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This report documents the workshop which took place in December 11 – 19 
2001. The report here is not an edited ‘workshop proceedings’, but tries to 
capture the crude output of the workshop.  
 
THIS DOCUMENTATION IS MEANT TO BE A REFERENCE DOCUMENT for all 
participants. Almost all results of the working groups and plenary sessions 
are documented here. In addition, it includes the summary reports of the 
rapporteurs.  
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FOREWORD 
 
Since Its inception in 1995, the GTZ Sector Network for Rural Development (SNRD) has sought to 
improve the quality of exchange between projects in sub-Saharan Africa with professional links to 
GTZ Head Office, counterparts and institutions involved at local, national and international levels in 
rural development.  
February 2002Agricultural extension has always been a key focus area within SNRD through a 
dedicated Workgroup which, since 2000, has worked under the title - Innovation and Extension 
Services Systems. The Workgroup aims to improve the quality of exchange between members 
and counterparts and also develop their mutual competencies. 

The latter provides a key challenge at a time when institutions in agricultural extension services 
are experiencing tumultuous changes arising from dwindling public sector budgets for agriculture 
across the region.  This has increased pressures for market liberalisation, pluralism, 
commercialisation and decentralisation in services delivery. 

Nowhere are those challenges more severely felt than in the districts of African countries. Yet, up 
to now, those charged with managing these complex agendas for change had little focused 
competency development, especially for the central task of managing and facilitating the change 
processes involved. 

To take up this challenge, the Workgroup decided early last year to pilot a learning workshop for 
those involved in district management or co-ordination of agricultural extension services. This 
workshop took place from Dec 11thh – 19th, 2001 in Pietersburg, Republic of South Africa with 26 
participants from five countries (Ghana, Malawi, Mozambique, South Africa and Zimbabwe) 

The approach adopted in the workshop centered on problem-based facilitation grounded in the 
challenges encountered by participants followed by exploration of the changing roles, approaches 
and competencies needed by managers to cope with and respond more effectively in their local 
environments. This learning approach involved a departure from normative extension training 
programmes which usually rely heavily on pre-programmed inputs and topic areas, often with 
limited scope for interactive, problem-based learning grounded in the needs and realities of 
participants. The following proceedings provide a detailed documentation of all the sessions and 
inputs conducted and provided during the workshop. 

The response and evaluation by participants to this approach was positive and encouraging and 
the facilitation team took on board feedback seeking a longer time-frame for such a workshop and 
perhaps more strategic inputs to complement the sessions on participant-based problem 
exploration and solving. The Workgroup will organise another such workshop in September 2002 
at the same venue in RSA. 

The Workgroup will continue to seek to improve competency development and resulting know-how 
among members and counterparts. We strongly believe in ownership and self-starting initiatives 
among our peers and counterparts. So I urge all those who participated in the workshop to interact 
and network with each other and with the Workgroup. We will maintain a database including 
profiles of all our participants in these workshops to inform further learning in competency 
development. 

On behalf of our Workgroup, I wish to express my sincere appreciation to the BASED Project in 
RSA and to the following colleagues who made unstinting contributions to the success of the 
workshop: Jürgen Hagmann, Kwame Amezah, Paolo Ficarelli, Steve Mohlabi, Khathu 
Nedavhe, Joe Ramuru, Francis Mahlakoane, Hlami Ngwenya and Carola Hartmann. 
 
 
Mike Connolly 
 
Speaker  
SNRD Workgroup on Innovation and Extension Services Systems      February 2002
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1 Workshop Opening and Introduction 
 

 

Mr. Mike Connolly as the speaker of the SNRD EXTENSION 

GROUP opened the workshop officially. He gave a short 

introduction to SNRD, its aims, purposes and activities. After 

that the other facilitators, Jürgen Hagmann, Kwame Amezah, 

Paolo Ficarelli, Hlamalami Ngwenya, Joe Ramaru, Khathu 

Nedavhe, Francis Mahlakoane and Carola Hartmann were 

introduced.  

 
 
 
 
 

 
 
 

1.1  Daily Overview  
 

 
 
 
Francis presented the programme of the first 

day.  
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1.2   Participants’ Introduction 
 
Hlami asked the participants for their reasons to attend a workshop and summarised their 

contributions as follows: 

1. Making new friends 

2. Meeting old friends 

3. Learning new knowledge 

4. Confirming old knowledge 

 

To meet the first reason 

“making new friends”, 

Hlami asked the 

participants to introduce 

each other on the basis of 

the following task so 

called “Triple Intro”: 

 
 

 

 

 

 

 

The small groups presented their discoveries about each other in a very interactive way. 
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Khathu, Kontor, Jürgen 

Elliot, Wellington, Hillary 

Martha, Steve, Mike 
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Theo, Paolo, Erasmo 

Clement, Chris, Kwame 

Mary, Joe, Toni 
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The introduction of participants created an open atmosphere and revealed interesting details about 

the personal and professional characteristics of the participants, not only on the posters, but also in 

the way people were presenting. 

