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EXECUTIVE SUMMARY

This Inception Report for the ASIRP project was first drafted at the end of an intensive
phase of meetings and workshops during which all aspects of the project have been
thoroughly reviewed. It has subsequently been amended in response to feedback from
the DAE Management Committee, DFID and the project team.

A core result of the review process is a revised logical framework that is consistent with
the original project conception but which tightens up and clarifies project purpose and
outputs. The purpose of the project is now clearly defined as concerned with the
improvement of agricultural extension services which in turn will contribute to rising
agricultural productivity and so declining rural poverty. Working downwards from purpose
to outputs the presence of key GoB framework documents; the New Agricultural
Extension Policy and the DAE Strategic Plan is now recognised and made use of. In
addition a context is provided for the work of the "sectoral development team" allowed for
within the project. This team will look forwards to examine what is possible and what is
desirable after ASIRP finishes, in particular with a view to describing the possible
transition to a sectoral framework of programme support to agriculture/rural development.

The project is ambitious and challenging especially given its relatively short timeframe of
three years from July 1999. The achievement of project purpose will depend principally
on the willingness of members of the national agricultural and research system to ‘buy
into’ a vision of radically improved extension services for all farmers.

The parameters of this vision are described by the principles of the NAEP but the mere
existence of a published, officially approved policy is only a first step towards achieving
real change. The challenge for the project team will be to find effective ways of
motivating, supporting and re-enforcing pressure for change. Within DAE the mechanism
of the Change Management Forum and the framework of the Strategic Plan are already
established. Outside of DAE the ‘levers’ available to the project are less and more
resistance will be experienced. Nevertheless through continued support for the EPICC
system of coordinating committees, use of media and other dissemination processes, the
impact of Partnership Initiative Funds as well as networking across projects and funding
agencies significant progress should be possible.

The project includes a substantial technical assistance team who will deliver their inputs
through a “process methodology”. This term can be defined in various ways but for
ASIRP it is taken to mean that consultants will seek active engagement with local
partners and through processes of formal and informal interaction will pursue skills
transference and sustainable capacity building. Inherent in this is the issue of project
“exit strategy”. This has been addressed during Inception and will be periodically
revisited as the project progresses.

ASIRP builds on the preceding ASSP project but is taking a more direct approach with
respect to issues of gender, partnerships, social development and the environment.
These issues are therefore mainstreamed in the project team reflecting their presence as
core elements of the DAE Strategic Plan. The project subject is not “gender” or “poverty”
or “environment” as isolated concerns for technical investigation but the live and dynamic
relationship between agricultural extension and these issues. Thus questions that the

ASIRP Inception Report viii
February 2000



project may seek to answer include, What contribution can extension make to the
reduction of rural poverty? or, What role can extension play in achieving sustainable rural
development? Answering these questions through action research, pilot exercises,
monitoring incremental improvement of DAE services or supporting and reviewing
partnership activities can result in practical benefits for farmers throughout Bangladesh.

The Inception Report reviews lessons learnt from ASSP then presents the revised
logframe. Key issues arising during inception are then reviewed according to the
structure of 5 project outputs. Remaining chapters review project process, team
organisation and resource issues. Project workplans and revised terms of reference for
technical assistance team members are included as annexes. Project resourcing issues
are reviewed including minor amendments to the structure of project budgets in order to
re-enforce other recommendations. The most important of these changes is the inclusion
of a budget to support the operation of the DAE Change Management Forum.

Two key risks or emerging issues identified are uncertainty concerning the impact of the
re-establishment of local government and, importantly, the need for continuing high level,
cross ministerial support for the NAEP and endorsement of the DAE Strategic Plan.
Given the leading role of project activities in the sector, gaining the active involvement of
other projects in supporting NAEP implementation is critical to success as is achieving
the concerted support of all DAE implemented projects for the organisation development
objectives contained in the Strategic Plan.

The Inception Report provides a framework for the entire project but specific activities
and progress in project implementation will be reviewed every 6 months. Each chapter
therefore concludes with a list of specific actions to be undertaken within the first 6
months of implementation. These lists are consolidated overleaf together with a schedule
of administrative actions for implementation of the report recommendations.

The report, especially with the inclusion of annexes, is long but hopefully it provides a
fairly comprehensive and consistent review of what is a large and complex project (even
without considering sub-components). The contribution of the entire project team, DAE,
other partners and donor representatives in making the Inception Phase a success and
building a momentum for project implementation is greatly appreciated.
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Specific Action: First 6 Months (Nov 99 - April 2000)

1. Set up Partnerships Unit
2. Determine and Implement Process for Disbursing PIF Funds (NPIF, DPIF, TPIF)
3. Hold Workshops in Pilot Districts and other dissemination processes
4. Establish PIF activities Monitoring Framework
5. Plan NAEP / Partnerships Media Campaign Chapter 5
6. Prepare for TAECC members training
7. Continue EPICC Meetings momentum
8. PIF funded activities initiated
9. Develop Institutional Development Training Programme
10. Agree Secondment Scheme
11. Initiate Informal Learning Events
12.  Plan Integration of Ribec financial training with scheme for delegated control of
project resources Chapter 6
13. Review SEMS and establish plan, in coordination with other projects, for
implementing service impact monitoring
14. Develop plan for progressively harmonizing project M&E systems
15.  Map out project conception and design process
16. Assess actual and potential sources of M&E capacity in DAE
17. Launch Strategic Plan
18. Agree budget / contract amendment to create CMF budget
19. Develop standard criteria and reporting format for working groups expenditure
20. Team Building workshops with working groups
21. DG to write to Donors / Projects requesting support for Strategic Plan
implementation Chapter 7
22. Start process of wider dissemination of change messages
23. Initiate Field Work Programme
24. |Initiate upgrading Bangla / English tuition for project team
25. Develop and test “village immersion” scheme
26. 2nd Change Management Forum at end of 6 months
27. Working Groups continue to develop.
28. Explanatory and planning workshop in each of 12 Integrated Extension Thanas
29. Delegation to IIRR Farmer Led Extension Course
30. Proposal developed for IIRR involvement in developing FLE scheme
31. FLE scheme finalized by DAE / ASIRP / IIRR team Chapter 8
32. Review role of DAE / NGO Liaison Committee
33. Plan M&E processes for pilot schemes
34. Expedite all pilot schemes.
35. Develop initial ideas for comparative / “benchmarking” visits
36. Social Development desk research undertaken
37. Proposal for field based SD research submitted and approved and
implementation commenced
38. Sample review of alternative, integrated extension models in use by NGOs or Chapter 9
Projects
39. Consult with World Bank on timing of sectoral programme development and
establish linkages.
40  Continue to review and develop the project process
41  Continue to consider exit / sustainability issues as a component of all project
planning Chapter 10
42  Establish learning networks with other process oriented, institutional
development projects
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43. Contract amendment to enable proposed budgetary and staffing changes
44. Recruit Team Leader
45, Recruit Partnership Funds and Office Systems Manager
46. Develop scheme for motorbikes purchase and distribution Chapter 11
47. Upgrade project office systems
48. Consult with Ribec to agree scheme for building financial management

competences linked to transfer of project budgetary control
49. Finalise OVIs and plan baseline survey
50. Undertake baseline survey focussing on Purpose Level OVIs
51. OVIs reported to and endorsed by EPICC
52. Finalise Project Reporting Format Chapter 12
53. “Plain English” Training
54. Develop project "quality monitoring’ systems for publications and consultancy

inputs.
55. DFID supported projects NAEP implementation workshop
56. Establish DAE Projects electronic information exchange
57. Meet donors and project directors / team leaders to promote coordinated support | Chapter 13

for NAEP (PD / TL)
58. Monitor developments in field of Local Government Reform

Administrative Actions Required
EVENT WHEN WHO
Inception Phase Meetings 29" August-17" Project Team/
October 1999 Partners

First Draft Inception Report Submitted 24" October 1999 TL

DFID Inception Phase Review Mission

26/27™ October 1999

DFID/DAE/Project
Team

Project Implementation Phase Commences*

15 November 1999

Project Team

Receipt of comments on First Draft Inception Report

7™ November 1999

DAE/DFID/Team

Final Draft Inception Report Submitted

18™ November 1999

TL

Receipt of comments on Final Draft IR

End Jan 2000

DAE Management
Committee, DFID,
Project Team

Final Inception Report Submitted End Feb 2000 TL
DFID/HTS Contract Variation to implement agreed End Feb 2000 DFID, HTS
changes

Formal Agreement to Final Report End March 2000 MoA, DFID
First 6 monthly Progress Report April 2000 Team

First Supervision Mission April 2000 DFID/IDA/GoB
Recruit Local Impact Assessment Advisor Nov 1999 Uniconsult
Team Leader Interviews Dec 14" 1999 HTS

Team Leader Joins March 2000 HTS
Recruit Local Change Management Advisor (ext) March 2000 Uniconsult
Recruit PIF Administration/Office Systems Manager Following agreement to | HTS

Contract Amendment
(March 2000)

*Project Implementation commenced on 1% November 1999 following the end of the Inception
Phase and the subsequent review mission and continues on the basis of the Final Inception
Report. Any changes to project activity resulting from review of the Inception Report will be

incorporated with the outcomes of the first Supervision Mission during April 2000.
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CHAPTER 1
Introduction

1.1 Background to the Report

This inception report for the Agricultural Services Innovation and Reform Project (ASIRP)
has been produced at the end of an intensive phase of meetings and workshops during
which all key issues pertaining to the project have been reviewed and reconsidered. The
Inception Phase programme is described in Chapter 3. The report was written by the
DFID supported technical assistance team and its scope is principally the DFID
supported components of ASIRP. This encompasses some jointly funded activities such
as those supported by the Partnerships Initiative Funds but excludes the three technical
sub-components falling under the FAO Special Programme for Food Security.

The core ASIRP project documents were drafted at various times and by various people
between mid 1998 and mid 1999. As a result these documents; the DFID Project
Memorandum (PEC), the Government of Bangladesh Project Proforma (PP) and Project
Concept Paper (PCP) and the Project Implementation Plan (PIP) are broadly but not
fully consistent in their description of the project .

This Inception Report seeks to clarify some of these uncertainties or discrepancies and,
once agreed, will provide a clear basis for the implementation of the DFID supported
elements of the project.

Things have moved on since the PEC was first drafted. This report also provides the
opportunity to incorporate some of these positive developments into project design.
Examples include the establishment of the DAE Change Management Forum and the
drafting of the DAE Strategic Plan.

The ASIRP officially commenced on July 1% 1999 but effectively got underway in August.

The Inception Phase was formally completed by end October. Project implementation
should therefore be deemed to have commenced from November 1% with the first 6
monthly Progress Report due during April 2000 to be closely followed by a supervision
mission. Any changes resulting from review of the various drafts of the Inception Report
prior to its formal approval may be incorporated with the outcome of the first Supervision
Mission.

1.2 Structure of the Report

ASIRP is a follow on to the preceding Agricultural Support Services Project (ASSP).
Chapter 2 draws out some of the lessons from ASSP and the implications of this
experience for ASIRP implementation.

Chapter 3 describes the ASIRP Inception Phase process.

Chapter 4 describes and justifies proposed changes to the original ASIRP logical
framework.
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Chapters 5 to 9 follow the five outputs of this new logical framework, drawing out issues
that have arisen during Inception and describing the project activities to be undertaken in
attempting to achieve each output.

Chapter 10 considers issues of project process including project exit strategy and project
team organisation.

Chapter 11 reviews resourcing issues including proposed changes to the project budget
structure to re-enforce the redefinition of project activities.

Chapter 12 looks at project management, supervision and reporting.
Chapter 13 considers some risks and emerging issues.

Chapter 14 sets out a timetable of administrative actions for commencing project
implementation up to the first Supervision Mission.

As the DAE Strategic Plan is critical to project implementation the core text of this plan,
including a set of specific objectives, has been appended (Annex 1). Annex 2 is a list of
current DAE implemented projects. Other appendices relate to the implementation of the
Partnership Initiatives Fund Scheme (Annex 3), the location of pilot districts and thanas
(Annex 4), and DAE supervisory responsibilities (Annex 6). Annex 5 describes a set of
generic project exit strategies. Annex 7 is a translation of the MoA approved terms of
reference for the DAE Management Committee. Annex 8 is a set of terms of reference for
the technical assistance team. Annex 9 is a letter from the Director General, DAE to
DFID regarding GoB undertakings. Annex 10 is a project work plan.
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CHAPTER 2
Learning the Lessons from ASSP

The Agricultural Support Services Project (ASSP) provided support to the Department of
Agricultural Extension between 1992 and June 1999. During this extended period the
project went through several phase ftransitions. In the early years ASSP was a
technically focussed project concerned mainly with the volume and technical specification
of extension activities conducted by DAE and funded through a World Bank credit.
Following the 1994 mid term review a re-evaluation took place and the project focus
switched to supporting a fundamental review of the extension system and the
development, piloting and implementation of the Revised Extension Approach (REA).
During the latter period of ASSP the project became increasingly concerned with helping
to establish the supportive institutional framework needed to sustain the REA.

ASIRP aims to build on the momentum established during ASSP while learning the
lessons of the preceding project and introducing innovative components. The following
are a few explicit lessons from ASSP. Since the ASIRP permanent team contains
collectively over 30 years of ASSP experience the learning from the earlier project is
inherent in the way in which this team will address ASIRP.

2.1 The project must evolve

As outlined above the ASSP project went through several transitions. While ASIRP is of
relatively short duration there may be significant shifts in the background context over the
project period including changes in the priorities of implementing and sponsoring
agencies. In addition the emerging experience of collaborative activities and the
implementation of the DAE Strategic Plan may motivate adjustment to project activities.

The Logframe around which this Inception Report is structured contains a clear set of
objectives. Goal, purpose and outputs are unlikely to change but the continuing
relevance of all activities and inputs should be reviewed at least during each 6 monthly
supervision process.

Practical Implications for ASIRP

R/

+» Periodic joint review of project activities, resource allocation and workplans.

+« Verify that the structure of TA inputs continues to match changing project priorities

2.2 An Effective Consultant/Client relationship is a precondition for
success

ASSP was not a research project or one concerned only with piloting new activities within

a constrained geographical area. The project sought to assist a national public service

organisation to review and improve its services while continuing to deliver this national

service and to respond to external events ranging from floods and pest attacks to major

political disruption.
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In this dynamic context a crucial condition for success is a process of active engagement
between the project team and the client organisation. During ASSP this relationship was
established to such a degree that DAE felt the consultant team to be part of the
organisation. While this relationship underpinned the project it is apparent that the
consultants are not in fact part of the organisation and that they must prepare for the day
when they will leave if the project is to have a sustainable impact.

Practical Implications for ASIRP

+» Continue a methodology emphasizing “real time learning” for DAE and continuous
improvement of services. The project team must get to know the organisation very
well and be accepted by it.

+» The project team are physically located in the heart of DAE. There is no possibility of
achieving this level of engagement with other GO or NGO extension service
providers. While the Partnership Initiatives Funds, the EPICC committees and other
mechanisms will help to draw partners into the process of NAEP implementation it
cannot be expected to achieve a similar pace of change outside DAE. This may be
compensated if other project interventions based within these partner organisations
follow similar change objectives. A specific and significant example is the large 4™
Fisheries Project that is about to commence.

+ Need to prepare, with DAE, Exit or Sustainability Strategies early on in the project
(see 11.3) and to refine these as the project evolves.

2.3 Build the capacity and identity of the client organisation not the
project, donor or consultants

Many projects expend considerable resources building the project identity and publicising
the project rather than the client organisation. This may help to get the project message
across and, as required by both ASSP and ASIRP, can attract partners for project
implementation. Project marketing also provides the opportunity for positive publicity for
donor agencies who, naturally, wish their interventions to be successful and to publicise
this success if achieved.

Conversely project marketing can directly undermine sustainability objectives. Thus
during ASSP the Revised Extension Approach and the various systems introduced to
support it were widely perceived to be ASSP rather than DAE processes and by
implication were expected to cease once ASSP finished.

Project marketing underpins the fragmented, project dominated development process
and is a hindrance to an eventual move towards a sectoral approach based on longer
term strategic goals and a co-ordinated use of available internal and external resources.

Practical Implications for ASIRP

«» Minimize project publicity and play down the role of the project in supporting the
NAEP/EPICC/DAE development process.

« Try to work through and build the capacity of the mainstream organisation structure
rather than building parallel entirely project driven institutions (unless these are

catalytic change agents intended to have a short bright “burn”).
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+ Increasingly transfer control over project resources to the client organisation.

« Encourage other projects to adopt this approach and to identify their role in
supporting the overall organisation development process.

+ Develop procedures and systems jointly with other existing and pipeline projects so
that there is cross ownership of these systems from the start.

2.4 Partnerships — beyond national contracting

ASSP included a substantial NGO component. This had a direct impact through a large
number of extension activities carried out by contracted NGOs with farmer beneficiaries.
The largest volume of work was with poor women farmers in the area of homestead
gardening but the component also encompassed a range of other innovative activities
and helped to establish the practice of joint DAE/NGO working. The latter objective was
also assisted by the establishment of a DAE/NGO Liaison Committee, the publication of
leaflets promoting partnership and several partnership oriented workshops held at
national and district levels.

