the above parameters, there can be increase or decrease in the number of Dzongkhag, Dungkhag and Geog level extension staffs. Depending on the intensity of the production potential of RNR commodities, concerned RNR extension staff will be deployed accordingly. 
Appointment and posting shall be based on qualification/expertise/experience/and address the needs of the specific location. Duration of the posting shall enable the EA to make use of the area know-how. EA shall be kept in the same place of posting at least for a plan period. Inter transfer between Research, Extension, Farms, Projects, Central Programmes, Training Institutes and HQ shall be encouraged where applicable and necessary to improve service delivery in general
9.3   Staff Transfer
The existing staff transfer system is neither systematic nor fair. Many extension agents feel that they have been victimized due to unfair transfer cases. Some of them have been posted in remote geogs for many years while others get urban postings. Department usually transfer extension agents only upto the Dzongkhag level. The respective Dzongkhag Sectors are responsible for transferring within the Dzongkhag.
A systematic staff transfer system is a necessity. Every extension agent must have equal opportunity to be posted in all categories of areas. Care must be taken to rotate extension agents between urban, peri-urban, remote and very remote geogs. Special attention must be given to those extension agents posted in very remote areas. It is advisable to rotate the posting of extension agents every year in such very remote GECs. The sick and disabled extension agents’ need will also be given due consideration where adequately justified or substantiated.  The Dzongkhag Sectors and the line departments must work out an acceptable modality to guarantee equity, transparency and accountability while transferring extension agents.
9.4
Staff Development
The staff members are the most important resource of the extension system. Staff development is a crucial element in making the extension system more efficient and effective. The extension agents must be competent enough to diagnose the situation of their farmers along with farmers themselves and must be capable of taking new initiatives to develop new solutions to these problems. 

9.4.1
Training 

HRD is important and the key for the success of the Extension Services as it improves the qualification and motivation of the Extension staff and therefore, will have adequate attention from the Ministry. Extension staff shall be provided with opportunities to enhance their professional qualification in order to enhance their career opportunities. However, priority shall be given to those who have proven outstanding performance/contribution. To this effect, the departments will initiate proper training identification and training need assessment to ensure proper/required impact. Based on the identification appropriate in-service training will be made available. The ex-country training shall also be based on the training needs identification and the selection shall be based on their performance.

HRMD Division will provide necessary staff database to the departments and agencies for the transparent/fair/relevant nominations of candidates for capacity building programme. Development and institutionalization of the Subject Matter Specialist (SMS) will be pursued to strengthen the capacity of the extension system. 

All extension agents are expected to undertake self-directed learning to enhance their knowledge and skills base.  Self-directed learning projects are often more important for the success of the extension service than the courses offered by academic institutions.

9.4.2
Rewards 

It is important for their development to reward extension agents for doing a good job. Incentive for outstanding and excellent performance will be encouraged at all levels. Incentive could be in the form of cash awards, out of turn promotions, certificate of recognition and training opportunities. 

However, continuous under performance will be dealt in appropriate ways. In addition to the provision of the civil service rules, this could mean, delayed promotion, limited training opportunities which could lead to disciplinary actions. The concerned Dzongkhags and the departments shall monitor the performance of the Extension staff. 

9.4.3
Motivation and Job Satisfaction

Motivation of staff is a very important in order to deliver the expected goods and services to the farmers. The extension system is only as good and effective as the extension agents are. Therefore, how to keep the extension agents highly motivated, dedicated and committed towards their work is a major challenge. It is important to provide an enabling working environment. We need to put in place i) A clear national extension policy, ii) Clear plan of activities iii) Supervision iv) Good extension leadership at all levels, v) Discretionary funds to undertake self initiated, self-directed extension projects in their particular geog and vi) Basic office and field equipment, furniture and office stationary.
 

9.5
Extension Resources

The extension system being a very important arm of the RNR needs to be adequately resourced for the extension staff to fulfill their mandate. Because of the remoteness of the area and lack of basic facilities required for a conducive working atmosphere, it would be essential to provide the extension agents with basic infrastructure and facility.