 

After the personal introduction, Jürgen the participants to group themselves according the following 

categories:   

 male / female, age,  

 experiences in extension delivery,  

 experiences in organisational development  

 and working at district / regional / national levels.  

Khathu, Yaw, Jerome 

Alfred, Caro, Mary 
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This exercise created awareness on certain issues, like the gender imbalance in the group, different 

experiences etc. It made people realise that they have a lot to offer in terms of sharing their 

experiences with others  

 

1.3  Expectations and fears 
 

 

Expectations and fears were identified through brainstorming on the following 

questions. Khathu and Paolo moderated this session. Before the brainstorming 

Khathu reminded the participants on how to write on cards for visualisation. 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

The ‘gender imbalance’ was compensated by the strong women we had in the group 
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What should happen in this workshop is: 
Sharing 

 Exchanging of ideas 
 Sharing of experiences  
 Exchange of ideas 
 Sharing information 
 Sharing key implementation challenges as 

per different countries 
 Mutual sharing of ideas & experiences 
 Sharing of practical experiences  
 Sharing of ideas and experiences 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Active Participation 

 Active participation by all participants 
 Participation at its best 

Exchange on Change Management 

 Getting ways to manage change at district 
level  

 ... creation of useful tools & approaches in 
change management  

 to be enlightened on managing change 
 to get ideas on managing “resistance” 
 to get more info about managing change 
 Generating & sharing ideas & experiences 

in change and change management 
 Sharing practical experiences in 

organisational development 
 

Sharing of Experience on Extension 
Delivery 

 Sharing of knowledge & experiences in 
extension delivery  

 Sharing information in Extension Delivery 
System 

 Sharing experiences on decentralisation 
and Extension Service Delivery 

 Sharing experiences on Extension 
Delivery  

 

Exchange of Experiences in PEAs 

 Skill on design and management of PEA 
 Develop approaches to manage PEA 

effectively  
 Sharing of ideas & experiences in 

participatory extension 
 Further insight on PEA principles 

 

Co-operation 

 All participants work in harmony 
 Respecting each others view  
 People be collaborative & co-operative 

 
  Many new insights for all of us 

 
 What needs to be changed in participants 

 
 Strict adherence to the time table 

 

 
 Issues that are dealt with be relevant to 

agricultural development 
 

 Networking with fellow participants 
 

 One afternoon free for a visit to town 
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What should not happen in this workshop is: 
 

 

Domination 

 Tendency of dominating the process 
 Facilitators imposing their ideas 
 To force your ideology on others thoughts 
 Not give same opportunity for all 

participants 
 Domination by others 
 ... Domination of discussions by a few ?... 
 domination by few individuals 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

Cell Phone Disturbances 

 No up and down movement when workshop 
is on 

 Disturbance for cell phones 
 Disruption of sessions by ringing cell 

phones 

Poor Time Management 

 Lengthy periods spent on arguments 
 Not keeping to time 
 Time mismanagement 
 Lack of time consciousness 
 ... Endless presentation of endless 

groups... 
 Working late beyond agreed time 

 

Destructive Criticism 

 Judgemental expressions 
 Unwarranted criticism 

Too much theory 

 Coming up with too much theory which 
cannot be applied 

 Too much arguments over theories and 
hypothesis 

 

Lack of respect 

 Imposing own ideas on others 
 Outright disregard for other views 
 Lack of respect of others views 

 
 Personalising issues 

 
 Quarrels on allowances  
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There was a question concerning the issue of time. The plenary  agreed on the mutual responsibility 

in keeping time; On the side of the facilitators not to do to much overtime, on the side of the 

participants to be in time in the morning and after breaks, but also not to stick slavishly to the time 

schedule meaning if there would be an important discussion going on, e.g. a postponement of the 

teabreak for 15 minutes.  

 

1.4 Objectives of the Workshop 
 

 
 
 
 
 
 
 

After identifying the expectations and 

fears, Paolo presented the objectives 

of the workshop as they were 

developed by the organizers. They 

matched well with the participants 

expectations and everybody agreed on 

those. 
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1.5  Organisational Issues 
 

1.5.1 Workshop programme 

On the basis of the objectives, Khathu and Paolo presented an overview programme for the next  

2 weeks. All participants agreed on this outline. 
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1.5.2 Process steering group 

The facilitators explained the task and the composition of the process steering group during the 

preparation. The workshop process steering group had a very important role to play. Together with 

the facilitators they elaborated the detailed agenda for every day based on the objectives and the 

general group dynamics. This ensured that the process fully considered the needs and concerns 

of all participants. Now, during the workshop more representatives from the participants are  

required in the process group to give voice for 

different opinions. Several volunteers from 

different countries took later during the evening 

the chance. It was also explained that all the 

outputs of this workshop would be documented. 
 