ASSP made definite progress in the field of DAE/NGO partnership but there is still some
way to go before this practice is cemented in place as a nhormal mode of DAE operations
at field level (Strategic Plan Specific Objective no: 13). ASIRP seeks to go a step further
towards achieving this objective by using a decentralised mechanism for identifying
partnership opportunities and working through the established EPICC institutional
structure.

A triple benefit is sought from the partnerships funds: direct positive impact for farmers,
helping to build local institutional structures as a forum for continuing partnership
between agencies (especially TAECCs) and encouraging local creativity and variation of
schemes from which maximum learning can be derived. It is to achieve the added
benefit of building a sustained culture of partnership working that the mechanism for
implementation has been developed beyond the national contracting process used during
ASSP. This is a difficult challenge, national contracting to a group of known and trusted
NGOs could be far easier and less risky from an administrative viewpoint.

Practical Implications for ASIRP

« Establishing the structure for disbursing DPIF will be long and complex requiring
significant administrative input. Partners in the Ribec/ASIRP/Fin sub-component may
assist in this process.

+ Clear guidelines for using and reporting on the use of TPIF are required.

+» Robust financial and monitoring systems will be needed to demonstrate transparency
to potential partners at all stages and to allow effective audit of funds use.

+» The partnership elements of ASIRP should be disseminated as, not only being about
accessing PIF, but concerning a core principle of the NAEP.
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2.5 Stay in touch with the field

During ASSP phase 1a (Jan 1997-Dec 1999) 5 locally employed District Extension
Advisors were used to motivate and monitor the introduction of the Revised Extension
Approach throughout DAE. These five DEAs spent as much as 75% of their time in the
field and were thus able to cover a large proportion of Regions, Districts and Thanas.

While this mechanism was successful during ASSP it has been decided not to replicate it
for ASIRP mainly because the focus has shifted towards motivating a more dynamic
process of institutional change rather than the implementation of a rigid extension
methodology. As such although field work must still feature strongly the ASIRP team has
been selected to encompass a wider range of experience including team members with
NGO backgrounds and with social development credentials. This involves more risk than
using mainly ex DAE employees (as with most DEAs) but is more likely to challenge
DAEs current working practices. Also there will be no question of ASIRP Change
Management Advisors adopting a supervisory role in relation to DAE staff (as can
happen if project staff are former senior employees).

Practical Implications for ASIRP

« An extensive and continuous programme of field work involving all project team
members to be developed. Achieving specific administrative responsibility for co-
ordinating this field programme will require some reallocation of project admin team

duties.

« The process of coaching, facilitation and investigation undertaken during field visits
should be carefully designed and monitored.

«» All project staff must be confident in undertaking field work involving discussions with
farmers, DAE staff and representatives of partner agencies.

+ Standard checklists for basic progress investigation and standard formats for field
visit reports should be developed. These formats and summary output should be
shared with DAE.

« Members of DAE should usually accompany team members during project field visits.
These may be HQ Officers allocated supervisory responsibility for the district to be
visited, members of working groups or other relevant officers. A good working
relationship with DAE officers is a precondition for effective project implementation.
(Annex 6: supervisory responsibilities of DAE HQ officers).

% Feedback from the field must be frequent and honest

2.6 Social Development Issues

Social development is primarily concerned with alleviating poverty and attaining greater
gender equity. Increasing poor people’s and women’s participation in the development
process provide the central themes by which these mutually independent objectives are
pursued.

On the basis of this definition, it will be apparent that a good deal of activity which could
be described as social development took place under ASSP
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« DAE distinguished between the needs of landless, marginal, medium and large scale
farmers

« Participatory problem censuses were devised to identify the needs of different groups

« Targets were set for ASSP supported extension activities in an attempt to ensure that
women and poorer households were included in the activities that took place

«» Existing groups were utilised and new groups formed in order to maximize the range
of people reached

« Group formation and gender were included as modules in the training for
disseminating the Revised Extension Approach throughout DAE

+» NGOs were supported in their attempts to promote women’s homestead production.

While various activities of a social development nature took place under ASSP there was
a tendency for NGO linking aspects to be identified as a project sub component rather
than a mainstream project activity. For ASIRP project team organisation will help prevent
this; all “Change Management Advisers will play a role in mainstreaming SD issues and
the two international SD advisers will interact with the entire project team.

Practical Implications for ASIRP

« The role of the ASIRP team will be to draw upon the ASSP initiatives to help to create
a more integrated and focussed approach to social development across DAE. Section
6.2.6 describes the approach that will be adopted.

* In addition a research exercise will explore at a more fundamental level the actual
and potential contribution of extension to achieving social development. (section
9.2.1).

2.7 Human Resource Management Interventions
Important lessons can be learnt from successes and failures of ASSP in the area of
Human Resource Management.

2.7.1 Incremental Change Should Be Encouraged.

ASSP committed significant resources, in terms of time, to assist DAE in the
development of a revised structure for the organisation and revised staffing levels. The
resulting proposals lacked ownership and were never implemented. Important changes
have been made to the systems and procedures operated by DAE, but these have
tended to be a series of small scale adjustments.

ASIRP can also work by encouraging incremental development in key areas where
pressure for change exists. In addition to identifying these pressures, the ASIRP
Technical team can try to activate latent pressure for change. Examples include
highlighting the anomalies that exist within DAEs workforce or the potential impact of
Local Government reform.
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While accepting the benefits of incremental change does not mean that opportunities
should not be sought for facilitating larger scale change, in the current environment of
weak overall pressure for public sector reform sustainable changes are more likely to
succeed on a smaller scale.

The cumulative impact of many small, incremental changes can be significant.

2.7.2 Cost Effective Training Is Not Necessarily Cost Effective

The use of different methods of delivering training under ASSP has highlighted the
strengths and weaknesses of different training approaches. The ‘cascade’ approach
used to deliver training for the Revised Extension Approach was practical and resource
efficient but was ineffective at field level. Subsequent large scale training, which reduced
the number of tiers in the “cascade’ appears to have been more effective but required a
relatively high investment of resources.

A Management Skills training course also demonstrated that ‘experiential learning’ can
be effective, even on a very large scale.

The use of "open’ training events at which attendance was voluntary and no allowances
were paid also proved successful, with high attendance by those who wanted to learn.

Investing in resource intensive training, for example foreign training, can be beneficial in
introducing new ideas and thinking into the organisation, but only if individuals chosen
are susceptible to new ideas and will remain in a position where those skills can be used.

2.7.3 Training Is Very Often Not A Cure For Low Performance

A lack of capability is very often not the cause of poor performance. Training and
development may be effective in raising capability, but if a lack of capability is not the
problem there is unlikely to be a significant improvement in performance. For example, a
significant cause of poor performance among basic level field workers has been a lack of
motivation. This has meant that knowledge gained during training sessions has not
necessarily been applied. A series of initiatives aimed at improving the motivation of
DAE field staff were therefore developed.

Providing training on systems, procedures and methods before addressing the underlying
cause of poor performance is very often premature and a wasted investment. This was
the case with the introduction of a system of monitoring and evaluation during ASSP.
This system has yet to become effective despite significant investment in training.

It is therefore important to look beyond the issue of capability when considering training
interventions. All factors that impact on performance must be considered.

2.7.4 Meeting Outside The Office Can Help Encourage New Ideas And Promote
Change

Holding meetings away from the everyday pressures that exist for DAE officers in

Khamarbari proved a useful tool. However, care must be taken during such meetings to

ensure that the outputs and discussions are realistic.
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Residential workshops or meetings held outside Dhaka also have the advantage of
helping ‘team building’ among the participants and the technical assistance team.

2.7.51t Is Important To Involve As Many Staff As Possible In The Change Process
There is a need to involve more DAE staff with the activities of ASIRP and with the DAE
change process as a whole. Frequent staff changes have tended to hinder progress.
This has been particularly true in areas where particular individuals have championed
change, for example to progress the creation of the personnel database.

The reality of the present system is that officers are transferred on average every three
years. However, there is a growing realisation that transfers between disciplines hinder
progress and do not allow an adequate return on investment in training. This “pressure
for change’ can be built upon and solutions to the problem of frequent transfers between
disciplines developed.

There is also a need to work with more junior officers. The numbers recruited into the
professional cadres each year has not been uniform. This means that there will be years
when a large number of officers retire from senior positions all at once. In DAE, for
example, all the Directors and Additional Directors, and a significant proportion of Deputy
Directors, will retire within the ASIRP project period. There is a need to ensure that those
who will fill these posts possess the skills and motivation to continue, and even
accelerate the change process.

2.7.6 Piloting And Testing Initiatives Is Valuable In Gauging Appropriateness And
Encouraging Ownership

The piloting of the Work Programming initiative highlighted the benefits of testing or

piloting initiatives prior to introducing team on a larger scale. Not only does such an

approach allow any weaknesses to be identified and solutions developed, it is also plays

an important role in building ownership, which ultimately impacts on sustainability.

There is value in demonstrating ideas in practice that may be difficult to grasp in
“theoretical’ discussions.

Piloting, and full involvement of local partners in evaluating pilots, also helps to discover
whether initiatives based on "western’ management theory are appropriate in the context
of the Bangladesh Public Sector. Recent trials of "team building’ are an example of this.

2.7.7 A Lack Of Management Skills Constraints Change

Management skills and understanding are generally poor within DAE, and this appears to
be constraining change. The majority of DAE officers consider themselves to be
agriculturists first and managers second. DAE staff are agricultural graduates, but have
received little management training. This is true even of the senior officers.

This problem is compounded by the changes in roles that have resulted from the
adoption of the Revised Extension Approach. Decentralisation has begun to impact upon
the level of management competencies required by field staff at the District and Thana
level, and although roles have changed, management competencies have not kept pace.
Improving the management skills of DAE officers is therefore vital to the process of
organisational transformation. Management training is ongoing within DAE, and has
proved successful when participants can relate what they are learning easily to their
everyday jobs, rather than dwelling on management theory.
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CHAPTER 3
The ASIRP Inception Phase Process

During July and August 1999 (pre-Inception) a number of events took place especially
targetted at ASIRP team members who had not been involved in ASSP This included a one
week induction workshop and 2 familiarisation field trips; August 8- 11"
There was also a successful action planning workshop with DAE managers during July. A
structured 6 week programme of inception events commenced on Sunday 22" August and is
summarised in the following table.

and August 21 26",

Week Week Two Week Week Week Week
One Three Four Five Six
Sunday 29/8 5/9 12/9 19/9 26/9 3/10 10/10
Approaches Training Project Environment  Change
to Issues Monitoring Issues Management FAO Sub
Mainstreaming Dhaka ATI and DD Dhaka Forum Components
Social —all day Reporting Office Workshop
Development plus Exit Two, Sylhet.
Strategy & Extension
Sustainability Management
Issues Initiatives
Monday 30/8 6/9 13/9 20/9 27/9 4/10
Partnership, Information Ad hoc Mainstreaming ~ No Meeting No Meeting
Integration Systems meetings Gender Return Sylhet
and Issues
Collaboration
Tuesday 31/8 7/9 14/9 21/9 28/9 5/10 17/10
Project Team  Project Admin No Meeting Ribec Link CMF Wkshop The Future
Organisation, & Systems at Ribec two debrief of EPICC
Plus Issues Ad hoc
Process meetings Logframe
Project Review
Principles
Wednesday  1/9 8/9 15/9 22/9 29/9 6/10
Lessons from  Team Ad hoc Management  Feedback No Meeting
ASSP Building meetings Committee from Simon
Workshop Review (AM Foot
Sheraton)
More
Sectoral “difficult
Issues and terms”
World Bank
Role (PM —
World Bank)
Thursday 2/9 9/9 16/9 23/9 30/9 710
Progress Sustainable HRM Issues Prepare for Logframe
Holiday Review and Rural & Review of CMF Review
Workshop Livelihoods  Difficult Workshop Continued
One Prep Approach Terms (am) Two
(DFID) TORs and
Feedback Workplans
from Mick
Howes (pm)
Friday 3/9 10/9 17/9 24/9 1/10 8/10
Wkshop Prep Travel
Sylhett
Saturday 4/9 11/9 18/9 25/9 2/10 9/10
Change Change
Management Management
Forum Forum
Workshop Workshop
. _One Dhaka Two Sylhett
Short term Frank Frank Joosten  Frank Simon Foot, Simon Foot, Chris Garforth, Tony Watkins
consultants  Joosten Mick Howes, Joosten, Mick  Mick Howes,  Alan Bird, Tim Bene
present Peter Ross, E°We%' Pf’dte" Tim Bene _(Ighn%Garforth,
during the David Hearle ~ [;25° “8 im Bene
week Alan Bird i B
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The Inception Phase Programme consisted of 23 mostly half day meetings or workshops
held at various locations. In addition a full day workshop took place with the DAE Change
Management Forum (Management Committee plus members of five working groups) at
Dhaka on Saturday 11" September and a further 2 day workshop with a similar group at
Sylhett ATl on Saturday 2™ and Sunday 3™ October.

The Programme was packed and intensive. It was designed to provide a coherent period
of shared learning and team building experience for the project team and key
counterparts. All major issues relating to project design and implementation were
addressed on at least one occasion and several core or difficult issues were returned to
again and again.

Participation at individual sessions averaged 20 people and ranged from the technical
assistance team of long and short term advisers to mixed groups of project staff and DAE
officers. Donor involvement at various sessions included DFID advisers, World Bank and
FAO representatives. In addition to the 2 Change Management Forum workshops,
sessions held outside Khamarbhari included a full day at Dhaka ATI to address training
issues, a half day at DD Dhaka office hosted by the DAE Environment Working Group, a
performance review workshop with the DAE Management Committee (Hotel Sheraton)
and meetings hosted by DFID (sustainable rural livelihoods approach), the World Bank
and Ribec.

Ex post evaluations were conducted at various sessions and in various ways. These
evaluations produced a range of positive comments (high quality of facilitation, frankness
of the discussion, use of creative workshop techniques) as well as some criticism (not
enough time, not enough tea!).

Given that all of the project team and a range of DAE officers presented or facilitated
sessions the intense phase of workshops provided an excellent opportunity to develop
core process skills that will be used throughout ASIRP and beyond. A wide range of
workshop techniques were demonstrated during the various sessions. It is
recommended that the development of presentational and workshop planning skills is
addressed further during the project (eg through specific training for selected DAE
officers).

The focus of the Inception Phase meetings was as much on team building, shared
learning and motivation as it was on outputs or action plans. A number of specific outputs
and ideas were however produced during individual sessions. These have either been
incorporated into this report or will act as resources for working groups in undertaking
action planning around Strategic Plan objectives. In some cases; the Environment Issues
Workshop, Sylhet Change Management Forum, an individual workshop report has also
been produced and circulated.
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CHAPTER 4
Revised Logframe

4.1 Original and Revised Logframe Compared
The project logical framework presented in the PEC memorandum has been revised with

the objectives of:

Strategic Plan

«  Clarifying project purpose and goal and improving the internal logic of the logframe
while maintaining consistency with the original project conception
< Incorporating inception phase developments such as the drafting of the DAE

«  Providing greater consistency between the logframe and the agreed structure of

project inputs including the inclusion of a sectoral programme development team

project evaluation

< Improving the value of the logframe as a guide for project implementation and

The following table describes the changes to the logframe at Goal/Purpose and Output

levels.
Original PEC Comments on Suggested Justification for Important
Logframe original Revision revision Assumptions
Goal
Agricultural Impossibility of To improve the The goal and purpose input supplies

Productivity of all
categories of farm
household,
especially for
landless, marginal
and small farmers
sustainably
enhanced.

judging whether the
enhancement is
sustainable

What does
“especially” mean? —
is this a poverty
focussed project or a
partially poverty and
partially production

capacity of all
categories of
farmers, especially
landless, marginal
and small farmers
to optimise their
use of resources
on a sustainable
basis

of the original logframe
are two ways of stating
the same thing.

One should be
abandoned and the
project purpose should
be more focussed on
the sustainable
improvement of

continue to be
available at
reasonable cost

continued access
to marketing
outlets

major natural
catastrophies do

Which will contribute | focussed one? Which will extension services — not occur
to: contribute to: although not
50% reduction in 50% reduction in exclusively in DAE and the political
proportion of people proportion of allowing for innovation context is
living in poverty by people living in around possible supportive of
2015 poverty by 2015 alternative modes of sustainable
extension delivery. agricultural
development
Purpose Comments on Suggested Justification for Important
original Revision revision Assumptions
To improve the It describes the Enhanced use by More focussed on For national as well as
capacity of all mission of DAE all categories of extension . local government and

categories of
farmers, especially
landless, marginal
and small farmers to
optimise their use of
resources on a
sustainable basis

rather than the
purpose of the
project. This may be
regarded as the
overall goal of
reform to the
extension service
and taken as the
project goal
achievement of
which will also
depend on a range
of other conditions.

farm household of
improved, cost
effective and needs
based agricultural
extension services.

Not exclusive to DAE
but linked to the DAE
Mission (which has
now become the
project goal).

Describes the
boundaries of the
project which is
essentially related to
agricultural extension
though not exclusively
to DAE and not
exclusively within the
project timeframe.

administrative
structures:

adequate GoB
resourcing of extension
services (including
allocation of staff time)
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Original Output Comments Suggested Justification Important
Revision Assumptions
1. DAE capacity to Should it be 1. Accelerated No longer DAE specific | For national as well as

facilitate
GO/NGO/private
sector partnerships
at thana and district
levels sustainably
enhanced

focussed on DAE
capacity only?