The essentials to be considered are:

· Geog RNR centre 

· Residential  quarter

· mobility

· basic office equipment,

· basic field equipment and accessories

· basic training equipment

· training materials

· basic communication facilities

· basic field extension kits

· care takers for technology parks 

The MoA shall define, standardize and update the basic equipments and other needs from time to time.
9.5.1
Geog RNR Programme Support Fund-Discretionary Fund
In order to encourage and enable extension agents to take up innovative rural enterprise development activities outside their planned programmes and activities, it is essential for the extension agents to have access to financial or budgetary support.  There are extension agents who are proactive and willing to take initiatives. However, due to lack of financial support, they end up implementing only the planned programmes and activities. It would be useful to institute a Geog RNR Programme Support Fund. It is a discretionary fund and is available for all RNR sector in the geog. Each sector must submit a detail proposal and compete for the limited budget. The access to use the fund must be decided by the concerned authorities based on the strength of respective proposals submitted by extension agents. 
In this way, it would also challenge the extension agents to work beyond their planned programmes and activities and this could be used as one of the criteria for their performance evaluation.
9.6
Specialized and Generalist Extension Agents

As the demand for better and specialized extension service is growing both from the government and farmers side, there is a need to train and deploy more qualified and specialized extension agents to cater to different needs.  A critical mass of specialized extension agents must be instituted in each Dzongkhags to meet the future challenges.  Outstanding extension agents must be selected to undergo specialized training in specific areas of interest. These specialized extension agents would then provide necessary technical backstopping to the geog extension agents.  
9.7
Field orientation for new recruits
Ministry and the Departments shall brief the recruits on the policies and programmes. They shall be also comprehensively briefed on their responsibilities (ToR) before they are sent on placement. New Extension staff shall be attached to senior extension staff for a minimum of six months to familiarize themselves with the Dzongkhag and the responsibilities in the geog. They can learn about the field realities and potentials before being responsible for the geog. 
9.8
Research-Extension Linkage

Research and extension are two sides of the same coin. New improved technologies and management practices/options are necessary for extension to extend, inform or share with farmers to help them overcome different production constraints and limitations. At the same time research results and findings are of little use if they are not adopted by farmers. For a technology to be relevant it must address the need of the farmers and solve their problems. For solving the problem of the majority of farmers, the researchers and extension must understand the situation of farmers, the environment and the farming system. Research priority setting must be based on farmer’s priorities and needs. Research extension coordination meetings, workshops and seminars are mechanisms of facilitating research-extension linkages. On-farm trials, farmer’s field day, demonstrations are other means to fostering better research-extension linkage. The extension system must facilitate active interaction between researchers and farmers. Farmer Technical Forums (FTF) will be created to facilitate discussion between research, extension and farmers on various issues, problems and constraints affecting agricultural development in the field.
9.9
Extension-Extension Linkage

Research has shown that farmers are risk averse by nature and therefore approach any new ideas, innovations with extreme caution and skepticism. They will be interested only if there is a profit from taking up an innovation or new idea. Otherwise, they do not want to take any unnecessary risk.  However, if other farmers in the community or in other communities have already taken up similar innovations and have actually benefitted from them, they automatically become interested and willing to try those innovations and ideas. Therefore, it is very important to encourage such exchange of ideas and innovations among farmers.
On the other hand it is equally important to share valuable experiences and success stories among different sectors within the Ministry of Agriculture. Annual Extension Consultation meeting or workshop among key line departments is necessary to facilitate better coordination and linkages.

9.9.1
Role of Extension Coordination Committee (ECC)
ECC has the over riding mandate to facilitate the coordination and integration of RNR Extension services amongst the various agencies of the MoA viz: CoRRB, DoA, DoL and DoF and other relevant agencies.  
· Review and develop extension policy and operational framework.

· Advise and recommend solutions on extension related issues to the Ministry and related   

agencies.

· Review and propose innovative extension programme, methodologies and approaches   

· Contribute to strengthening linkages between research, extension and central programme through 

appropriate mechanism.

· Represent RNR Extension in both national and international fora/institution  

9.9.2
Farmer-to-Farmer Extension

To facilitate information, knowledge and experience sharing between farmers, group discussions, famer’s study tours, field attachment or on-the-job training with expert/master farmers will be given priority. Farm radio and television programmes will provide necessary platform for farmers to share their knowledge, experiences on different aspects of agricultural development with other farmers on a much wider level. Expert /Master farmers will be identified and their services will be used during farmer’s training and visits. A way of providing necessary reward or incentive for such expert/master farmers will have to be worked out, however.
9.9.3
Farmer Technical Forum

Farmer Technical Forum is necessary to provide an interactive platform for farmers to come together and share valuable information, knowledge and skills on annual or periodic basis. The farmers will conduct the meeting and researchers and extension agents will participate as like other participants.  Wherever possible, research and extension will help identify appropriate solutions/options to some of the problems and issues raised during the meeting. The forum will also help assess the field problems and identify researchable issues or areas of each sector. Each Dzongkhag must constitute and establish this forum for all the sectors
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