 

 

 

 

 

 

 

 

 

 

 

1.5.3 Open space 
 

Further the idea of “open space” was explained: it 

gives everybody the opportunity to announce his 

or her interest in discussing certain issues and by 

that meet other interested and maybe 

experienced people. A poster was pinned at the 

information board.  
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1.5.4 Housekeeping issues 

Further in the course the housekeeping issues were introduced to the participants: 

Saturday/ Sunday events 

The opportunity of a game drive was presented and attendance list pinned at the information 

board. For further ideas for activities at the weekend, a hotels list was also pinned to get an idea of 

the possibilities.  

 

Smoking / Cell phones 

Smoking was only allowed outside, the same with the cell phones. 

 

Literature  

In the entrance of the Georgian room there has been a book table to exhibit interesting reading 

material for others to get more information. Further it was pointed at the opportunity to get some of 

the literature copied by signing a list attached to the according literature.  

 

 
 

1.5.5 Profiles of participants  
Mike reminded the participants to submit the missing on the profiles they were asked to type 

beforehand. He showed an example of one participant’s profile by using the overhead and offered 

his help if there would be any questions or concerns. 

 

1.5.6 Feedback Committee 
Last but not at least Khathu und Jürgen explained the idea of a feedback committee. 

Jürgen reported on examples of previous workshop where participants chose a very creative and 

vivid way of summarise the insights of the previous days. It is a tool to recap the contents of the 

previous days and bring the participants into gears in the morning.  
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Participants agreed to take on the tasks and for every day someone volunteered. (see annex) 
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2 Sharing through Country Presentations  
 

The first step in the workshop was the sharing of experiences. Each country group together 

prepared a presentation of their situation along guidelines given by the facilitator:  

 

 

 

The following group work 

was based on the several 

countries to present their 

actual situation to the other 

participants to share 

experiences and update 

everybody. 

 

 

The group work helped to 

create a common 

perspective about the 

situation in the respective 

countries. 
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2.1  Presentation from Zimbabwe 
Summary by the Zimbabwean group 

 

The present situation in extension in Zimbabwe in terms of policy, institutional framework, 

financing, management, delivery and clientele was described as: 

 

2.1.1 Present Situation 

POLICY 

The pre-independence – the extension delivery system was fragmented. The large-scale 

commercial farming sector was served by Connex (Department of Conservation & Extension). 

Connex was getting a lot more resources, more manpower support, a lot more governmental 

support and was generally better supported to give better support services to the commercial 

farmers. 

The Department of Agricultural Development (DEVAG) was serving the smallholder farmers. 

DEVAG was not getting so much support from the government and therefore its services to the 

smallholder farmer were restricted and had several shortcomings. Post-independence  - The 

extension delivery systems were integrated into one (AGRITEX). Priority in terms of service 

provision & support shifted to the smallholder farmer. Quite recently, the Department of extension 

was merged with the Department of Research into one Organisation 
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Institutional framework 
 Extension services are generally conducted through the Ministry of Lands, Agriculture and 

Rural Development in which the major players are the departments of Research & Extension 

and Veterinary Services. 

 Other players like NGOs, private companies & farmer organisations, e.g. ZFU, ICFU etc., 

colleges and universities do come in increasingly and provide similar extension services.  

 
Financing 
 Government is the major financier through the annual budget allocations. 

 Other players are donors, private companies, NGOs and farmers` organisations 

 
 
Management of extension delivery system 
 
Ministry of Lands & Agriculture (National Level) 
 
Department of Research & Extension (Headquarter Level) 
 
Department of Research & Extension (Provincial Level) 
 
Department of Research & Extension (District Level) 
 
Ward Level (grass roots) 
 
 
Delivery of Extension Services 
 The extension delivery is mostly managed at district and grassroots level with support from 

provincial level upwards. 

 Action is at district and ward levels mainly with Province, H/O & Ministry Supporting 

 There are teams of +- 8 officers per team charged with these responsibilities of providing the 

services to the farmers. (Team approach)  

 These teams’ services are client driven their strategies are based on PEA vrs. PRAs, PATs, 

T&V, Diagnostic Survey and Training for Transformation. 

 A selected team of stakeholder panels monitors extension staff performance at local level & 

interact with them when there is a need. 

 Extension methods employed by the extension delivery teams include individual & groups’ 

visits, mass media, leaflets & fact sheets, mobile training unit & master farmer training 

programmes.  
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2.1.2 Key Challenges In Extension Delivery  
2.1  change in client demand 

2.2  changes in political, economic and social environment (land issue, health –  
 HIV/AIDS, decimation of labour) 

2.3. Limited resources  (service provider & clientele) 

2.4. Deregulated environment  - lead to competition in service provision 

2.5. ‘Hygiene factors’ at the workplace: lack of motivating environment 

2.6. Restructuring of departments 

2.7. Staff development – training & upgrading 

2.8. Gender imbalance – technology appropriateness and staffing 

2.9. Resistance to change – both staff and farmers 

 

2.1.3 Solutions To Key Challenges  
3.1  -   Adoption of a bottom-up instead of a top-down approach in extension delivery 
 -   Upgrading of extension staff & restructuring of the department 
 
3.2  -   Government addressing the land issues 

-   Health HIV/AIDS issues and impacts being addressed by a wide spectrum of players:    
    Ministry of Health, NGOs & private organisations including the extension delivery    
    services in awareness programmes.  