The NAEP is the
core framework
document that is
relevant to all
extension providers

The focus on
partnerships for
more effective
agricultural
extension is
recognised

implementation of
the New
Agricultural
Extension Policy,
including a
significant increase
in the number and
scope of
partnership
activities.

but this is where most
project activity is
happening — therefore
most progress will be
made in DAE.

Possible to measure by
reference to NAEP
principles and volume
of PIF activity.

Maintain focus on
extension rather than
any type of partnership.

Better link to GoB PP

local government and
administrative
structures:

Continued political and
senior administrative
support for the New
Agricultural Extension
Policy

2. DAE capacity to
review, improve and
implement its
extension approach
to meet the needs of
all categories of
farmer sustainably
enhanced

Encompassed by
new Outputs 2/3

2. The capacity of
DAE to plan,
manage, and
review its services
and to identify and
respond to
continuing
organisational
challenges
sustainably
improved.

Relates to longer tern
capacity building rather
than Strategic Plan
implementation during
the project life

Reasonable stability
amongst DAE senior
management and a
continued commitment
to organisational
development

DAE make available for
project interaction
sufficient numbers of
staff with motivation
and ability as well as a
future career with the
organisation that will
significantly outlast the
project

3. DAE management
capacity sustainably
enhanced

Encompassed by
new Outputs 2/3

3. The Department
of Agricultural
Extension Strategic
Plan 1999-2002
implemented.

The 5 core sections of
the Strategic Plan
cover the key areas of
DAE capacity building
and further
development of
extension services.

Continued support for
the DAE Strategic Plan
objectives amongst
DAE managers, staff
and external sponsors.

4. DAE fully
compliant with GoB
environmental
policies and
legislation.

Covered by the
Strategic Plan (New
Output 3) which has
a broader yet more
specific set of
environment
objectives
encompassing
mainstreaming of
environmental
concerns throughout
DAE as well as
legislative
compliance.

4. Innovative
approaches to
agricultural
extension piloted
and evaluated.

Learning and
innovation that will feed
into Output 5 but may
also have wider
relevance — eg for
other extension
providers or beyond
Bangladesh

Good fit to GoB PP

DAE recognize the
need to further develop
and improve the
Revised Extension
Approach.

Other partners willing
to participate in pilot
activities.

5. Sectorwide
framework
approach
supported.

A beyond DAE forward
looking— strategic and
visioning output with
the potential to
incorporate the rural
livelihoods framework

Commitment to a
sectoral approach by
GoB and key donors.
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4.2 ASIRP Revised Log Frame

Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumptions

Goal

To improve the capacity of all categories
of farmer, especially landless, marginal
and small farmers, to optimise their use
of resources on a sustainable basis.

Which will contribute to a 50% reduction in
the proportion of people living in poverty by
2015

Steadily reducing incidence of rural poverty
Increasing volume and value of agricultural production

Improving incomes for all categories of farmer

Published GoB statistics and
reports

Monitoring reports by
independent agencies and
NGOs

DAE Impact Monitoring data

input supplies continue to be
available at reasonable cost

continued access to marketing
outlets

major natural catastrophies do
not occur

the political context is
supportive of sustainable
agricultural development

Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumptions

Purpose

Enhanced use by all categories of farm
households of improved, cost effective
and needs based agricultural extension
services

“Farm households” are defined as those
whose heads or significant breadwinners are
primarily engaged in agricultural (including
non-crop based) production or post
production processing and marketing
activities, and have been categorised as
follows:

Category A: Landless, with no homestead
land

Category B: Homestead, not cultivating field
crops

Category C: Small tenant, owning only
homestead land, but cultivating field crops
on rented land

Category D: Small owner, cultivating up to
1ha of owned land (and maybe renting in
more)

Category E: Medium and large, owning and
cultivating or managing more than 1ha of
land.

1. By eop, the proportion of farm households aware of and able
to access a range of extension services that are relevant to
their needs increases from:

X1% to X2% for category A,
Y1% to Y2% for category B;etc (see Purpose Column for
category definitions)

2. By eop, the proportion of farm households which, having
received advice from an agricultural advisory service, report
significant benefits and intend to keep using (or to improve
upon) the advice increases from:

X3% to X4% for category A,
Y3% to Y4% for category B; etc

3. The proportion of households in which female members
receive extension advice increases from W1% in rabi
1999/2000 to W2% by rabi 2001/02.

4. The proportion of households in Category A that benefit from
extension advice increases at a faster rate than the
proportion of households in category B, etc between rabi
1999/2000 and rabi 2001/02.

5.  The number of farm households accessing GO funded
agricultural extension services rises at a faster rate than
total combined GoB and donor funding of these extension
services

Baseline and EOP surveys to
determine values of Wn, Xn,
Yn, etc

Evaluative survey of the
quality and coverage of
extension services

Output of DAE and internal
project monitoring and impact
assessment systems

Public Expenditure Data

For national as well as local
government and administrative
structures:

- adequate GoB resourcing
of extension services
(including allocation of
staff time)
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Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumptions

Outputs

Output 1: Accelerated implementation of the | 1.1 A large volume of NAEP compliant Follow trail from proposal to agreement for For national as well as local
New Agricultural Extension Policy, collaborative activities being undertaken by a a selection of collaborative projects (and for | government and administrative
including a significant increase in range of extension partners some unsuccesful proposals), Financial structures:
the number and scope of systems and records. Continued political and senior
partnership activities. administrative support for the

New Agricultural Extension
Policy
- Yr1: 50 DPIF projects, Yr 2: 150 DPIF PU database, sample review , Project
projects, Yr 3: 225 DPIF projects Progress Reports.
- 90% of Thanas effectively utilising TPIF Sample testing of TPIF utilisation by
funds by eop TAECCs.
- NPIF utilised 20% Yr1, 50% Yr 2, 30% Yr3 | PU and EPICC records of NPIF usage
for NAEP compliant collaborative activities | Monitoring reviews of NPIF supported
identified at District (outside 12 pilot DPIF activities, Project Progress Reports.
Districts) or National Level
1.2 NAEP principles incorporated into operational | Review reports and plans. Sample survey
plans for other GO agricultural extension of other extension services.
services providers (Fisheries, Forestry,
Livestock) by eop
1.3 50% of NGOs with agricultural extension Survey relevant NGOs ( e.g. via FORAM)
activities show awareness of NAEP and can
demonstrate broad consistency of their
agricultural programmes with NAEP principles
by eop
1.4  NAEP Principles incorporated into at least Review new project docs.
50% of new extension related project
proposals by eop
1.5 EPICC Committees demonstrating effective EPICC Minutes. Follow up a sample of
leadership in the co-ordination of NAEP decisions and resulting actions.
implementation and overcoming barriers to
implementation

Output 2: The capacity of DAE to plan, 2.1 Management Committee operating to its Meeting records, interviews, sample review | Reasonable stability of DAE
manage and review its services Terms of Reference by eop (Annex 7) of decisions and actions taken senior management and a
and to identify and respond to continued commitment to
continuing organisational organisational development
challenges sustainably improved

2.2 DAE undertaking realistic resource based Management Committee records, Project DAE make available for project

strategic planning for the post ASIRP period
by eop

Progress Reports

interaction sufficient numbers
of staff with motivation and
ability as well as a future career
with the

organisation that will
significantly outlasts the

project.
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Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumptions

Outputs

Output 3: The Department of Agricultural
Extension Strategic Plan 1999-
2002 implemented

3.1

3.2

3.3

Demonstrable progress against at least 50 of
the 68 specific objectives contained in the DAE
Strategic Plan by end of project

Realistic resourced implementation plans in
place and approved by Management
Committee by end year 1

Evidence of progress and of progress
monitoring and review by end year 2
Evidence of achievement, of critical review
processes and of follow on planning by end
year 3

Appreciable change in pursuit of Strategic
Plan Objectives observed in all districts and
thanas.

Strategic Plan Review processes-
workshops/meetings /internal monitoring — in
depth review of progress at each CMF plenary
workshop (6 monthly).

WG Reports, Action plans, Project
Progress Reports

Project Progress Reports, WG Monitoring
records
WG reports to MC and CMF

Records of field visit processes and
outcomes. Records of events undertaken to
spread SP implementation throughout DAE
(eg training, workshops, document
dissemination).

Records of review processes

Continued support for the DAE
Strategic Plan Objectives
amongst DAE managers, staff
and external sponsors

Output 4: Innovative approaches to
agricultural extension piloted and
evaluated

41

4.2

4.3

4.4

4.5

4.6

Integrated Extension Pilots initiated in all 12
Thanas by end of Yr 1

Farmer-Led Extension Pilot initiated by end yr 1

FINA improvement Pilots developed —Problem
Census Cards pilot initiated by end of 6 months

All extension methodology pilots monitored and
evaluated to determine suitability for wider-
scale introduction

Process of PIF selection, designed to
encourage innovation, established

4 Regional Study Visits undertaken by teams
including representatives of partner agencies
by end Yr2

TAECC records, Project Progress Reports

Project Progress Reports

WG Reports, Project Progress Reports

WG Reports, |IA Reports, Reports of
associates (eg IIRR for FLE)

PU reports and records, Survey of
collaborative projects (TPIF,DPIF,NPIF)

Visit reports, Project Progress Reports

DAE recognize the need to
further develop & improve the
Revised Extension Approach.

Other partners willing to
participate in pilot activities
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Narrative Summary

Objectively Verifiable Indicators

Means of Verification

Important Assumptions

Outputs
Output 5: Sectorwide framework approach 5.1 GoB/WB rural development strategy and Review report Commitment to a sectoral
supported. sectoral project reviewed by end of Yr 1. approach by GoB and key

52

5.3

5.4

5.5

5.6

Draft sectorwide framework approach produced
by mid Yr 2 incorporating among other things,
the outcome of extensive consultation around
the future of extension services.

Sectoral framework approach document agreed
with GoB, donors , drafted by mid Yr 3

Specific review of Thana agriculture services
undertaken within 6 months of Local
Government establishment

Time limited social development research
exercise drafted & agreed by end of 9 months

Social Development Research undertaken and
reported on by end yr 2

Draft framework document

Approved framework document

Review document

Research proposal

Project Progress Reports, Research
Reports

donors
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Output One

Output Two

Output Three

Output Four

Output Five

Accelerated implementation

The capacity of DAE to plan,

The Department of Agricultural

Innovative approaches to

Sectorwide framework approach

of the New Agricultural manage and review its services Extension Strategic Plan 1999- agricultural extension piloted supported.

Extension Policy, including | and to identify and respond to 2002 implemented and evaluated

a significant increase in the | continuing organisational

number and scope of challenges sustainably improved

partnership activities.

Chapter Five Chapter Six Chapter Seven Chapter Eight Chapter Nine
Activities Activities Activities Activities Activities

A1.1 Support to the A2.1  The definition and A3.1 Support the DAE Change A4.1 Support the A5.1 Consideration of available
EPICC system of co- implementation of an Management Forum implementation of documentation on
ordinating Institutional Development including the leadership integrated extension agriculture sector including
committees Training programme for role of the Management pilots in 12 thanas existing sectoral studies,

DAE Committee and working GoB policy papers, country
groups established for strategies, socio—economic
Strategic Plan research (from Bangladesh
implementation and elsewhere) and
consultation with recognised
experts in the field.

A1.2 Support the A2.2  Other non formal human A3.2 Strategic Plan Revised A4.2 Support the A5.2 Consultation with
establishment of a resource development Extension Approach implementation of a stakeholders including GoB,
cross sectoral interventions aimed at Implementation Objectives farmer led extension NGOs, Private Sector,
Partnerships Unit for building management Supported. pilot Donors, other Projects
the oversight of competencies and
Partnership promoting organisational
Initiatives Funding learning throughout DAE

A1.3 Support, through the | A2.3 Assist DAE to develop, A3.3 Strategic Plan Partnership A4.3 Support the A5.3 Special studies

Partnerships Unit,

implement and maintain

Development Objectives

development and

commissioned as

the operation of the systems to monitor the Supported piloting of improved appropriate (including
Partnership impact of its services on methods of Farmer impact of local government
Initiatives Funds farmers of all categories Information Needs reform)
mechanism for and to learn and make Assessment including
collaborative projects adjustments to services on problem census cards
that further NAEP the basis of analysis of the and further developing
implementation information collected DAE capacity to
conduct PRA
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A1.4 Monitoring of A2.4 Assist DAE to define the A3.4 Strategic Plan Gender A4.4 Encourage the piloting | A5.4 Review of project
partnership activities organisational mechanisms Mainstreaming Objectives of innovative, experience in piloting
to ensure NAEP and to establish the Supported participative and innovative extension
compliance competencies required for partnership oriented approaches as well as the
subsequent strategic extension continued development of
planning and review methodologies through DAE mainstream services
processes to be carried out the Partnership
internally Initiative Funds
mechanism
A1.5 Continued support A2.5 Liaise with the linked A3.5 Strategic Plan Environment | A4.5 Regional study tours A5.5 Focused research into the
for NAEP media RIBEC — ASIRP/FIN sub Mainstreaming Objectives and other comparative social development context
campaigns and other component and support the Supported. and “benchmarking” of extension services and
methods of specific objectives of this type activities the contribution that
dissemination of sub project in developing extension can make to
NAEP principles MoA/DAE financial sustainable rural livelihoods.
management and financial
systems capacity
A1.6 Training/awareness A3.6 Strategic Plan Human A5.6 Drafting a framework

raising interventions
linked to NAEP - for
example for TAECC
members and local
politicians

Resource Management
Objectives Supported.

document that draws on this
consultation and research
as well as the learning
taking place through project
pilot and other activities.
This document to
incorporate sustainable
rural livelihoods thinking
and to provide a basis for
discussion between DFID,
GoB and other partners
regarding possible future
support to agriculture
sector.
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A1.7 Monitoring progress of A3.7 Strategic Plan Information
NAEP implementation Systems Development
and working with partner Objectives Supported.
agencies to identify and
overcome barriers to
implementation

A3.8 A programme of extensive
field contact to provide
support to DAE field staff at
regional, district and thana
level in participating in the
DAE change process.

— at least 75% of all
Thanas visited by project
team (including DAE
secondees) each year

A3.9 Assist DAE to monitor and
review the pace of
Strategic Plan
implementation and to plan
corrective measures
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4.3 Balance of Project Activity

The five project outputs are not equivalent in terms of the amount of project energy
and resources that will be required to achieve them. The following table indicates the
approximate division of project effort to be devoted to each output.

Output Approximate Approximate Proportion of
Proportion of Total TA other inputs (DFID only)
Time
One - NAEP/Partnerships 20% 60% (mainly PIF, plus media
and training)
Two - DAE Capacity Building 30% 20% (mainly training)
Three - DAE Strategic Plan 30% 10% (equipment & training)
Four - Innovative Activities 15% 7% (training, M&E)
Five - Sectoral Framework 5% 3% (eval studies)
Development

An exact distribution of inputs amongst outputs is not possible since many activities
and inputs will contribute to more than one output. The DAE focussed outputs (Two
and Three) will account for the largest proportion of TA time with partnership
activities second. There will be wide variations for individual team members but all of
the core team of full time staff have some role in relation to Outputs Two and Three.
Partnership activities account for a disproportionately larger amount of other inputs
(cash) because of the substantial Partnership Initiatives Funds. The management
and monitoring of these funds will also require significant administrative resources.

If World Bank funds had been included in this table the distribution of non TA
expenditure would be even more strongly biased towards partnership activities. The
GoB contribution is more focussed on DAE although GoB also contributes 50% of
the Thana Partnerships Initiatives Fund (TPIF).
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CHAPTER 5
Output One: Accelerated Implementation of the New
Agricultural Extension Policy including a significant increase
in the number and scope of partnership activities

5.1 Commentary

Output One and Output Two (DAE capacity building) are concerned with building on
the progress made during ASSP at the level of extension policy implementation and
institutional capacity building.

Output One is consistent with the second objective stated in the Government of
Bangladesh Project Proforma (the proper adoption of strategies for NAEP
implementation) and with the recently produced Agricultural Policy which fully
endorses the NAEP. It is also consistent with World Bank project concept documents
relating to a proposed future Agriculture and Rural Development Program (ARDP)
project and with DFID policy support for partnership activities.

The NAEP is a formally accepted policy framework that has been widely endorsed
by a range of stakeholders within the government and administration, by
development partners, NGOs and others. It is therefore a good hook on to which to
hang those project activities concerning partnership and those which span beyond
DAE to involve other extension providers.

While there must be some political risk associated with linking a project closely to a
government policy during a period when elections (national and local) will take place,
the NAEP has a robust set of principles (see Annex 1, Chapter 1) that will remain
relevant and are likely to gain support regardless of the political context.

5.2 Issues Arising during Inception — Output One

5.2.1 Perceived Fairness of Partnership Initiatives Funds disbursement
process.

The original Partnership Initiative Funds conception is outlined in Annex 3.
Reassurance regarding the distribution of funds will be gained from the cross-
sectoral nature of the Partnerships Unit but the actual ratios to which different
agencies participate in funded activities will be a key criteria of success in promoting
partnership. The financial participation by different extension agencies should be
monitored as part of the PU information system and reported regularly to EPICC.
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5.2.2 Field Level Dissemination of the NAEP

Feedback of both an ad hoc nature and through formal evaluation (eg the
independent evaluation of the NAEP media campaign) indicates that the level of
NAEP awareness requires considerable strengthening.