 
3.3  -    Rationalising allocation of resources according to demand 

- Prioritising transparencies in allocating resources 
- Employing cost recovery methods 
- Farmers advised on appropriate technologies  

 
3.4  -    Upgrading staff 

- Adopting PEAS 
- Networking with competitors 
- Diversification of agricultural produce 

 
3.5  -    Staff motivation through motorisation programmes 

- Prioritising transparency 
 
3.6  -    Staff upgrading & training programmes 
 
3.7  -     Recruitment of more female staff 

- Taking gender sensitive decisions 
- Recommending gender sensitive technologies 

 
3.8  -     Including staff & farmers in decision making 
 

2.1.4 Lessons Learnt 
 Farmers also have a lot to offer in terms of their local knowledge on their local environment 

& this extension staff can also learn a lot form the farmers 

 There is less resistance from farmers & staff when they are part of the decision making 

process 

 Women are equally competent in agricultural matters 
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 Empowering staff and farmers in decision making motivates them 

 Cost recovery programmes reduce the financial burden on government, but need proper 

management  must be decentralised 

 

2.1.5 Way Forward 
 Extension delivery systems must be farmer or client driven 

 Participatory approaches should be promoted 

 Participatory management & decision making must be promoted - transparency  

 Staff development & motivation should be improved 

 Provision & allocation of resources is critical in the delivery of extension services & should 

therefore be further promoted. 

 

2.1.6 Discussion 
There was a question concerning the composition of the district extension groups: those are 

composed of experts different areas of agriculture. The stakeholder panel sit down together with 

the extension staff and come up jointly with a programme aiming at more effectiveness. This 

approach is quite new and all areas in Zimbabwe adopt it in a different speed. The reporters at the 

workshop are from rather “fast” areas. 

The shortage of money and motorcycles can be partly balanced by loans and donors. The farmers 

do not expect any money. 

 
 

2.2  Presentation from Northern Province in South Africa  
Summarised by NPDA group 

2.2.1 Present Situation 
Policy 
 

 There is an agricultural policy that includes the guideline on extension services. 
 
Financing  

 There is a budget allocated to support extension activities such as farmer support 

initiatives, e.g. farmer settlement, irrigation development, farmer training. 

 There are also other funds from donors, national budget and provincial budget. 

 
Institutional Framework 
Initially, extension services were centralised, but now moving towards decentralisation with the 

involvement of districts and municipalities. 

 
Management  
It is moving from centralisation to centralisation. 
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Delivery & Clientele  
The clientele are emerging farmers, subsistence farmers, and commercial farmers. The delivery is 

high on both emergency and subsistence farmers but low on commercial farmers. 

  
 
 

 
 

2.2.2 KEY CHALLENGES FOR EXTENSION MANAGERS 
2.1  Insufficient resources to re-orientate extension managers in relevant training to be able to 

respond to the needs of the client 

2.2  Slow adoption of effective extension approaches  

2.3  Poor communication and consultation  

2.4  Too ambitious planning of extension programme 

2.5  Gender imbalance (service providers – men vs. recipient – women) 

 

2.2.3 WHAT HAVE YOU DONE ABOUT THESES CHALLENGES / WHAT 
HAVE YOU TRIED OUT? 

3.1 Insufficient resources & too ambitious planning 

- Prioritising of objectives and programmes  

- Sourcing of funds from external agents 

3.2 Slow adoption of effective extension approaches  

- Piloting prospective approaches 

- Decentralisation of decision making 

3.3 Poor communication and consultation 
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- Decentralisation of decision making 

3.4 Gender imbalance 

- The national government have established on “Equity Act” that aims at addressing 

the issue of gender imbalance  

- The Provincial Women Imbizo aims at encouraging women participation 

 

2.2.4 WHAT ARE THE MAJOR LESSONS YOU HAVE LEARNT  
 Extensioners can now better facilitate development process after having undergone PEA 

training (worked well) 

 PEA empowers farmers own to take initiatives (worked well) 

 Planning within our means (otherwise this does not work well) 

 Fragmenting gender can create enmity and hamper development progress 

 Some external funded programmes tend to be prescriptive (not working) 

 

2.2.5 WAY FORWARD 
 Scaling up of PEA programme through the entire province 

 Re-prioritisation of budget items 

 Reviewing other prospective approaches piloted in the province 

 

2.2.6 DISCUSSION 
The criteria for farmer categorisation needed clarification. The group answered that originally the 

size of land was the key criteria. Now farmers are categorised in terms of the nature of their 

enterprises which results in three categories: subsistence – emerging – commercial farmers 

 
 

2.3  Presentation from Ghana 
Summarised by the Ghana group 

Background: 
Agricultural Extension in Ghana has gone through various changes under different era in our 

political history. During the colonial period (i.e. pre-independence) the emphasis was on export 

crop extension. Extension was mostly on Cocoa the major export crop in Ghana. Soon after 

independence the coverage was extended to other farmers since the central government was 

encouraging large state owner farms against privately owner ones. 

All agricultural extension was funded and delivered by the state. Extension officers advised 

farmers who were using inputs subsidised by the state. There were major changes in extension 

delivery later on when donor agents suggested the government with different projects across the 

country such as Volta Regional Development Project (VORADEP), National Agricultural Extension 

Project (NAEP) and Upper Regional Development Project (URADEP). The NAEP was a 
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knowledge-based extension funded by the World Bank.  Recently the government introduced a 

liberalised economy, where subsidies were removed and other NGOs and private companies 

entered the scene to provide some extension services. 

 

2.3.1 Present Situation 
Policy 
The policy of the government in extension is: 

 A decentralised government extension system 

 Privatisation of agricultural extension delivery 

 Liberalisation of the economy with removal of subsidy on all agricultural products 

Other emerging issues which government policy recurs to be addressed are 

 HIV and AIDS control 

 Mainstreaming gender in extension delivery 

 Environment and resources management 

 
Institutional Framework   

 All departments under the Ministry of Food and Agriculture (MoFA) no longer operate as 

separate departments in the regions and districts. They have all merged at the regional and 

district level. 

 We now have a unified agricultural extension service delivery at the farmers level. 

 A platform has been built for research and extension to link, collaborate and complement 

each other’s effort. This is seen in the formation of Research – Extension Liaison 

Committees (RELC). 

 Directories of former departments of MoFA now exist only at the national level. 

 Cowa Extension, which was formerly been delivered by the Cowa Services Division of 

Ghana Cowa Board, has now merged with mainstream MoFA extension. 

 
Financing  
Sources of financing extension in Ghana are from 

 Government of Ghana (G.o.G.) funding 

 Donor Funding (e.g. World Bank, IFAD, GTZ) 

 Other collaborators (e.g. N.G.O, Global 2000, etc.) 

 Private and weal financing sources, e.g. Farmer Based Organisations (F.B.O.), Community 

Based Organisations (C.B.O.), private seed dealers, agrochemical dealers and companies. 

 

Management  
At the national level emphasis is placed on 

 Policy formulation 

 Co-ordination at district and regional level  
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 Technical backstopping at district and regional level 

 Monitoring and evaluation 

 

At the regional level the emphasis is on 

 Co-ordination of district activities 

 Technical backstopping of district activities  

 Monitoring and evaluation 

 

At district level the emphasis is on 

 Planning and implementation of all agricultural activities 

 Monitoring and evaluating agricultural activities  

 

Extension Delivery  
 Extension delivery is affected by: agricultural extension agents of MoFA who are monitored 

and supervised by the District Agricultural Development Unit, F.B.O.s, C.B.O.s, Private 

Companies (e.g. Cotton Company), and educational (Universities) and Research 

Institutions 

 The major extension delivery approaches ranges from field demonstration to T & V, 

Supervised Enterprise Projects, Participatory Methods like Participatory Technology 

Development & Extension (PTD&E), Farmer Field School (FFS), Village Land 

Development Programme (VLDP) and the Mass Media. 

 

Clientele  
Our main clients are 

 Farmers, both rural and urban 

 Students 

 CBOs, FBOs, religion organisations 

 Agrochemical dealers 
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2.3.2 Challenges  
The key challenges we have been facing as extensionists are: 

 The inability of farmers to compete on the global market in the liberalised economy. Some 

locally produced crops like rice sells higher than imported ones. The removed of subsidy on 

inputs like fertiliser results in high production costs. 

 Farmers are therefore not able to adopt innovations due to high input costs. 

 Different voices or messages from our development partners (e.g. NGO) 

 Difficulty in co-ordinating agricultural extension delivery of the private sector including NGO 

 Dwindling government funds, untimely delivery and non-availability of government funds 

 Passive clients response as a result of failure of previous interventions 

 Pour extension coverage due to small extension /farmers ratio. One extension agent has 

approximately 1800 farmers 

 Inadequate staff motivation 

 Weak farmer based organisations 

 Inadequate capacity building of staff 

 Unwarranted political interference 

 Ambiguous role definition of some key personnel and some of them redundant (e.g. subject 

matter specialists and regional development officers) 

 Weak research – extension linkage 
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2.3.3 Measures taken to meet challenges 
The following measures have been taken to meet the challenges that we face in extension delivery 

in Ghana: 

 To enable farmers to compete favourably on the liberalised market cost saving technologies 

have been introduced. Farmers are educated to use high yielding crop varieties application of 

farming manure and other improved technologies to reduce production cost while increasing 

yield. 

 A series of meetings being held at national, regional and district levels for all stakeholders in 

agriculture to iron out differences, agree on common goal and to avoid duplication of activities. 