For farmers what is important is not that they should be aware of abstract concepts
such as the NAEP principles but that they should be experiencing and benefiting
from a steady improvement in the quality of extension services. TAECC members
however should be knowledgeable about the NAEP if they are to be motivated and
able to play an active role in the co-ordinating committee. This includes Union
Parishad Chairmen, two of whom are TAECC members, and in the future will include
the Upazila Chairman although their role in relation to the TAECC has yet to be
determined.

A TAECC resource pack has already been produced and distributed. An early priority
during ASIRP will be awareness raising for TAECC members. The planned
programme of extensive field work (Output 3 : Activity A3.9) will also assist NAEP
dissemination and the promotion of participation in partnership activities.

5.2.3 Media Campaign to learn from that conducted under ASSP

A specific NAEP media campaign was supported under ASSP with the EPICC Media
and Awareness Sub Committee leading planning and implementation. This
campaign was for various reasons drawn out over a long period. An independent
evaluation showed the campaign to have been a partial success but with the impact
varying greatly across regions and between different media. Generally radio and
posters were shown to be more effective in value for money terms than TV or print
media.

A new campaign should be designed under the auspices of the MASC. Before
specific funding is approved it should be very clear that the lessons of the earlier
campaign have been incorporated and that the choice of media and materials
reflects value for money criteria. The budget available to support media events is
limited and should be carefully managed so as to allow periodic “repriming” of NAEP
awareness at intervals throughout the project life. This element also provides
opportunities to build links and coordinate actions with the DFID supported Farm
Broadcasting Project.
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5.3 Output/OVis/Means of Verification Table - Output One

Output Assumptions

For national as well as local government
Accelerated implementation of the New Agricultural | and administrative structures

Extension Policy, including a significant increase in - Continued political and senior

the number and scope of partnership activities. administrative support for the New
Agricultural Extension Policy

Objectively Verifiable Indicators Means of Verification

ovi 1.1 A large volume of NAEP compliant Follow trail from proposal to agreement for a
collaborative activities being undertaken by a | selection of collaborative projects (and for
range of extension partners some unsuccesful proposals), Financial

systems and records

- Yr 1: 50 DPIF projects, Yr 2: 150 DPIF PU database, sample review , Project
projects, Yr 3: 225 DPIF projects Progress Reports

- 90% of Thanas effectively utilising TPIF Sample testing of TPIF utilisation by
funds TAECCs

- NPIF utilised 20% Yr1, 50% Yr 2, 30% Yr3 PU and EPICC records of NPIF usage
for NAEP compliant collaborative activities

identified at District (outside 12 pilot DPIF Monitoring reviews of NPIF supported
Districts) or National Level activities Project Progress Reports

Ovi 1.2 NAEP principles incorporated into Review reports and plans. Sample survey
operational plans for other GO agricultural of other extension services.

extension services providers (Fisheries,
Forestry, Livestock) by eop

Ovi 1.3 50% of NGOs with agricultural extension Survey relevant NGOs ( e.g. via FORAM)
activities show awareness of NAEP and can
demonstrate broad consistency of their
agricultural programmes with NAEP
principles by eop

Ovi 1.4 NAEP Principles incorporated into at least Review new project docs.
50% of new extension related project
proposals by eop

Ovi 1.5 EPICC Committees demonstrating effective | EPICC Minutes. Follow up a sample of
leadership in the co-ordination of NAEP decisions and resulting actions.
implementation and overcoming barriers to
implementation
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5.4

Activities/Inputs Table — Output One

working with partner
agencies to identify
and overcome
barriers to
implementation

Sectoral Team (st)

implementation reviewed

Continue series of EPICC
national workshops on
NAEP implementation — at
least 2 within project period

Activities GoB /DAE Main TA Milestones/ Activity Other Inputs
lead Involvement Indicators (DFID funds,
some overlap)
(Amounts are
Pounds Sterling) |
A1.1 Support to the EPICC Heang Knudsen EPICC committee system EPICC equipment
EPICC system of co- | secretariat Alauddin Siddique | operating on regular cycle £ 35,000
ordinating committees | EPICC Team Leader throughout project
member — Bazlur Rahman Effectiveness of EPICC
secretaries committees
PU
A1.2 Support the PU Heang Knudsen Partnership Unit
establishment of a PD Team Leader established and operational
cross sectoral EPICC Bazlur Rahman with cross-sectoral
Partnerships Unit for PIF Manager participation by Dec 1999
the oversight of Partnership Funds
Partnership Initiatives framework agreed and
Funding operational by March 2000
Adequate financial
mechanisms for
disbursement of
Partnership Funds by Feb
2000
A1.3 Support, through | PU Heang Knudsen ovi1.1 NPIF £ 900,000
the Partnerships Unit, | EPICC Team Leader DPIF £ 1,080,000
the operation of the PD Bazlur Rahman (plus £ 356,250
Partnership Initiatives PIF Manager IDA)
Funds mechanism for (TPIF —GoB/IDA
collaborative projects funded —
that further NAEP £1,375,000)
implementation
A1.4 Monitoring of PU Local Impact . Evaluation and
partnership activities EPICC Assessment PU da_tabase of activities Special Studies
to ensure NAEP Adviser established by March 2000 | £ 55 974
compliance Field Team PU review and analysis of
) partnership activities
Tim Bene(st) undertaken
Summary reports being
submitted to EPICC
A1.5 Continued MASC Alauddin Siddique | Media Campaign planned Media extension
support for NAEP Media Cell Trevor Nott and implemented under the | Fund £ 93,584
media campaigns and | AlS Heang Knudsen leadership of the Media Dissemination
other methods of and Awareness sub- materials £ 46,792
dissemination of committee initiated by end
NAEP principles of 9 months
A1.6 Training/ Training Wing Geoff Pope Awareness raising courses | Media extension
awareness raising Abdus Salam planned, implemented and | Fund £ 93,584
interventions linked to Heang Knudsen reviewed (priority one = Dissemination
NAEP - for example TAECC members course materials £ 46,792
for TAECC members by end yr 1)
and local politicians
A1.7 Monitoring EPICC Team Leader . Evaluation and
progress of NAEP PD Alaudin Siddique | Workshops and meetings | gpecial Studies
implementation and PU Field Team at which NAEP £ 155,974
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5.5 Summary Table: Key Actions in First 6 Months

Set up Partnerships Unit

Determine and Implement Process for Disbursing PIF (NPIF, DPIF, TPIF)
Hold Workshops in Pilot Districts and other dissemination processes
Establish PIF activities Monitoring Framework

Plan NAEP / Partnerships Media Campaign

Prepare for TAECC members training

Continue EPICC Meetings momentum

PIF funded activities initiated

N Ok WN =
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CHAPTER 6

Output Two: The capacity of DAE to plan, manage and review
its services and to identify and respond to continuing
organisational challenges sustainably improved

6.1 Commentary

This output is similar to one included in the original ASIRP logframe (sustainable
improvement in DAE Management Capacity). It is included to provide a clear
recognition that the impact of ASIRP on DAE should outlast the, comparatively short,
project duration.

This output overlaps Output 3 (DAE Strategic Plan implementation) but provides a
framework for interventions that might not be directly concerned with the specific
objectives of the Strategic Plan but are more to do with longer term capacity building.

The output provides a context for project methods and a justification for the use of a
process methodology. In some cases it may be easier and have more short term
impact for consultants to directly undertake a given task rather than working with a
counterpart/ local partner. The capacity building output requires however that
opportunities to transfer skills and to promote organisational learning are not just
taken but are sought out when deciding how the team should undertake their
workplan. Thus activities that are related to other project outputs should be done in a
manner that contributes to this capacity building objective.

Consultants will plan and implement activities directly with DAE line personnel at
appropriate levels in the Department as well as working groups to ensure that DAE
takes ownership of the changes implemented during the project period.

6.2 Issues arising during inception — Output Two

6.2.1 Financial Responsibility

Capacity building is meaningless unless this includes the capacity to effectively
control resources. The ability of DAE to actively manage Revenue Budget funds and
the human resources that account for over 90% of Revenue Budget expenditure is
severely constrained.

The Management Accounting Unit (MAU) to be established by the ASIRP-FIN Ribec
sub component may eventually result in the freeing of MoF financial control. The
ultimate objective is the provision of a ‘budget envelope” of funds to be used by
MoA/DAE according to their priorities and plans in the context of national policy
objectives.

There is no sign of imminent reform in the archaic system of establishment controls
or practices such as promotion on seniority that are directly contrary to meeting
organisational performance goals.
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The Development Budget provides greater scope for managerial discretion than
Revenue Funds although severely constrained by rigidly defined budget allocations
within Project Proforma and with donor funded elements tightly controlled against
their priorities and with regard to procurement rules and audit requirements.

If the cycle of project dependency is to be broken resource control will have to be
transferred by degrees to the recipient agency. It is therefore proposed that a
scheme of delegation be developed for control over DFID ASIRP funds and other
resources to be transferred progressively to DAE. This would be associated with the
development of specific financial competencies as part of Ribec led financial training
within a broader institutional development training framework. With a demonstrable
improvement in financial management capacity there will be a gradual increase in
the willingness of both MoF and external donors to transfer significant resource
management decisions to DAE.

As a first step it is recommended that there is an incremental transfer of
accountability for DFID funded project expenditure along the following lines:

Year One : Remaining DAE equipment budget to Information System Working
Group. (purchasing via Crown Agents)

Year Two : Remaining Training Budgets to Training Wing.

Year Three : Transfer of control for remaining TA inputs including timing, consultant
TORs, monitoring and reporting and signing off inputs to Management
Committee in consultation with TA team leader.

To facilitate this process the client side skills (eg procurement, contracting, quality
specification) of DAE will require strengthening as well as specific financial
competencies.

6.2.2 Informal Learning Mechanisms

During ASSP a large number of formal training sessions were undertaken.
Additionally numerous informal, ad hoc and largely unreported training or learning
activities took place. These ranged from lunchtime open access seminars for DAE
staff (HRM issues) to ad hoc brainstorming meetings held in various DAE or project
offices.

During ASIRP these processes will continue, will be built on and will be recognised
as an important component of the total project process.

6.2.3 Secondment

Secondment is explicitly mentioned in the Project Memorandum (5.1.3 undertakings)
as one of the mechanisms that will be used to promote organisational learning.
Given that most DAE Directors, Additional Directors and a large proportion of Deputy
Directors will reach retirement within 3 years (from verbal reports) the capacity
building objective requires that a raft of more junior officers be brought forward as the
future senior managers of DAE.
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A secondment scheme is one of several possible means of achieving this objective.
The initial idea is to bring 3 DAE staff (below the rank of DD and with at least 10
years remaining service) into the project team for 6 months each on a rolling basis.
Thus over the project lifespan around 15 secondees would work closely with the
project team both within DAE and with other partners and would have the opportunity
to develop a deeper understanding of change objectives and methods for achieving
change. DAE have accepted in principle that such a secondment scheme should
proceed (Annex 9 - Letter from DG). The scheme should be finalised and
implemented within 3 months.

6.2.4 Building DAE’s capacity to evaluate extension activities
DAE requested this aspect of capacity building towards the end of ASSP. The
main issues are:

*» Projects have developed their own systems — can these be harmonised?
There is acceptance that the multiplicity of systems causes lots of confusion,
especially because in most thanas there are several different systems being
used. Most project directors are interested in helping with a simplification, but
require flexibility so that their own specific needs are met. An early priority will be
to design a flexible standardised monitoring format. This should be presented as
a departmental modus operandi to PDs and Team Leaders of new projects,
along with the NAEP and REA. Existing projects should be involved in
developing the new system a process which should be linked to the planned
review of SEMS.

< Evaluation is a planning tool — at what level(s) will planning be done?
Planning is in reality mainly done by projects at the level of their project HQs —
either national, regional or district. ASIRP GOB funds are one exception in that
they are used to support thana based planning according to the REA approach.

Evaluation results should be made known to planners in time for the next
planning round. However, there is no need for evaluation to be carried out in
every planning unit (thana or whatever). It is sufficient to know from a sample of
activities that, for_example IPM and seed selection activities were generally
popular and led to good uptake or that balanced fertiliser was too complicated to
be dealt with through result demonstrations. These findings could be presented
at timely regional workshops attended by all TAOs, at which other issues related
to planning, regarding the distribution of project activities etc, could also be
discussed. The idea is to allow and encourage a realistic transition from the
current fragmented, project dominated planning to a more coherent approach.

Consistent evaluation by DAE of all activities, funded from whatever source, is
one step closer to achieving co-ordinated needs based planning. The attempt to
achieve a harmonisation of project activities around a set of mutually consistent
and re-enforcing strategic objectives will however always be difficult until the
processes of project conception, design and initial implementation planning are
also driven by these objectives. At present each project is limited by the
specifications in the project proforma (PP) and amending the PP is time
consuming. Project co-ordination efforts should therefore start early in the project
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lifecycle. To achieve this a clear analysis of the stages through which projects
pass from conception through to implementation would be a useful first step.

< P&E Wing has limited capability to do evaluation

An impact study was conducted by DAE of the IPM project in December 98, and
was well written up. Some improvements could be made, but it was a good study
demonstrating the potential for regular internal evaluation exercises. A constraint
is that it used 16 staff from P&E Wing as enumerators. These staff all require
TA/DA, and all have regular duties to attend to, so they cannot be called upon
frequently. It might be possible to ‘tax’ individual projects to pay for overall
programme evaluations that include their activities, but this still doesn’t deal with
the limited time available from P&E staff.

It is necessary to find an acceptable way to disseminate monitoring and
evaluation skills to field based staff — presumably in Field Services Wing.
Regional MIS staff may also play a role but these individuals are currently
employed as ASIRP project staff (GoB funded). This cannot be regarded as
permanent DAE capacity unless these posts are incorporated into the Revenue
Budget. Any evaluation programme must be realistically planned so that it can
be done within the resources available to DAE. The scope of these resources will
need to be assessed and agreed upon early in the project life.

Planning & Evaluation Wing accept that they have a mandate to conduct impact
evaluation, amongst the other functions of this Wing. They are however clear
that enhancement of capacity and focussed training will be needed if this role is
to be undertaken effectively.

+ Need to cover all activities, not just demonstrations
Earlier impact assessments concentrated on face-to-face activities, particularly
field days connected with demonstrations. It is necessary to find ways of
assessing the effectiveness of a wide range of activities including radio
broadcasts, various other mass-media tools, drama, fairs, visits to progressive
farmers etc.

6.2.5 Building capacity within DAE to do ex-post evaluations of staff training
activities

This has not been considered in detail, but it seems that there is no real evaluation of
the various training methods used by different projects. ASIRP will be involved in
trying to standardise methods, and it would be sensible to first work out which
methods work better than others. It should be straightforward to develop a system for
Training Wing to use. The local and international impact assessment advisors will
spend some time helping to set this up with the training advisers and Training Wing.
The success of this and other project interventions aimed at building the
capacity of Training Wing will depend on this Wing identifying and making
available sufficient individuals with potential, motivation and a willingness to
take on responsibilities previously delegated to project staff. A similar
argument applies to capacity building interventions throughout DAE.
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6.2.6 Cross Cutting Social Development Work — capacity building
The work of the social development advisors within ASIRP falls into two categories.

The first category is ongoing research processes that will seek to determine some of
the fundamental opportunities and limitations affecting the potential of agricultural
extension services to help achieve social development objectives. This research
process has been included under Output Five of the logframe as it is more likely to
impact on the services of DAE and other providers beyond ASIRP and to influence
the manner of future project assistance rather than contributing strongly to changing
DAE during the project lifetime.

The second category of work can have more immediate impact as it involves
influencing the manner in which a variety of capacity building, experimentation,
piloting and human resource development activities are undertaken by the entire
project team during their interaction with members of DAE and other partners.

Examples of the contribution of social development inputs in this context include:

% The experimental design and testing of more finely tuned mechanisms for
discovering and targeting the needs of different groups of farmers (Strategic Plan
Objective 2).

« The development of modified and improved training materials to increase

understanding of social development issues for staff operating at or close to field

level and to strengthen their ability to communicate with poor farmers and women

(Included as an objective in Strategic Plan Chapter 5/Gender)

% The inclusion of social development concerns into impact assessment systems,
including the design of relevant indicators

% The raising of awareness of social development issues among DAE senior staff
whose collaboration will be required if headway is to be made

+ Assisting the Institutional development specialists to analyse how more or less
formal DAE procedures and structures shape the current practices of the
organisation and the way in which it will respond to new policies, including the
incorporation of social development issues.

The Social Development Adviser contribution to mainstreaming must be both
indirect, via other project team members, and direct, via process interactions with
DAE staff.

ASIRP Inception Report 31
February 2000



6.3 Output/OVis/Means of Verification Table - Output Two

Output

Assumptions

The capacity of DAE to plan, manage and
review its services and to identify and
respond to continuing organisational
challenges sustainably improved.

Reasonable stability of DAE senior management and a
continued commitment to organisational development

DAE make available for project interaction sufficient
numbers of staff with motivation and ability as well as a
future career with the organisation that will significantly
outlast the project.