We have not achieved our goal but the process is on going. 

 To address problems related to inadequate funding of extension by the central government we 

have been sourcing for funds with appreciable success from our collaboration like NGOs and 

projects (e.g. GTZ ICP) especially in the field where the collaborators are operating with 

common goals. 

 We appreciate the genuine concerns of farmers who give passive response to innovations by 

using participatory extension methodologies in reaching them. These methodologies include 

PTD&E, VLDP and FFS. 

 In order to reach more farmers we have established agricultural information centres at some 

district markets where inquirers have access to information and direction. The use of television, 

radio stations, and newsprint to propagate technical information is also being done (i.e. use of 

mass media). Most of the extension agents have been provided with motorbikes to increase 

their coverage. Out grower extension schemes are being encouraged whereby some large-

scale farmers reach out to a cluster of small-scale farmers close to these farms in extension 

delivery. 

 In service training is being given to MoFA staff at all levels to motivate them. 

 To establish strong farmers groups more emphasis is being placed on formation and 

strengthening of F.B.O. and C.B.O. by new projects of MoFA like Root & Tuber Improvement 

Programme (RTIP), Village Infrastructure Project (VIP) and formation of community based 

Management Committees.  

 Plans have new been developed to review the roles of staff at district and regional levels to 

remove ambiguity and redundancy. 

 The RELC is also under review to be reconstituted at the regional and district level. 
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2.3.4 Lessons Learnt 
 The use of alternative information delivery system has proved to be very effective. 

 The introduction of cost saving technologies has encouraged mere farmers to remain in 

business and to make profit. 

 Even though the in-service training to MoFA staff is a motivator and has increased efficiency.  

It has also resulted in the loss of mere staff to the NGOs, who give better remuneration than 

the government does. 

 There is the need for a government policy to enforce collaboration among stakeholders in 

order to avoid some of the duplication, misinformation and sometimes waste of resources or 

over-concentration of resources at some places at the expense of other places. 

 

2.3.5 Way Forward 
 Stronger collaboration among stakeholders must be encouraged and maintained. 

 Certain aspects of the decentralisation process need to be reviewed. 

 Public – Private Partnerships should be strengthened. 

 The Agricultural Sub-Sector Improvement Programme (AGSSIP) that has been introduced all 

augment government funding sources (under this programme funding from different donors are 

brought under one basket to be redistributed for all agricultural programmes). 

 Alternative information delivery system will continue to be emphasised. 

 Farmers need to be empowered. 

 RELC will be reviewed and reconstituted at the regional and district level. 

 Agricultural production needs to be linked to markets and industry.   I 

 

2.3.6 Discussion 
Related to the question whether the farmers are involved in the extension planning, the group 

answered that the farmers participate in the DDC (District Development Committee), where the 

district programmes get planned.  

Farmers respond differently to the liberalisation of the market. Some of them see more the 

advantages in having lots more commodities offered, but others emphasise stronger the 

disadvantage of increased competition.  
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2.4 Presentation from Malawi 

2.4.1 The Present Situation 
Background 
Since the early 80`s Malawi had introduced a “modified T+V” System (Block-Extension-System). 

Since the system is disintegrating the DAES (Department of Agricultural Extension Services) is 

currently in a transition phase towards restructuring of Extension Services. A new “pluralistic and 

demand driven“ extension policy has been officially launched in the year 2001. Currently a 

country-wide exercise of the so-called “Core-Function-Analysis” of DAES is under way. This 

analysis will redefine the tasks & responsibilities of DAES. 

A decentralisation process is going on whereby the districts will be much more involved in 

planning, budgeting and monitoring accompanies the whole process of redefining the core 

functions. An operational plan on how to translate the new policy into practice is in the process of 

being finalised.   

 
Institutional framework (present situation) 
 

 
 MoAI: Ministry of Agriculture and Irrigation 
 ADD:  Agricultural Development Division  
 RDP: Rural Development Project 
 EPA: Extension Planning Area 
 Sections:  specific area taken care of by a field assistant (extension officer) 
 Blocks: regular contacted farmer groups 

 
Finances (present situation) 
Currently funds are channelled from the Ministry of Finance to the MoAI and then down the line 

(MoF  MoAI  ADD  RDP  EPA) 

 

Service delivery (present situation) 
Technologies were developed by “research”, extension messages were developed at MoAI 

headquarter according to those technologies. These messages were delivered in a top-down 

approach following the bureaucratic line (ADD  RDP  EPA  Section  Block  Farmer). 