Objectively Verifiable Indicators

Means of Assessment

Ovi2.1 Management Committee Operating
to its Terms of Reference by eop
(Annex 7)

Ovi2.2 DAE undertaking realistic resource
based strategic planning for the post
ASIRP period by eop

Meeting Records, Interview Staff, Sample Review of
Decisions and Actions Taken

Management Committee Reports, Project Progress
Reports
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6.4 Activities/Inputs Table - Output Two

David Hearle(st)
Angela Christie(st)

Activities Gob/DAE lead Main TA Activity Indicators / Milestones Other Inputs
involvement (DFID only)
_— Training Wing Colin Risner Institutional Development Training Programme | In country training
A2'|1 The ?Ei.f'n't'of” and Management Geoff Pope developed and agreed with DAE Training Wing | £ 519,971
Implementation of an Committee Abdus Salam and Management Committee by April 2000 Short Courses (regional)
Institutional Development Zahidul Hoque (MIS £ 233,024
Training programme for DAE elements) ’

A2.2 Other non formal human
resource development
interventions aimed at building
management competencies
and promoting organisational
learning throughout DAE

Change Management
Forum

All DAE staff

Colin Risner

Mark Smith

Geoff Pope

Abdus Salam

All of TA Team
Chris Grosse(st)
Angela Christie(st)

- In country visits — 10 per annum for 3 years

- Joint learning with partner organisations — 10
events per annum for 3 years

- Action research activities undertaken

- DAE doing more things previously done by
TA — each of TA team to identify specific
handovers achieved and sustained

- Effective partnering /counterparting and skills
transference to DAE staff — each of TA team
to describe process

- Lunchtime seminars and other organisational
learning events taking place

- Secondments /shadowing and other
employee development methods in use

- Delegation of increasing project resource
responsibility to DAE Wings: yr 1 — MIS
Budget, yr 2 — Training Budget, yr 3 —TA
utilisation

CMF Budget
£ 150,000

A2.3 Assist DAE to develop,
implement and maintain
systems to monitor the impact
of its services on farmers of all
categories and to learn and
make adjustments to services
on the basis of analysis of the
information collected

Planning and
Evaluation Wing

Field Services Wing
IS and Impact

Assessment Working
Group

Impact Assessment
Advisor

Trevor Nott
Ajit Nag

Abdus Salam
Team Leader

- SEMS and other ASSP supported systems
reviewed (jointly) by end of 6 months

- Establishment of clear responsibility for
service impact monitoring in DAE by end of 6
months

- Activities of other projects increasingly
incorporated in a robust, uniform monitoring
system. All DAE projects by eop

DAE Computer Hardware
£61,230,

Evaluation and Special
Studies
£ 155,974

M&E and MIS short courses
(regional)

Management Tim Bene (st)

Committee Tony Watkins (st)
A2.4 Assist DAE to define the Management Colin Risner - Issue of preparation of next Strategic Plan In country training
organisational mechanisms Committee reviewed with Management Committee by 18 | £ 519,971
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Activities

Gob/DAE lead

Main TA
involvement

Activity Indicators / Milestones

Other Inputs
(DFID only)

and to establish the
competencies required for
strategic planning and review
processes to be carried out
internally

Change Management
Forum

Simon Foot(st)

months

Realistic Plan of action for preparing the next
Strategic Plan in place by end of yr 2
including consultation mechanisms

Plan being implemented for preparation of
post 2002 Strategic Plan — draft by end of
project

Short Courses (regional)
£ 233,024

A2.5 Liaise with the linked
RIBEC — ASIRP/FIN sub
component and support the
specific objectives of this sub
project in developing MoA/DAE
financial management and
financial systems capacity

MoA — Secretary
MAU (when
established)
Personnel and Admin
Wing

P&E Wing project
Accounts

PD,

Management
Committee

Rodney Graham
(Ribec)

Ribec Team

Ajit Nag

Team Leader

See Ribec FIN Logframe for specific activities
and OVIs relating to establishment of MAU
etc

Regular attendance of Ribec at ASIRP Team
Meetings and vice versa.

Ribec component separately
funded
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6.5

Summary Table: Key Actions in First Six Months

9.  Develop Institutional Development Training Programme

10. Agree Secondment Scheme

11. Initiate Informal Learning Events

12. Plan Integration of Ribec financial training with scheme for delegated control of
project resources

13. Review SEMS and establish plan, in coordination with other projects, for
implementing service impact monitoring

14. Develop plan for progressively harmonizing project M&E systems

15.  Map out project conception and design process

16. Assess actual and potential sources of M&E capacity in DAE
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CHAPTER 7
Output Three: The Department of Agricultural Extension
Strategic Plan 1999-2002 Implemented

7.1 Commentary

The 1998 independent evaluation of ASSP praised the DAE Mission Statement but
noted the absence of a “Strategic Vision Document” to explain how the organisation
intends to fulfil this mission. The DAE Strategic Plan fills this gap and provides a vehicle
for linking a range of project activities behind a clear and coherent organisational agenda
(Annex 1).

The Process of developing the Strategic Plan included:
+«+ The nomination of a small task group of officers by the DAE Management Committee

+» A series of staff consultation meetings facilitated by members of this task group

+ Feedback of the results of this consultation to the Management Committee and the
agreement of a basic structure for the Strategic Plan

+« The nomination of a group of authors from DAE to work in partnership with the TA
team in drafting sections of the Plan

s Consolidation of a core text and the review of and agreement to this core text
including 68 specific objectives by the Management Committee

% Translation into Bangla by a team from DAE

% Management Committee agreement to presentational issues such as front cover and
text layout

Since agreement of the core text further progress has been made:

+«+ An action planning workshop with the aim of developing a table of necessary actions
arising from each specific objective

« The establishment of 5 working groups with a remit to lead the implementation of
specific areas of the Strategic Plan (by mid November 99 each group had met
around 4 times)

s The definition of the DAE Change Management Forum as the amalgamation of
these five groups under the leadership of the Management Committee. This Change
Management Forum has met twice during the ASIRP Inception Phase including a
two day residential workshop at Sylhet ATI
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The DAE Change Management Forum

Environment MIS & Impact Human Resource Social Accelerated NAEP/REA
Working Assessment Management Sub Development, Implementation Working
Group Working Group | Committee Gender & Group
Partnership
Development
Working Group
Farmer Led
Database Training Gender Extension
Working Working Forum (FLE) Sub
Group Group Group

The early conditions are present for the combination of the Strategic Plan and the
Change Management Forum to start an organisational transformation of DAE over the
next 3 years. The energetic support and facilitation of the technical assistance team to
this process can greatly increase the chances of success. This is a considerable prize
that fully justifies being included as a core output for the project.

7.2 Issues Arising during Inception — Output Three

7.2.1 Change Management Forum — budget

The Project intends to invest heavily in providing technical assistance to the DAE
Change Management forum and its constituent working groups as the leading vehicle for
Strategic Plan implementation. As the working groups develop their workplans other
resource requirements will be identified. These may include publication costs, costs
associated with training or comparative visits, farmer surveys or other studies and
workshop expenses.

It is recommended that a budget of £ 150,000 is provided to support the Change
Management Forum with £20,000 allocated provisionally to each of the 5 working groups
plus £ 50,000 to support CMF costs associated with the entire change process. These
may include support to plenary Change Management Forum workshops, publication and
dissemination of materials, organisational award schemes, regional or district change
workshops etc. A standard procedure for working groups to justify, request and account
for the use of CMF funds should be developed.

7.2.2 Strategic Plan Coverage — cross project co-ordination

The Strategic Plan is a DAE document intended to provide a framework for all projects
and wings. The 68 specific objectives include several that are more directly relevant to
other projects than ASIRP (eg environment focussed objectives —SFFP, SPPS, IPM,
CDP, production focussed objectives — TCTTI, diversification of production — CDP,
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Horticultural Development Project, partnership with private sector — FMED). A list of
current DAE implemented projects is included as Annex Two.

The issue of cross project and cross wing co-ordination is a priority but faces problems
of intra organisational and cross project or cross donor rivalry, mistrust and competition
for resources.

With around 40 projects, the group of project directors within DAE constitute an
important and resourceful quorum of senior managers. The DG DAE has recently
initiated monthly project coordination meetings to gain better information about project
progress and to motivate effective project implementation. It is recommended that this
forum also be used to assess how the various projects can contribute fully to Strategic
Plan implementation and to motivate the achievement of broader organisational
development objectives. The DG DAE should write to all donor agencies (actual and
potential) informing them about the DAE Strategic Plan and that project activities will be
expected to contribute to implementation across all six categories of objectives.

7.2.3 Field Work Coverage

A target for field work coverage (75% of thanas visited each year) has been calculated
on the basis of conservative assumptions. These are: 10 field teams each consisting of
two project team members plus at least one DAE counterpart, average of 5 days per
month in the field, 10 months per year. Thus 500 field days per annum should allow
coverage of at least 75% of thanas (350) each year and all thanas every two years. Pilot
districts (DPIF) and thanas (integrated extension/FLE) will receive more visits but the
intention is to maintain the national, organisation wide nature of project support
established during ASSP. 10 vehicles/drivers will be made available for fieldwork.

All DAE HQ Deputy and Additional Directors have specific districts allocated to them for
the purposes of supervision.(Annex 6) They are meant to make regular visits and submit
reports on the status of DAE activities and broader agricultural development in these
districts. In many cases it may be possible to combine project visits with these
supervisory visits. Improving the quality of supervision has been recognised as a priority
by DAE Management Committee & is included as a specific Strategic Plan objective (O3
& 057).

All of the project team must be comfortable talking to farmers, field staff and members of
partner agencies. Bangla tuition will be made available to all international staff. The
proposal for “village immersion” contained in the technical proposal will be pursued.
National team members and DAE secondees will be offered english upgrading tuition.
(eg professional writing skills via the British Council).
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7.2.4 Environment

While in the revised logframe there is no longer a specific output focussed on
environment issues this should not be taken as an indication that this element of the
project has been downgraded. In fact the environment related objectives in the Strategic
Plan provide a very robust framework for addressing this issue.

The following statement of Intent on the Environment has been approved by the DAE
Management Committee.

“The Department of Agricultural Extension will discourage environmentally bad practices
while encouraging environmentally friendly technologies in order to promote sustainable
agricultural and socio-economic development. In recognising that environmental
resources and problems are often localised, the DAE will establish partnerships and
linkages with other relevant organisations to meet the environmental need of the people
and strengthen the capabilities of all environmental stakeholders”

The environment working group has built on this statement and is taking the lead in
developing actions that can lead to the achievement of the relevant objectives contained
in the Strategic Plan.(041-051)

7.2.5 Gender

With respect to gender mainstreaming the Strategic Plan also contains an entire section
and a set of challenging objectives (031-040). Highlighting the commitments contained
in DAE’s own Strategic Plan, rather than gender being a project driven “add on”, may be
regarded as a first step towards mainstreaming.

The DAE WID focal point was fully involved with the project team in developing the
gender mainstreaming section of the Strategic Plan and has subsequently undertaken
project supported research into the status and role of female Block Supervisors. Plans
for the establishment of a gender forum in DAE are progressing. Further progress will
require not only project facilitation but the active support of DAE senior management
who must regard mainstreaming gender issues as an important part of the overall DAE
change process.

ASIRP Inception Report 39
February 2000



7.3 Output/OVis/Means of Verification Table — Output Three

Output

Assumptions

The Department of Agricultural Extension
Strategic Plan 1999-2002 implemented

Continued support for the DAE Strategic Plan
Objectives amongst DAE managers, staff and
external sponsors

Objectively Verifiable Indicators

Means of Assessment

ovi 3.1 Demonstrable progress against at least
50 of the 68 specific objectives
contained in the DAE strategic Plan by
end of project.

Realistic Resourced
Implementation Plans in place
and approved by Management
Committee by end year 1

Year One —

Year Two — Evidence of progress and of
progress monitoring and review

by end year 2

Evidence of achievement, of
critical review processes and of
follow on planning by end year 3

Year Three -

WG reports, Action plans, Project Progress
Reports

Project Progress Reports, WG monitoring
reports

WG reports to MC and CMF

ovi 3.2 Appreciable change in pursuit of
Strategic Plan Objectives observed in
all districts and thanas.

Records of field visit processes and outcomes.
Records of events undertaken (eg training,
workshops, document dissemination) to spread
SP implementation throughout DAE.

ovi 3.3 Strategic Plan Review processes-
workshops/meetings /internal
monitoring — in depth review of
progress at each CMF plenary

workshop (6 mohthly)

Records of review processes
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7.4

Activities/Inputs Table — Output three

Activities

GoB/DAE lead

TA Involvement

Milestones/ Activity
Indicators

Other Inputs

A3.1 Support the CMF — including All long term team Change Management CMF Budget
DAE Change all working via interaction with Forum meetings every 6 | £ 150,000
Management Forum | groups under the | CMF months
including the leadership of the
leadership role of Management Working groups
the Management Committee operational , resourced
Committee and and supported — meet
working groups at least monthly and
established for report to MC at least
Strategic Plan every 3 months
implementation
Continuous interaction
between working
groups/MC & rest of
DAE for SP
implementation
A3.2-A3.8 Specific technical
assistance focussed on the 6 main
themes of the Strategic Plan and the
associated specific objectives
. REA Working Trevor Nott . CMF Budget
A3.2 Revised Group Musharref Khan Working Group £150,000
Extension Approach CMA3 addressing specific Pilot District
Implementation Field Services Ruth Sparrey objectives contained in Resource
Wing the SP. Centres
Frank Joosten(st) £ 25,820

All DAE Projects
and Technical
Wings

Chris Garforth(st)

Support being provided
for those SP specific
objectives that are
within the ASIRP project
boundaries

Measurable progress
against SP specific
objectives O1 —
012,025 (including
some referred to other
projects/wings)

Media extension
Fund £93,584
DAE Pilot
Activities
£129,000
Dissemination
Materials
£46,792

(GOB Budgets
for extension

activities = 250
Lakh Taka pa)

A3.3 Partnership
Development

Partnerships and
Social
Development WG

REA Working
Group, Field
Services Wing
(Research/Extens
ion)

HRM Committee

Heang Knudsen
Lutfun Nesa
Bazlur Rahman
Shafi Uddin

Musharraf Khan

(research/
extension)

Geoff Pope, Abdus

Working Group
addressing specific
objectives contained in
the SP.

Support being provided
for those SP specific
objectives that are
within the ASIRP project
boundaries

Measurable progress

CMF Budget
£150,000
DAE
involvement in
PIF Funded
schemes

(ATI aspects), Salam (ATI against specific
Training Wing aspects) objectives: 013 —
018,026, 036,
011,019-024
(research/extension)
027-030(ATls)
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Activities

GoB/DAE lead

TA Involvement

Milestones/ Activity
Indicators

Other Inputs

Environment
Working Group

Ruth Sparrey
Alan Bird (st)

CMF- MC and All | Lutfun Nesa . CMF Budget
A3'.4 Gende_r WGs Heang Knudsen Worklng_Group o £ 150,000
Mainstreaming addressing specific !
Gender Forum objectives contained in
(when the SP.
established) . )
Mick Howes(st) Support being provided
WID Focal Point for those SP specific
objectives that are
Partnerships and within thg ASIRP project
Social boundaries
Development ) Measurable progress
Working Group Mark Smith/Geoff against SP specific
, Pope objectives:
HRM Worklng 09,031-040
Group
A3.5 Environment Environment WG | Ruth Sparrey . CMF Budget
Mainstreaming. All DAE Wings V\(/jc()jrklng_Group i £150,000
P&E Wing (EIA) | Alan Bird(st) 2bgcetf‘\fg;9£ﬂ$;'n'g 4in | Environment
thé Sp Training
’ £46,605
Support being provided
for those SP specific
objectives that are
within the ASIRP project
boundaries
Measurable progress
against SP specific
objectives :
010,041-051
HRM Committee Mark Smith Working Group CMF Budget
A3.6 Human Geoff Pope addressing specific £150,000
Resource Management Colin Risner objectives contained in
Management Committee Ajit Nag (database) | the SP.
A lam . .
Training Wing/ bdus Sela Support being proy]ded
P&E Wing/P&A for those SP specific
Wing objectives that are
within the ASIRP project
boundaries
Measurable progress
against SP specific
objectives:
027,035,046,047
052-060
. Ajit Nag . CMF Budget
A3.7 Information IS and Impact Zahidul Hugq Working Group £150,000
Systems Assessment Kaizer E Alam adfjreg,smg speqlflc . DAE Computer
Development Working Group Rezaul Karim objectives contained in Hardware
Impact Assessment the SP. £120,000

P&E Wing

Advisor

Tim Bene (st)
Tony Watkins(st)

Support being provided
for those SP specific
objectives that are
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Activities

GoB/DAE lead

TA Involvement

Milestones/ Activity
Indicators

Other Inputs

within the ASIRP project
boundaries

Measurable progress
against SP specific
objectives: 061-068

A3.8 A programme
of extensive field
contact to provide
support to DAE field
staff at regional,
district and thana
level in participating
in the DAE change
process.

All DAE Field
Staff

CMF — for
counterparts
during field visits
HQ Supervising
Officers (Annex
6)

All of Long Term
TA team plus DAE
secondees

At least 75% of all
Thanas visited by
project team (including
DAE secondees) each
year and 100% every
two years

15 vehicles/
Drivers

Vehicle Running
Costs
Travel/Accounts
/Subsistence

PD
A3.9 Assist DAE to Management Team Leader Regular implementation | ID Training
monitor and review Committee Colin Risner review reports Budget
the pace of Strategic Alauddin Siddique from Working Groups to | CMF Budgets
Plan implementation Management £150,000
and to plan Simon Foot(st) Committee

corrective measures

6 Monthly SMF Plenary

7.5 Summary Table: Key Actions in First Six Months

17. Launch Strategic Plan
18. Agree budget / contract amendment to create CMF budget
19. Develop standard criteria and reporting format for working groups expenditure

20. Team Building workshops with working groups

21. DG to write to Donors / Projects requesting support for Strategic Plan
implementation

22. Start process of wider dissemination of change messages
23. Initiate Projects / DAE Field Work Programme
24. Plan upgrading Bangla / English tuition for project team
25. Develop and test “village immersion” scheme
26. 2nd Change Management Forum at end of 6 months
27. Working Groups continue to develop.
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CHAPTER 8

Output Four: Innovative Approaches to Agricultural Extension
Piloted and Evaluated

8.1 Commentary

The “I” of ASIRP stands for innovation. The opportunities for innovation within the project
framework are considerable. There are a number of already conceived pilot schemes to
be undertaken in the field of extension management as well as specific sub components
incorporating technical innovations. Potentially even more significant will be the range of
locally identified innovations incorporated into activities supported using the mechanism
of Partnership Initiatives Funds.

A critical requirement is to capture the learning from these innovative practices in order
to allow this knowledge to inform the process of planning the next phase in the
development of extension services.

8.2 Issues Arising during Inception — Output Four

8.2.1 Integrated Extension Pilot should not be Funding driven

A scheme that is reliant on continuous and intensive use of resources across a few
villages cannot be scaled up for all 68,000 villages in Bangladesh. Therefore while such
a scheme provides direct benefit to some poor people it informs little about what is
possible in practical terms on a national scale.

In the 12 thanas where “fully integrated extension” is to be piloted the model should be
simple and not funding driven. The extension agencies in those thanas, co-ordinated by
the TAECC, should consider the entire, holistic, needs of farmers, assess what
resources are collectively available from a variety of sources and develop , implement
and monitor a plan for best satisfying the identified needs using the available resources.

The ASIRP project may support some additional training for extension agents if
requested by the TAECC, perhaps joint extension materials or some other shared
resources and additional M&E inputs (including evaluative workshops with the TAECC).

If from this experience it is learnt that it is possible by integration alone to significantly
improve the impact of extension services the potential for scaling up will be great. If on
the other hand, substantial additional resources for extension work are directed to the 12
thanas little will have been learnt. The integrated extension pilot should therefore be
viewed as separate from the PIF funded collaborative activities. It will however be useful
and interesting to compare the experience in thanas with DPIF supported activities
against the 12 integrated extension pilot thanas.

8.2.2 Involvement of International Institute of Rural Reconstruction (IIRR)

The International Institute of Rural Reconstruction in Manila has a longstanding
association with DAE having hosted DAE officers (as well as other GO and NGO
Bangladeshi participants) on at least 3 occasions for courses focussed around
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participatory methods and farmer led extension. It is intended to utilize this established
relationship and the particular expertise of IIRR in FLE methodology to assist DAE to
pilot a farmer led extension scheme.

To progress this initiative it is proposed that a group be sent to an upcoming IIRR FLE
course (Nov 99) with this to be followed up by an IIRR/ASIRP project team mission to
assist DAE to finalize the framework for their FLE pilot. Thereafter IIRR would be
involved in some progress monitoring and evaluation exercises as part of a joint
DAE/IIRR/ASIRP team.

8.2.3 Impact Monitoring of Pilot Activities

There is no point undertaking pilots unless they are closely monitored and carefully
evaluated. The project is too short to do ex post evaluation of impact but at least partial
evaluation will have to be conducted as the pilots are being undertaken.

Partnership programmes may or may not involve DAE. For those that do evaluation
should be built in as part of DAE programme evaluation and so incorporated into other
project attempts to build monitoring capacity (section 6.2.4). This should be a joint
exercise with the partner, and should be included in the partnership agreement.

For partnerships that do not involve DAE, it will also be desirable to monitor progress
and evaluate the impact on client households. Since the partners could be any of a
multitude of organisations, there is no scope to create capacity within them, and studies
will need to be done externally on an ad hoc basis. There is scope for a number of
special studies to be bought in from outside organisations, as well as limited capacity for
ASIRP to do studies by combining the resources of the Partnership Unit and the impact
assessment consultants.

While evaluation of pilots will be led by the project team it is envisaged that DAE staff in
the pilot thanas will work very closely with ASIRP Change Management Advisers and
others in monitoring the new activities. Impact Assessment Advisers will help in
suggesting methods and indicators and ensuring that sufficient information is available to
allow follow-up activities leading to useful evaluation. The IAAs will work with local DAE
field staff and the full time project team to undertake the evaluations. Some independent
evaluation exercises may also be commissioned.

Evaluating FINA pilots including Problem Census Cards seems straightforward, but time
is very limited since it is necessary to wait to see whether solutions are provided for the
identified problems and then if the solutions are really appropriate. Given the time lag
involved in reaching these sort of conclusions there is a need to get pilots up and
running as soon as possible.
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8.3 Output/OVis/Means of Verification Table — Output Four

Output

Assumptions

Innovative approaches to agricultural extension
piloted and evaluated

- DAE recognize the need to further develop
and improve the Revised Extension
Approach.

- Other partners are willing to participate in
pilot activities

Objectively Verifiable Indicators

Means of Assessment

ovi 4.1 Integrated Extension Pilots initiated in
all 12 Thanas by end of yr 1
ovi 4.2 Farmer Led Extension Pilot initiated by
end yr 1
ovi 4.3 FINA improvement Pilots developed -
Problems Census Cards pilot initiated
by end of 6 months
ovi 4.4 All extension methodology pilots
monitored and evaluated to determine
suitability for wider-scale introduction
ovi 4.5 Process of PIF selection designed to
encourage innovation established
ovi 4.6 A Regional Study Visits undertaken by
teams including representatives of
partner agencies by end Yr 2

TAECC records, Project Progress Reports

Project Progress Reports

WG Reports, Project Progress Reports

WG Reports, |IA Reports, Reports of associates
(e.g. lIRR for FLE)

PU reports and records, Survey of collaborative
projects (FPIF, DPIF, NPIF)

Visit reports, Project Progress Records.
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8.4 Activities/Inputs Table — Output four

Activities GoB/DAE lead Main TA Activity indicators Other Inputs
involvement Milestones (DFID funds
only)
A4.1 Support the PD Ruth Sparrey Workshops DAE pilot
implementation of REA WG CMA (ext-loc) undertaken in each activities
integrated Trevor Nott thana — 6 months £ 129,000
extension pilots in
12 thanas TAECC develops NPIF
plan for integrated (potentially)
extension
Additional training or
other resourcing
agreed
First integrated
extension plan being
implemented
REA WG - FLE Trevor Nott DAE group attend DAE Pilot
frﬁblzemseﬁg‘fi)cr;tntg?a Sub Group Shaffiuddin IIRR course Activities
farmer led Fu_ald Services _ £ 129,000
: . Wing IIRR (associates) | IIRR/DAE/ASIRP
extension pilot Training joint planning mission
Wing/ATI
PD FLE scheme finalised
(plus NGO - 4 months
partners -RDRS)
Training module for
farmer extensionists
developed - 6 months
Chris Garforth (st) | Training of farmer
extensionists
undertaken - 9
months
Implementation of
FLE pilot - 1 year
First review and
evaluation mission
(IRR/DAE/ASIRP) -
18 months
A4.3 Support the REA Working Musharraf Khan Problem Census DAE Pilot
development and Group Trevor Nott Cards pilot underway | Activities
piloting of improved - 6 months £ 129,000
methods of Farmer | PD
Information Needs Frank Joosten(st) | Review of pilot and Dissemination
Assessment Other projects scaling up decision - Materials
including problem and Technical 12 months £46,792
census cards and Wings
further developing Pilot District
DAE capacity to Resource
conduct PRA Centres
£25,820
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Activities

GoB/DAE lead

Main TA

Activity indicators

Other Inputs

involvement Milestones (DFID funds
only)

A4.4 Encourage the | PU Heang Knudsen Framweworks for NPIF £900,000
piloting of EPICC Team Leader vetting PIF proposals | DPIF
innovative, Bazlur Rahman drafted — 3 months £1,080,000
participative and CMA (ext) (plus IDA
partnership oriented Trevor Nott PU established and /DPIF -
extension agrees frameworks £356,250)
methodologies 6 months (TPIF
through the £1,375,000 —
Partnership Frank Joosten (st) | PIF disbursement GoB/IDA)
Initiative Funds Chris Garforth (st) | Commences — 9
mechanism months

Continuous review of

PIF activities

Evaluative reports

produced for EPICC
A4.5 Regional CMF Al WG Relevant sites for Short courses
study tours and counterparts comparative visits (regional)
other comparative identified — critical £233,024
and “benchmarking” process of deciding CMF budget

type activities

on comparative visits
undertaken with DAE
Working Group
Members and other
partners

8.5 Summary Table: Key Actions in First Six Months

28. Explanatory and planning workshop in each of 12 Integrated Extension Thanas
29. Delegation to IIRR Farmer Led Extension Course
30. Proposal developed for [IRR involvement in developing FLE scheme

31. FLE scheme finalized by DAE / ASIRP / lIRR team

32. Review role of DAE / NGO Liaison Committee
33. Plan M&E processes for pilot schemes

34. Expedite all pilot schemes.
35. Develop initial ideas for comparative / “benchmarking” visits
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CHAPTER 9
Output Five: Sectorwide Framework Approach Supported

9.1 Commentary

ASIRP is an interim project spanning the transition between the ASSP supported system
of agricultural extension services and whatever comes afterwards.

DFID have supported extension services in Bangladesh over a long period
encompassing major change in the policy framework for UK development assistance,
broadening of the scope of traditional natural resource type projects to encompass a
“livelihoods approach” and the production of a new Country Strategy for support to
Bangladesh.

The World Bank is also reviewing future support to the sector and have produced a draft
Rural Development Strategy, have commissioned further research into sectoral issues
and have produced an early concept document for a possible follow on project (ARDP).

In this context the ASIRP project must contribute significantly to the debate about the
longer term development of extension services and the possible role that DFID and other
donors may play in facilitating this development process

This output is not based on an assumption that there will be a direct follow on project to
ASIRP but only that it is necessary to review the experience of ASIRP in the light of a
changing set of donor priorities and incorporating the livelihoods framework. From this
research, consultation and analysis will come a dialogue with GoB that may identify
opportunities for further partnership.

9.2 Issues arising during Inception — Output Five

9.2.1 Social Development Research

Proceeding from the Departmental Strategic Plan with its accompanying action points,
and acting in conjunction with the working group for social development, partnerships
and gender a three step approach will be pursued. This will entail:

« A research phase with an emphasis on understanding the social development
context and potential content of extension work in Bangladesh

% A continuous phase concerned mainly with influencing the agendas of other ASIRP
team members and responding to their expressed needs for social development
inputs as they embark on their own mainstreaming activities (Section 6.4.5)

« A concluding phase dominated by mainstreaming social development activities in
DAE and in doing so influencing the agenda for subsequent post ASIRP project
definition
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The research phase will be designed to determine what it may be appropriate and
necessary for DAE to attempt in the field of social development. To this end, a
combination of literature review, key informant interviews and action research exercises
undertaken in conjunction with DAE staff and prospective partner organisations will be
used to discover:

+» How the current agricultural activities of richer and poorer, men and women farmers
differ, and the underlying factors from which any differences derive.

+ The adequacy of current DAE extension practice, relative to other channels through
which farmers may acquire information, as a means of influencing the choices made
by farmers of different types about different activities.

+ How the adoption of new ideas affects the livelihoods of different types of farmer;
and whether institutional arrangements, leading to more beneficial outcomes for men
and women, might be possible

+ How far it might be appropriate or necessary for DAE to move beyond its traditional
focus on field crops in order to pursue a social development agenda.

« The differential demand for crop based versus integrated extension services
amongst different categories of farmer. One hypothesis is that integrated extension
can be particularly beneficial for marginal and landless farmers who may lack
significant field crops but who adopt a farming system based on some combination of
small scale livestock, homestead gardening (including fruit trees) and possibly fish
culture.

The experience of NGOs and other projects in addressing all types of farmer with
different mixes and combinations of extension methodology is highly relevant and should
be examined.

The results of this research will be made available as a project report and will be
incorporated into the draft framework document to be prepared under the leadership of
the sectoral programme team. In order to incorporate the capacity building objective
DAE should be involved at all stages of the research exercise.

9.2.2 Linking with World Bank and other donor sectoral programme development
activities

The World Bank have produced a project concept note for an Agricultural Rural
Development Programme Project (ARDP) and have commissioned a study into the
potential and priorities for an Agricultural Sector Investment Programme (ASIP). Other
donors such as Danida are also committed to adopting a sector wide approach to
replace the current fragmented mix of agricultural project activities. Each of these
processes follows a different timetable to that of the ASIRP sectoral development
activities. Thus the ARDP has a tentative target date of mid 2000 for the production of a
Project Implementation Plan (2 years before the end of ASIRP). It will be difficult for the
learning from ASIRP to be incorporated effectively into a project that starts before ASIRP
activities, such as those supported by the Partnership Initiatives Funds, are fully
established.
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In the absence of clear agreement to a co-ordinated timetable and approach, the
sectoral framework development activities within ASIRP will produce a document mainly
for DFID to use in its discussions with Government and in its own decision making
regarding possible future assistance to the sector. It may however be possible to
‘relink’ timetables for DFID and the World Bank. An early input under the “sectoral
development team’ element is proposed for this purpose. The Team Leader will also be
given specific responsibility for maintaining liaison with the Bank and other donors.

9.2.3 Local Government Impact Review

A further research exercise is planned under this output in order to contribute to the
sectoral framework development process. This is to review the impact of the re-
establishment of local government structures, expected during the project period. This
issue is discussed in section 13.2 (Risks & Emerging Issues: Local Government
Reform).

9.3 Output/OVis/Means of Verification Table — Output Five

Output Assumptions

Sectorwide framework approach supported Commitment to a sectoral approach by GoB
and key donors.

Objectively Verifiable Indicators Means of Assessment

ovi 5.1 GoB/WB rural development strategy and Review report.
sectoral project reviewed by EOYTr 1.

ovi 5.2 Draft sectorwide framework approach Draft framework document
produced by Yr 2 incorporating among
other things, the outcome of extensive
consultation around the future of
extension services

ovi 5.3 Sectoral framework approach document Approved framework document
agreed with GoB, donors, drafted by Yr 3

ovi 5.4 Specific review of Thana agriculture Review document
services undertaken within 6 months after
Local Government establishment

ovi 5.5 Time limited social development research | Research proposal
exercise drafted & agreed by end of 9
months.

ovi 5.6 Social Development Research undertaken | Project Progress Reports, Research Reports
and reported on by end yr 2
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9.4 Activities/Inputs Table — Output Five

Activities GoB/DAE Lead Main TA Relevant Other inputs
involvement Ovis / (DFID funds
Milestones only)

A5.1 Consideration of available | EPICC All long term ovi 5.1 Evaluation and
documentation on agriculture CMF consultants Special Studies
sector including existing Management Team Leader £ 155,974
sectoral studies, GoB policy Committee
papers, country strategies, P&E Wing Sectoral Team (st)
socio-economic research (from
Bangladesh and elsewhere) Chris Garforth (st)
and consultation with Mick Howes (st)
recognised experts in the field. Simon Foot(st)
A5.2 Consultation with gs;?i?tzs nt gﬁ/llstlsner ovi 5.5
stakeholders including GoB, Alauddin Siddique
NGOs, Private Sector, Donors, Simon Foot (st)
other Projects

. . Sectoral Team ovi 5.2 Evaluation and
A5.3 Speqal studies . All Partners Team Leader special studies
commissioned as appropriate £ 155.974
(including impact of local ’
government reform)
A5.4 Review of project Donors and Sectoral Team ovi 5.3
experience in piloting other access
innovative extension points . .
approaches as well as the Entire Project Team
continued development of DAE
mainstream services Chris Garforth (st)
A5.5 Focused research into the | Partnership and | Mick Howes ovi5.4,5.6, Evaluation and
social development context of Social Lutfun Nesa Special Studies
extension services and the development £ 155,974
contribution that extension can | WG Heang Knudsen
make to sustainable rural Shaffi Uddin
livelihoods development Gender Forum

DAE Field Staff
NGOs

A5.6 Drafting a framework Management Sectoral Team ovi 5.7
document that draws on this Committee
consultation and research as
well as the learning taking PD
place through project pilot and
other activities. This document | EPICC

to incorporate sustainable rural
livelihoods thinking and to
provide a basis for discussion
between DFID, GoB and other
partners regarding possible
future support to agriculture
sector.

(consultation)
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9.5 Summary Table: Key Action in Next 6 Months

36.
37.

38.

39.

Social Development desk research undertaken

Proposal for field based SD research submitted and approved and implementation
commenced

Sample review of alternative, integrated extension models in use by NGOs or
Projects

Consult with World Bank on timing of sectoral programme development and
establish linkages.
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CHAPTER 10
Project Process

10.1 Introduction

This chapter reviews a number of issues related to project process and project team
organisation. As a “process project” this is a critical element of the entire ASIRP scheme.
It is a field in which a project philosophy and approach is being developed building on
work started during ASSP.