RDP RDP

EPA EPA

Block Block Block

Section Section Section

EPA

RDP

ADD ADD ADD ADD ADD ADD ADD

Section Section

Block Block Block

Section

EPA EPA EPA

RDP RDP RDP

ADD

MoAI



                           SNRD Learning Workshop for District Extension Managers - Documentation   27 

 

Since Malawi is in the transition period the following changes are taking place: 

 

ad: institutional set-up 

 The level of ADD (“regional level”) will be down-sized or abolished all together 

 The RDPs will become “District Agricultural Offices”, thereby demarcation will follow district 

borders and officers will be upgraded in terms of education and capacity 

 

ad: finances 

 Funds will be directly channelled from Ministry of Finance to the respective “District Agricultural 

Offices” 

 

ad: service delivery 

 The new service delivery system will focus now on the triad of “farmer-research-extension”, 

whereby a continuous feedback system should be in place 

 

2.4.2 Key Challenges for Extension Managers 
The current trends /challenges are: 

a) - Decentralisation (public sector reform) 

-  - Pluralism in extension 

-  - Direct financing of district offices 

b) Market liberalisation and only very few farmer groups 

c) Negative impact of HIV / AIDS (in regards of staff, orphanage...) 

d) Shrinking public resources (human and finances) 

e) Co-ordination (many players in extension) 

f) Difficulty to assess extension impact 

g) High malnutrition level among farmers   

h) Low literacy amongst farmers 

i) Shrinking production resources (e.g. fertiliser are too expensive) 
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2.4.3 What have you done about these challenges 
ad: public sector reform 

 Civic education (better educated staff at district level) 

 Capacity building at district level 

 Some pilot district have started direct funding 

 

ad: market liberalisation 

 Formation of commodity association and coops (new co-operation law) 

 

ad: negative impact of HIV/AIDS 

 HIV/AIDS Desk Officers have been installed at ADD level and research station 

 Integration of HIV/AIDS messages into extension work 

 

ad: shrinking public resources  

 Outsourcing and privatisation of certain extension activities and training institutes  

downsizing  

 

ad: co-ordination 
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 All stakeholders are involved in core function analysis  

 Strengthening of DEC (District Extension Committee) 

 

ad: difficulty to assess extension impact 

 Not yet 

 

ad: high malnutrition level among farmers 

 Micronutrient projects 

 Food security projects 

 

ad: low literacy amongst farmers 

 Link to Ministry of Community Services 

 

ad: shrinking production resources  

 Family planning 

 Soil conservation and fertility improving technologies  

 

2.4.4 Lessons learnt 
ad: public sector reform 

 Direct funding to the district offices assures a better project implementation since the money is 

directly allocated bypassing the ADD 

 Decentralisation needs greater management skills at district level  

 

ad: market liberalisation 

 Extension staff still have low knowledge on how to support farmer groups 

 

ad: negative impact of HIV/AIDS 

 Lack of confidence and competency of field workers 

 For most of the challenges and the planned response time has been to short to assess the 

impact since the changes are happening right now 

 

ad: low literacy amongst farmers 

 Literate farmer respond better to extension programmes  

 

2.4.5 Way Forward  
ad: public sector reform 

 Continue to include all RDPs in the new financing system  
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 Training and upgrading of officers in management skills 

 
ad: market liberalisation 
 Training of staff in advisory activities concerning farmer groups 

 
ad: negative impact of HIV/AIDS 
 
 

2.4.6 Discussion  
Until now it is not yet clear on which clients the extension emphasis is on. The extension services 

in Malawi are like in most of the countries still in a transition. The same is with the issue of 

stakeholders` co-ordination. There are some pilot area projects where in extension meetings joint 

visions are discussed. But this has also still in an experimental status.   

There was the comment that smallholder farmers are not able to participate in the liberalised 

market, so associations of farmers might be better. 

Another question concerned the education in extension; Are there still people studying extension? 

Only the New University (Bunda College) continues with the education of extension staff, all the 

other institutes have been closed in 1996. As an additional problem was mentioned that NGOs are 

grabbing the best people from the Ministry. 

 
 

2.5  Presentation from Mozambique  
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2.5.1 Present Situation 
Strengths Opportunities Trends Weaknesses 

New agrarian policy and 
strategy for implementation 
was elaborated by 
agriculture and Rural 
Development Ministry  

NGOs work together / are 
partners of governmental 
extension system 

Problems on 
linkage 
between 
Extension 
Service and 
ARC 

Public Investment Program 
for Agriculture (PROAGRI) 
is still pursuing a top-down 
approach for development 

Establishment of co-
ordination for all 
stakeholders in Extension 
system  

NGOs give technical and 
financial support for extension 
services   

 Infrastructure for 
agricultural development 
not well developed 

Introducing decentralisation 
in Extension Services  

Public Investment Program for 
Agriculture (PROAGRI) gives 
financial support for 
implementing all activities in 
agriculture (extension)    

 Land conflicts  

Introducing process of 
outsourcing supported by 
World Bank  

   

Basically we still have 2 
sectors: 
- Public sector (farmer 

household) 
- Private sector 

Soil conservation and 
biodiversity: 
- Erosion control, soil fertility 
- Introducing a new 

regulation in soil 
conservation 

- Dissemination of 
appropriate technologies  

 High illiteracy of farmers 

Farmers association 
 
 