The project seeks to facilitate significant change in a large public sector bureaucracy in
the absence of an enabling environment of significant pressure for reform at the macro
level. Establishing an effective and culturally appropriate means of achieving this difficult
task is itself a learning exercise. The team will be working with and experimenting with
DAE and other partners to establish what works best. They will be open to learning from
and sharing experience with those involved in exercises with similar objectives and
similar constraints in Bangladesh or elsewhere.

10.2 Change Management Forum Exercise- whose role is it?

During the latter part of ASSP the project team paid increasing attention to defining
strategies intended to make project impacts sustainable. Appendix 5 is a table
developed during this period describing a number of broad approaches to addressing
this problem. The ASIRP team are committed to keeping this issue, which may variously
be described as one of exit, sustainability or transition, on the agenda throughout the
new project.

One component of the Change Management Forum held at Sylhet on October 2"%/3™
was a session devoted to considering the mix of roles and responsibilities between the
Project Team and members of DAE.

This was not an easy session. Several of those present were reluctant to consider the
division of roles stating, for example, that this would have an undesirably divisive effect.

This reluctance is testament to the excellent relationship that has been established
between the project team and DAE. Nevertheless the status and role of project staff is
very different from that of DAE officers and these differences must be recognised if the
maximum value is to be derived from using the TA team.

+» Project Staff are short term resources — the maximum duration of individual team
members on project is 3 years and several will leave mid project.

% The intention of the project is to build the capacity of DAE (Output Two) not of the
project team
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+ Project Staff do not have direct line authority over DAE employees, their role is
purely facilitating in nature

«» The project team are not under the supervisory control of DAE

« Project staff time, especially that of international consultants, is an expensive
resource

A “Who should do it?” exercise was undertaken mainly as an introduction to a workshop
discussion about the relative roles of the TA team and DAE staff and how these roles
should change over time. It would be wrong to read too much into the results. However
the results of this exercise reveal some strong perceptions.

% Only in the case of supervision of DAE staff was there virtually unanimous
agreement that this is exclusively a DAE function

% 8 of the 38 activities listed were considered as project roles, at the start of the
project, by 50% or more of respondents (Photocopying Papers, Disbursement of
Donor Funds, Commissioning of Evaluation Studies, Maintaining Computer Systems,
Designing Training Courses, Developing Monitoring Systems, Paying for Fuel,
Translating Materials). It is clear that the project is valued for higher order technical
skills such as the design, monitoring and evaluation of information systems or
training courses. At a more mundane level projects make a vital contribution to day
to day operational needs from photocopying to transport.

« Both DAE and project team respondents were strongly in favour of the balance of
activities moving away from the project and towards DAE over the duration of the
project. This will not happen automatically but will require a conscious process
through which capacities are built and functions are transferred.

«» It is accepted that by the end of the project DAE should play the leading role across
the board with the project team acting as adviser and facilitator

10.3 Approaches to Achieving Sustainable Impact
One Inception Phase meeting held with the project team focussed on the definition of
exit or sustainability strategies.

The following are some of the ideas generated for individual and team based exit
strategies

Individual Based Ideas Team Based Ideas
Ensure that | don’t push for a faster rate of | Frequently “reality test” the pace of change
change than is feasible with the Working Groups and other DAE
groups
Take an “explicit approach” to capacity Workplans should incorporate clear
building and handover of functions — ie handover targets and the principle of

don’t expect this just to happen in an ad hoc | gradually diminishing role for the TA team
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Individual Based Ideas

Team Based Ideas

manner

Think about the period after the end of my
involvement and what is likely to happen

Periodic Project Team process reviews
including honest assessment of the likely
sustainability of project impacts

Keep the issue of sustainability and exit on
the agenda - for DAE and donors

Keep pushing on the “Process Contract”
idea despite initial reluctance

Influence individual managers as continuing
internal “coaches” for the organisation

Develop the quality monitoring and
standard setting role of Training Wing with
respect to ATls and CERDI

Focus on the practicality, robustness and
simplicity of information systems.

Develop systems that will work in the
current environment (weak supervision,
power failures, low technical skills, low
motivation, lack of recurrent budgets) rather
than ones that require all of these issues to
be addressed first.

Find out what works well and what doesn’t
— learn from experience, learn from others

Many projects are directive, technology
based, top down and capacity using rather
than capacity building — ASIRP must work
to encourage other projects (many of which
will outlast it) to take on capacity building
objectives.

Make it clear to others what | am trying to
achieve and why

Create awareness amongst DAE that the
handover of roles is expected as a clear
project target

Act as devils advocate — challenge
assumptions and organisational “myths”

Constantly build the momentum of the
Change Management Forum — keep the
Strategic Plan Objectives live

Expose people to many alternative ways of
doing things but don’t prescribe which is
best for them

Help to change the way the organisation
perceives its poor farmer clients

Find appropriate “champions of change”
and encourage them to be more interested,
responsible, accountable and tolerant

Find ways of undermining the professional
cynics and pessimists in the organisation

Influence the up and coming managers

Plan project actions now that will bear fruit
after the project has finished (“planting
trees”)— don’t be excessively driven by short
term output indicators

Promote problem solving as a form of
learning

Use a variety of training techniques that
focus on building management, analytical
and problem solving abilities that will outlast
the project
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The question of exit or sustainability strategies will continue to be considered by the
project team and during interaction with DAE. The idea of a Process Contract will be
further developed through the Change Management Forum.

10.4 DFID Exit Strategy

Even less palatable to DAE than the idea that the project team will leave is the idea that
DFID may at some point wish to redirect its resources away from supporting government
extension services. By the end of ASIRP DFID (or ODA) will have been providing
technical assistance to DAE for around 10 years, although the focus on Institutional
Development objectives will have been present for only half of this period.

The World Bank has already indicated that continuing assistance to extension services
is consistent with Bank policies in the context of a sectoral approach. DFID will have to
consider whether the tried and at least partially successful strategy of linking World Bank
funds to DFID supported technical assistance continues to be appropriate and matches
DFIDs own emerging policies and overiding focus on poverty alleviation.

This issue is addressed at the macro level through the inclusion of Output Five; support
to the production of a sectoral framework document. At the micro level continuous
monitoring of project impact on target beneficiaries, of the rate or organisational change
and the effectiveness through which partnership funds are used will influence decisions
about the DFID approach post ASIRP.

There is no possibility of DAE transitioning beyond a reliance on project finance in the
foreseeable future The organisation relies for its survival on the ability to attract project
resources from a variety of sources and on current trends the organisation may be
implementing well over 50 projects by the end of ASIRP. In deciding on a possible
future role DFID will therefore wish to consider carefully how any support that it may
provide will yield maximum impact when placed within the overall portfolio of DAE
projects. For this reason the objectives of greatly improving the quality of information
across projects, the planning of the project portfolio as a whole and the consistency of
projects with the NAEP will also assist DFID planning.

If it is possible to define a coherent sectoral policy by the end of ASIRP DFID will be
able to match its priorities against GoB requests for assistance to particular sub
components of an overall programme. The pattern of assistance from various donors
can then in principle be determined taking into account the respective policy priorities of
different agencies as well as comparative advantage and established experience of
working in various sub sectors and with various local partners. The established
relationship between DFID and DAE would be one of many factors to consider in this
sectoral programme and resource planning process.

It is not possible at the start of ASIRP to make clear recommendations about the role
DFID should play after June 2002. The planning horizon for deciding this role is however
short and work should commence within the first year of ASIRP to develop a clear
framework of priorities, assumptions and knowledge upon which decisions can be
based.

ASIRP Inception Report 57
February 2000



A practical implication is that project resources linked to Output 5 (Sectoral Framework)
should be activated earlier than originally anticipated. This will require some review of
TA inputs and may necessitate amendment to year one budget forecasts made on the
assumption that sectoral team inputs would not commence until Project Year Two.

10.5 Project Team Issues

ASIRP is principally a technical assistance project that will be delivered through a large
team averaging at any time around 20 international and local, long and short term
consultants. The ambitious project objectives can only be achieved if all of this team are
well motivated, well directed both individually and collectively and are a source of
innovation and inspiration for team performance. The values and consequent behaviour
of all team members must be consistent with the process methodology of the project
with its emphasis on active engagement, challenging established norms in order to
motivate change and building capacity.

A great deal has been achieved during the inception phase in terms of team building and
team learning. If the project is to be genuinely different from traditional “blueprint”
projects, which constitute most of the past experience of team members, it will be
necessary to re-enforce the process methodology throughout the project and to
frequently re-evaluate and review project methods.

ASSP also had a large diverse TA team. Some of the lessons from this experience are:

+« Ensure that all long and short term consultants understand and are committed to the
methodology of the project.

+« Do not allow short term inputs to become isolated from the main project thrusts or
project team processes.

+ The permanent team should judge the appropriate pace of project implementation.

+ Maintain a sense of joint responsibility for the entire project output . Do not allow
fragmentation into sub-components.

+ Have frequent team meetings during which the focus is on action and achievement
as well as having some more in depth “soul searching” review sessions.

% Encourage all of the team to communicate directly with external partners and
stakeholders (eg donors, other projects) rather than channeling communication
through the team leader. The team is a meritocracy with an open access, shared
information system.

+« Introduce more rigorous quality monitoring of consultancy processes and
consultancy outputs.

% Be able and willing to change something if it isn’t working.
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Many TA projects involve teams with fairly homogeneous professional backgrounds (e.g.
accountants or engineers) who bring a shared professional language and set of work
norms to the project. For ASIRP the team is heterogeneous. During one inception phase
exercise team members were asked to divide themselves into four groups according to
their professional background:

| Agriculturalists/Extensionists| Information Systems|
Ruth Sparrey  Tim Bene

Trevor Nott Bazlur Rahman Kazi Zahidul Haq
Frank Joosten Kaiser Alam
Musharraf Khan Ajit Nag

Abdus Salam Rezaul Karim
Heang Knudsen Mark Smith

Lutfun Nesa Colin Risner

Mick Howes Alaudin Siddique
Shaffi Uddin Geoff Pope

ISocial Development Institutional Development/HRD]

This exercise conducted with all full time and several short term consultants
demonstrates the diverse but fairly well balanced nature of the team. Overlaid on this
mix of professional backgrounds is a wide range of ages, nationalities and specific work
experience.

Some of the implications for the project are:

+ A team identity needs to be built, it will not be inherited from a shared professional
background

+ Special effort needs to be taken to integrate those team members who do not have
ASSP experience

+ The use of different technical languages is likely. This was apparent during inception
phase meetings when many barriers to understanding were encountered. If
communication within the team is difficult, communication with most DAE officers will
be more difficult again. The need for plain english, translation where appropriate and
careful explanation of concepts is apparent. Workshop techniques such as
visualisation will assist.

5

¢

The team leadership role will be a leadership role rather than that of a technical
coordinator, chief administrator, link person or work scheduler. This requires a style
that will promote idea generation, honest internal review of progress and frequent
project regeneration. These qualities should be looked for in the recruitment
process.
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10.6 Project Team Meetings

During the last 2 years of ASSP the principal internal coordination mechanism was a
weekly management team meeting to review progress and emerging issues. The
Management Team consisted of a representative of each component: Extension
Management, Training, Seeds, NGO partnership, Institutional Development.

The disadvantage of this system is that some of the core team are left out of the
important decision making forum. For ASIRP the team has therefore decided on a
weekly meeting of the entire project team including long and short term consultants
(whoever is present in Khamarbhari). These meetings will be focussed on activities and
time limited but there will also be periodic more in depth sessions around specific project
issues.

A representative from the Ribec sub component will attend team meetings at least
biweekly.

10.7 Project Team Organisation

It is not intended to rigidly sub-divide the ASIRP project team into sub-
components or permanent “teams within teams”. Each consultant has a clear terms
of reference and work programme. Each has an awareness of their role in relation to log
frame activities and a knowledge of the individuals and groups they should relate to
outside the project (e.g. working groups, Partnerships Unit, various committees, NGOs,
field staff etc).

In this context it is better that interactions and relationships within the team are flexible
and task focussed rather than rigidly defined according to a project organisation chart.
The project is essentially a mix of limited duration task teams. Consultants must know
their role and who they should be working with in relation to these tasks. The majority of
these project tasks have already been defined (by the logframe or the DAE Strategic
Plan). The list will however constantly change and evolve as the project proceeds and
internal groupings appropriate to and with the capacity to undertake new tasks will be
formed.

In this context existing consultant job titles (as described in the PEC) are not helpful. All
of the team are effectively “change management advisers” and all have responsibilities
in cross cutting areas such as social development, management development,
environment and gender mainstreaming or extension development. Each member of the
team has a particular technical competence but all must be willing to participate in task
groups addressing issues that span beyond their technical field.

The basis of project team organisation will be the work to be done. There will be no rigid
internal heirarchy but leadership will be taken by individuals for particular tasks. Groups
formed around a task or set of tasks will be responsible to define a clear, non-
overlapping work programme that best uses the time of consultants to address the tasks
while at all times maximizing opportunities for skills transference and capacity building.

The terms of reference included as Annex 8 have been revised from those contained in
the project memorandum after consultation with the individuals concerned and taking
into account the project redefinition and clarification during inception. This includes
some redefinition of job titles. Old and new job titles are listed at the start of Annex 8.
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10.8 Project Work Plan (Annex 10)

Annex 10 is a project work plan structured according to the logical framework. It
indicates outline phasing of activities and role allocation over the project life with greater
detail during the first 6 months. This work plan will be reviewed and updated at least for
each 6 monthly progress report.

10.9 Summary Table: Key Actions in Next 6 Months

40 Continue to review and develop the project process
41  Continue to consider exit / sustainability issues as a component of all project

planning

42 Establish learning networks with other process oriented, institutional development
projects
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11.1

CHAPTER 11
Resource Issues

Revised Budget Structure

Following discussions during the project Inception Phase and on the basis of the
recommendations contained in the draft Inception Report the following revised budget
structure is proposed for implementation of DFID supported project components. This is
expressed in cash prices.

Amounts are Pounds Sterling

Sources and Applications GoB DfID World TOTAL
Of ASIRP Funding/DfID Code Bank GBP
Partnerships/Training/Studies
Thana Partnerships Fund 687,500 687,500 1,375,000
2.1 District Partnership Fund 1,080,000 356,250 1,436,250
2.2 National Partnership Fund 900,000 900,000
2.3 DAE FINA/PTD pilot activities 129,000 129,000
2.4 In-country Training (Fund) 519,971 519,971
2.5 Short Training Courses (Regional) 233,024 233,024
2.6 Environment Training (w/shops/ 46,605 46,605
seminars/course)
2.7 Media Extension Fund (Radio/TV) 93,584 93,584
2.8 Dissemination materials 46,792 46,792
2.9 Evaluation and Special studies 155,974 155,974
2.10 Change Management Forum 150,000 150,000
Sub total 687,500 | 3,354,950 | 1,043,750 5,086,200
Equipment
3.1 Pilot District Resource Centre 25,820 25,820
3.2 DAE Computer Hardware 120,000 120,000
3.3 Motorcycles 50,000 50,000
3.4 EPICC equipment 35,000 35,000
3.5 Upgrading Facilities 65,000 65,000
Sub total 295,820 295,820
Local Office Operating Costs:
1.3 Office Equipment 36,000 36,000
1.4 Office Running Costs 90,000 90,000
1.5 Vehicle Running Costs 118,800 118,800
TOTAL CASH 687,500 | 3,895,570 | 1,043,750 5,626,820
Notes:

(1
)

The figures exclude: long and short term TA, reimbursable costs, local consultant and staff

provision.

Figures for the Management Accounts Unit have been excluded. These form the basis for

another contract to do with RIBEC - ASIRP/FIN Sub component.

Other items of GoB expenditure excluded, O&M: 750 lak taka over 3 years, various posts
funded by GoB under ASIRP, extension activities 750 lak taka over 3 years
FAO sub components and Hortex excluded.

DFID contingencies excluded
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The changes contained within this budget structure are all positive in that they all involve
increases in the resources available to support project implementation. These increases
are made possible mainly by savings on projected technical assistance costs derived
from the competitive tendering process.

Specific changes are:

(1) The inclusion of a £150,000 budget to support the DAE Change Management
Forum estimated as £20000 for each Working Group plus £50,000 for organisation
wide activities to support of Strategic Plan implementation.

(2) The inclusion of a £65,000 budget for ‘upgrading facilities’ in response to a number
of specific requests from DAE management. This budget will be used for limited
capital expenditure requested by DAE and justified on a case by case basis with
specific approval by DFID for each item.

(3) Anincrease of £58,770 in the amount available for DAE Computer Hardware.
(4) Anincrease of £44,000 in the available budget for DAE Pilot Activities.

(5) An increase of £20,000 in the project office equipment budget to allow some
upgrading of computer equipment and other items.

11.2 Building Financial Management Capacity
As stated in section 6.2.1 responsibility for the use of project funds should increasingly
pass from the technical assistance team to DAE. It is therefore proposed that :

(@) The allocation of £80,000 of the DAE Equipment Budget be determined by the
Information Systems Working Group and P&E Wing. Procurement under this
head will be via Crown Agents (section 11.5.2).

(b) The allocation of Training Budgets (In Country Training, Short Courses (Regional))
be determined by DAE Training Wing from Project Year Two subject to the
condition that DFID funds are not used to pay cash allowances to trainees.

(c) In year three of the project allocation of remaining short term technical assistance
inputs be determined by DAE in consultation with the project team leader

These changes should run in parallel to a scheme for building the capacity of DAE in
resource management and strengthening of client side skills. Conditions regarding the
adequacy of financial reporting, use of funds and procurement would not be affected by
this delegation. This is a point of cross-over between the ASIRP mainstream and
Ribec/Fin sub—component.
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11.3 Procurement/Funds Disbursement

11.3.1 Partnership Funds

The disbursement of Partnership Initiatives Funds (DPIF, NPIF) will be on the basis of
proposals received by the Partnerships Unit from collaborating agencies (GO, NGO).
These proposals will be vetted for compliance with NAEP principles as well as the
quality and realism of financial and operational proposals before submission to DEPCs
(DPIF) or EPICC (NPIF) for final approval. Detailed administrative proposals and
proformas for project submissions are being prepared by the Partnerships Unit on the
basis of the original scheme outlined in Annex 3.

11.3.2 Equipment

All significant procurement under the equipment budget line will be carried out via the
DFID Bangladesh procurement agents (Crown Agents). The following amounts have
therefore been excluded from the HTS contract and will be allocated directly from DFID
to Crown Agents for procurement on the basis of specifications drawn up by DAE with
support from the TA team.

Via Crown Residual
Agents via HTS

(1) Pilot District Resource Centres 25,820 0
(2) DAE Computer Hardware 110,000 10,000
(3) EPICC Equipment 30,000 5,000
(4) Motorbikes 50,000 0

The residual budget (right hand column) will be procured by HTS through local shopping
on the basis of requests received from DAE or the EPICC secretary (item 3). Due to the
requirement to make expenditure savings during 99/00 the majority of this expenditure
will occur after April 2000.

11.3.3 Foreign training

A practice established under ASSP was that all proposals for foreign training (or study
tours) receive specific clearance from DFID. This practice will continue under ASIRP
including approval of course nominees.

11.4 Motorbikes

There is a specific budgetary provision for the purchase of motorbikes and the design of
a satisfactory scheme for the use of these funds was originally an inception phase task
undertaking (Annex 9).

Research has already been done into the experience of previous supply of motorbikes to
female BS. The purchase of motorbikes has however been offered up as one source of
expenditure savings for 99/2000. The task of determining a scheme for deciding which
BS should receive motorbikes and on what financial basis has therefore been delayed. It
is suggested that this be rescheduled to be done prior to the first 6 monthly supervision
mission.
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11.5 Technical Assistance Scheduling
The proposed scheduling of TA inputs shows only minor changes from that envisaged in
the PEC memorandum and technical proposal

The changes are:

(@) The temporary combination of Management Development Advisor and Team
Leader positions (section 11.7)

(b) Some rescheduling of short term inputs in order to achieve required early phase
expenditure savings

(c) The delayed start for both international and local impact assessment advisors due
to the non availability of the original appointees. International and local advisors
now recruited. (Tim Bene, Dr Gul Hossain).

(d) The need to recruit a third local Change Management Advisor as part of the
agreement to strengthen the local team. The original selection for this post left and
has not yet been replaced.

(e) An early phase input by a short term advisor to review the status quo of GoB/World
Bank and other donor sectoral development plans.

(f)  Changes in job titles to reflect clarified roles (Annex 8).

The following bar chart indicates the proposed phasing of technical assistance inputs.
Exact timing of inputs will be agreed between the concerned consultants, the ASIRP
team leader and local counterparts. The schedule of remaining inputs will be reviewed
and any significant variations agreed as part of each 6 monthly supervision mission.
During the final year of the project it is proposed that the management of short term
inputs be transferred to DAE (section 11.2).

The following bar chart indicates the phasing of technical assistance inputs.
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Technical Assistance Inputs
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11.6 Office Administration Issues

The project benefits from a strong continuity in the team of support staff (including
drivers) from ASSP.

While no major changes to these arrangements are proposed it has become apparent
during the Inception Phase that a great deal of administrative work of a financial nature
will be involved in keeping track of the innovative PIF process. Additionally a large
volume of fieldwork is planned and there will be many workshops, conferences and
meetings throughout the project, all of which make intensive use of administrative
resources.

For these two reasons it is intended to strengthen the administrative team by:

1: Redesigning the current office manager position to become :
Field Programme and Events Manager with specific responsibility for:

(a) Administrative support to the field programme including maintaining records of the
coverage of this programme and maintaining a database of field visit reports

(b) Managing all vehicles and drivers

(c) Monitoring vehicle usage, liaison with the British Aid Workshop and other transport
management tasks

(d) Administrative support to workshops , conferences and meetings

2: Establishing a new administrative post of;
Partnership Funding and Office Systems manager with responsibility for:

(a) Helping to establish and maintaining financial monitoring systems associated with
PIF disbursement

(b) Financial Monitoring of PIF use

(c) Maintaining a Partnerships Unit database

(d) Maintaining records of all contractual agreements with PIF implementing agencies
(e) Assisting the partnerships team to monitor contractual performance

(f) Managing Project Office Systems and other office administration duties

The Partnership Funding and Office Systems Manager will be accountable to the
International Partnerships and Social Development Adviser for the PIF aspects of their

job and to the team leader for office systems and administration aspects. The local staff
budget line will require adjustment to accommodate this change.
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11.7 Team Leadership Recruitment
Due to unforeseen circumstances the original ASIRP team leader left the project. In the

interim the ASIRP Management Development Advisor and former ASSP team leader
has been acting team leader.

Following an international recruitment process including interviews held in Dhaka a new

team leader, Mr Rodney Must, has been appointed. Mr Must is expected to take up
post during March 2000.

11.8 Summary Table: Key Actions in Next 6 Months

43 Contract amendment to enable proposed budgetary and staffing changes

44 Recruit Team leader

45 Recruit Partnership Funds and Office Systems Manager

46 Develop scheme for Motorbikes purchase and distribution

47 Upgrade project office systems

48 Consult with Ribec to agree scheme for building financial management
competences linked to transfer of project budgetary control
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CHAPTER 12
Project Management, Supervision & Reporting

12.1 Formal Project Management Arrangements
The structure of management arrangements established by the existing project
documentation is:

Project Steering Committee — To meet on a 6 monthly basis. Chaired by Secretary
MoA and including:

(1)  Secretary, Ministry of Agriculture, Bangladesh Secretariat, Dhaka - Chairman
(2) Director General, Department of Agricultural Extension, Khamarbari, Dhaka - Member
(3) Joint Secretary (Extension), Ministry of Agriculture, Bangladesh Secretariat - Member
(4) Joint Chief (Planning), Ministry of Agriculture, Bangladesh Secretariat, Dhaka- Member
(5) Representative, Ministry of Fisheries & Livestock - Member
(6) Representative, Ministry of Environment & Forest - Member
(7) Representative, ERD, Ministry of Finance - Member
(8) Representative, IMED, Ministry of Planning - Member
(9) Representative, Planning Commission, Ministry of Planning - Member
(10) Director, Field Services Wing, DAE, Khamarbari, Dhaka - Member
(11) Additional Director, Planning and Evaluation Wing, DAE - Member
(12) Managing Director, HORTEX Foundation - Member
(13) Sub-Project Coordinator, On-Farm Water Management, ASIRP, DAE - Member
(14) Sub-Project Coordinator, Village Level Soil Testing & Fert. Mgt., ASIRP, DAE- Member
(15) Sub-Project Coordinator, Crop Yield Forecasting & Weather Advise to Farmer Member
(16) Representative from IDA - Observer
(17) Representative from FAO - Observer
(18) Representative from DFID - Observer
(19) Project Director, ASIRP Member-Secretary

Project Management Committee — chaired by Project Director with the following
membership:

(1) PD ASIRP - Chairman
(2) Sub-Project Coordinator - On-Farm Water Management - Member
(3) Sub-Project Coordinator - Crop Yield Forecasting - Member
(4) Sub-Project Coordinator - Soil Testing & Fertility - Member
(5) DD (Extension), FSW - Member
(6) DD (Pre-service Training), TW - Member
(7) DD Plant Quarantine, PPW - Member
(8) One representative from TA Team, ASIRP - Member
(9) AD (Finance) - Member
(10) Deputy Chief (MIS) Planning - Member
ASIRP Inception Report 69

February 2000



12.2 Project Implementation
The above listed formal structures relate to the entire ASIRP project including sub
components.

For project implementation purposes the key institutional structures are:

For NAEP Implementation

At National level EPICC and its sub committees
At Regional level the ATC

At District level the DEPC

AT Thana level the TAECC

For PIF Funding Mechanism
At National Level the Partnerships Unit reporting to the EPICC Committee.
At District and Thana Levels DEPC & TAECC

For DAE Capacity Building & Strategic Plan Implementation
The DAE Management Committee and Working Groups set up to lead in the main
Strategic Plan fields of action (i.e. the DAE Change Management Forum).

While the Project Steering Committee and Management Group will consider issues of
formal project governance & project administration it is EPICC & the DAE Management
Committee that are leading in the respective fields of, NAEP implementation and DAE
organisation change and development.

12.3 Inter Agency Coordination
“‘ASIRP” is effectively an umbrella project title which includes under it a number of
components.

(a) DFID supported components as described in this report as Outputs 1-5.
(b) DFID supported Ribec ASIRP/FIN

(c) GoB support for a range of activities from funding mainstream extension services
to participation in the PIF arrangements (50% of TPIF) and continuing posts first
created under ASSP

(d) The World Bank supported Hortex Foundation

(e) FAO implemented sub components
(i)  On-Farm Water Management
(i)  Village Level Soil Fertility Testing
(i)  Agro Metereological /Crop Yield Forecasting

The formal project management arrangements (Steering Committee, Project
Management Committee) and the Project Director, who oversees all elements except
Hortex, are the linking and coordinating forums. Only the Project Steering Committee
covers all of (a) to (e) in the above list.
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Achieving effective coordination across extension related projects is a theme of the
ASIRP project as described in this report. While the DFID supported ASIRP TA team
(HTS contract) have no formal responsibility with regard to any other ASIRP components
they will seek to link and coordinate actions with these components in the same manner
as for all other DAE implemented projects.

12.4 Role of Project Director

A significant change from ASSP to ASIRP is that the new project has a full time project
director whereas in the former case the Director Field Services was project director by
virtue of his position. There are several benefits to having a full time project director
however the advantage with the former arrangement was that the project was very firmly
mainstreamed within DAE line operations.

At least for those elements of ASIRP that are concerned with DAE capacity building and
Strategic Plan implementation the project must continue to work directly and very closely
with a wide range of DAE staff. The device of the Change Management Forum and
Working Groups can help to achieve this objective. As stated elsewhere the DAE
Management Committee at the head of the Change Management Forum will lead those
project elements concerned with DAE Organisation Development.

Given the scope and complexity of the complete ASIRP project the task of the Project
Director to oversee, manage and co-ordinate all elements is considerable. The PD is
the key counterpart to the TA technical assistance team. He will work in partnership with
this team in implementing all project components. DAE is the lead implementing agency
for ASIRP and the DAE Management Committee under the leadership of the Director
General retains a strategic overview of project implementation.

12.5 Project Monitoring

At one level project monitoring is a contractual requirement intended to demonstrate
progress in terms of the agreed project inputs and outputs. It involves administrative
issues (eg how many staff months of services have been used, expenditure against
budget etc) and technical issues relating to progress towards the outputs of the project.

This differs from process monitoring in which the project team give themselves a “reality
check” on the methods and activities used to achieve project objectives. Impact
monitoring is different again and, in the case of ASIRP, is basically an evaluation of the
benefits to different categories of people (farmers, staff etc) of the influence of the
project on extension services.

The Purpose Level objectively verifiable indicators are the key measure of the overall
success of the project (see section 4.2). After considerable debate during inception a
set of OVIs at purpose level has been included in the revised logframe. A baseline
survey has been planned to be conducted in the first 6 months. On the basis of this
survey the values of the variables X. . . . X*in the OVIs would be agreed with DFID and
endorsed by EPICC as high but achievable targets showing a significant improvement
on baseline values.
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12.6 Project Reporting

Progress reports are a method of presenting the results of project monitoring processes.
6 monthly progress reports are a contractual requirement but numerous other formal and
informal methods of project monitoring and reporting on progress are possible. All of the
following were used to varying degrees during ASSP:

- frequent informal contact between donors/the project team/ DAE representatives/
members of other organisations and projects

- more formal review meetings and workshops

- evaluative reports produced by internal, often short term, consultants
- external evaluation commissioned by the donors

- GoB evaluation exercises

- Ad hoc field visits or organised supervision missions during which direct feedback is
obtained from farmers, DAE field staff, partner organisations and others

- periodic quantitative analysis of project impact based on either DAEs own monitoring
systems or independent data gathering

The need for accurate and frequent reporting of project activities is enhanced by the
“learning and innovation” nature of the project. If the project experience is to be used in
making choices about potentially much larger future investment decisions it is vital that
this experience is correctly and fully reported.

Project monitoring and reporting should be simple and clear and should not undermine
project implementation, through for example requiring the diversion of large amounts of
TA time. The methods of project reporting should also serve to build the general capacity
of DAE to undertake realistic monitoring and evaluation of its own services.

Given the acceptance of DAE Strategic Plan implementation as a core project output
reports on Strategic Plan progress produced for DAE will also serve as project progress
reports for this Output (Output Three)

Similarly if regular reports are produced for EPICC on NAEP implementation including
the progress of the Partnership Initiatives Funds these will provide progress reports
against project Output One (accelerated NAEP implementation).

The issue of project reporting was discussed at length during the inception phase. It is
recommended that the following principles are adhered to:

- All reports to be kept short and written in plain English
- Translation into Bangla or report summaries produced in Bangla where appropriate
- Monitoring of report quality including language and style — a report should only be

circulated if it is good enough, not as a matter of course
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Minimum photocopying and circulation/maximum awareness of information — ie do
not circulate to multiple individuals within the same organisation but let plenty of
people know what a report contains and where it can be accessed

Use DAE library as a focal point for reports/info

Use the same reports for Project Reporting to Donors and reporting to DAE and
EPICC wherever possible (eg Strategic Plan Implementation, PIF utilisation)

Standard formats used for periodic reports will help monitor progress over time

Standard Format should also be used for short term consultant reporting against
terms of reference

Reporting against LogFrame outputs/activities should be in tabular form only

More work needs to be done on defining an appropriate style and format for project
reporting as well as the most effective framework for Supervision Missions.

It is recommended that:

(a) A source of Plain English training be identified and a short joint DAE/Project Team

course be commissioned

(b) A proposal to DFID and DAE be submitted before March 2000 regarding ASIRP

(c)

reporting formats and supervision mission processes consistent with the requirement
that these occur on a 6 monthly cycle

A system for reviewing the quality of project produced documents be initiated (eg a
project report quality working group and a standard “scoring” system for evaluating
reports)

12.7 Summary Table: Key Actions in First Six Months

49. Finalise OVIs and plan baseline survey

50. Undertake baseline survey focussing on Purpose Level OVls

51. OVIls reported to and endorsed by EPICC

52. Finalise Project Reporting Format

53. “Plain English” Training

54. Develop project “quality monitoring’ systems for publications and consultancy
inputs.
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CHAPTER 13
Risks and Emerging Issues

13.1 Commitment to Implementation

The overall success of the project and the specific achievement of at least two out of
five project outputs depends upon a continuing strong commitment to the principles of
the NAEP and the objectives of the DAE Strategic Plan.

At the start of the project these conditions are partially fulfilled:
NAEP

The NAEP is an accepted GoB Policy Document

o There is high level political support for the NAEP as demonstrated by speeches at
EPICC National Workshops and TV appearances by ministers

e There is high level administrative support for the NAEP — take for example the
improving representation at EPICC national workshops in terms of the numbers and
seniority of representation from different departments or gradually improving
representation at EPICC committees

e The NAEP is increasingly referred to by NGOs and donors as representing the
legitimate framework for the further development of extension services in
Bangladesh

Against this the NAEP is neither universally understood or accepted by relevant
extension agencies. It is still regarded by some as a DAE or even an ASSP framework
rather than one for the sector as a whole. Project preparation processes in the crops
based extension sector increasingly make reference to the NAEP. However major
projects being prepared in other sectors are still unlikely to adopt the NAEP as a
framework even where funded by the same consortium of donors as ASSP/ASIRP. A
significant example is the Fourth Fisheries Project which will run alongside and outlast
ASIRP.

Gaining acceptance of the NAEP, especially outside the crops sector is not like pushing
against an open door but requires specific actions to overcome resistance born from
organisational rivalry or competition (between departments, between projects, between
donors), fear of takeover by the bigger partner and the “not invented here” syndrome.

The EPICC committee has already taken some measures to overcome this
organisational resistance. Chief examples are the broadening of membership for various
committees, the introduction of revolving chairmanship at TAECC, DEPC and ATC, the
careful balancing of representation, speeches, chairmanship and presentations at
EPICC National Workshops and, more recently, the inclusion of representation from
outside the crops sector in the Partnerships Unit

Further measures to counter resistance to the NAEP will be required during the life of
ASIRP.
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