Members of communities are 
involved in conservation 
activities: 
- Resource management 
- Training of members of 

community 
- Development of 

management plan for a 
community area 

- Reforest activities  

 Weak institutional linkages 

New program for upgrading 
for all extension staff was 
developed 

   

Land law Management of hydro 
resources  

 Donors` conditions in 
agricultural policy  

Agrarian reform in Ministry 
of Agriculture  

New modified T&V 
methodology  

  

Main objectives of the new 
agrarian policy: 
- Food security  
- Sustainable economic 

development 
- Reduction of poverty  
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Characteristics of Farmer Household: 
- small and medium scale (0.5-1 ha) 
- Subsistence production 
- Labour are family members  
- Production system based on maize, sorghum, sweet potatoes, beans  
 

2.5.2 Challenges 
1. Use of natural resources in a sustainable manner, e.g. land, water, forest 

2. Institutional capacity building at all levels 

3. More inputs in food security policy 

4. Compatibilisation and implementation agricultural program with other sectors (co-ordination) 

5. Bottom-up planning activities (involvement of farmers as much as possible in planning 

activities) 

6. Promoting gender in integrated agricultural sector 

 

2.5.3 What we have done about it... 
 Introducing decentralisation activities planning 

 Training of all governmental staff at all levels including the farmers 

 Promoting soil conservation activities 

 Promoting diversification of production 

 

2.5.4 Lessons learnt... 
 New land law gives farmer accessibility for the land 

 Production of food security 

 Sometimes production for exportation 

 Re-structuring of agricultural companies 

 Development of service providers for training, research and extension 

 Crop protection and animal vaccination 

 Re-building of mechanism of planning 

 At rural/district level encouraging the technician with high professional level to be based at 

district level 

 

2.5.5 Way Forward 
 Elaboration of detailed plan and budget at all levels 

 Promoting mechanism for institutional integration for executing of all programmes 

 According with disposability of local resources elaborated the local program and 

implementation 

 Defining of agro-ecologic regions and recommended agrarian practical 
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 Co-ordination between departments in Ministry of Agriculture and other development rural 

institutions 

 Adoption or innovation of the internal regulation system 

 Establishment of incentives mechanism and professional career 

 Provide financial and administrative autonomy at all levels 

 Development of human resources 

 Establishment of legal mechanism for involving the women in training program for rural 

development 

 

 

2.6  Presentation from Mpumalanga Province/ South Africa 

2.6.1 Present Situation 
Policy 
The extension directorate is governed by the national policy 
 
Institutional Framework 

 The head office is in Ehlanzeni district. The province has got three regional officers, each 

with its own director. Each director has got 4 subordinates: 

- plan production 

- animal production  

- home economics 

- non-formal training 

 the department has two parastatals which also give support to farmers, i.e.  

- MADC: Mpumalanga Agricultural Development Co-operation 

- ARC: Agricultural Research Institution   

 There is also GTZ-MRDP which gives technical support 

 
 Financial Management  

 The budget is set and controlled at regional level 

 The district has no control over budget at all. 

 

Delivery & Clientele  
 The main focus is on emerging farmers 

 The province is about to implement PEA, otherwise currently using PRA approach 

 On-Farm research also done (high farmer involvement)  
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2.6.2 Key Challenges For Extension Managers 
Financial  
Extension managers are aware of the needs on the ground for both software and hardware 

resources but restricted by budget 

Growing clientele: The clientele is increasing in number and demands are also changing. The 

current programmes by government like LRAD (Land Redistribution for Agricultural Development) 

leads to increases. However, the extension services provided fail to adopt to dynamic changes. 

Transformation: As this process takes place, there is a need to clearly describe who should be 

the beneficiaries. For instance, a definition of “previously disadvantaged” since it appears like 

resources are always misdirected. 

Lack of skills: Extension officers are not ready to meet the challenge of growing clientele and 

changing demands. They need skills upgrading. 

Lack of commitment to career development: Whilst we say extension officers need to upgrade 

the skills to face the challenge, most appear to dislike the idea of learning. For instance, currently 

there is a programme on skill upgrading whereby department made an agreement with Lowveld 

Agricultural College to register a number of officers per year. However, very few showed interest. 

Understaffing: There is the need for overcoming the problem of growing clientele whilst the 

number of service providers decreases. The causes for the understaffing are resignations, deaths 

etc. There is however no staff replacement when such happens. The problem is said to be tight 

budgets and other reasons.            

   

2.6.3 What have you done about theses challenges / what have you tried 
out?  

 At departmental level, there is currently a programme running of capacity building in financial 
management. 

 Skills development to address both the problems of lack of skills and growing clientele has to 
be considered. 

 Parastatal giving financial support has to address loan assessment. A fair and thorough loan 
application assessment will be helpful. 
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2.6.4 What Are The Major Lessons You Have Learnt - What worked  
 Due to lack of project ownership by farmers, most projects failed (some even before take-off) 

 Top-down approach influences poor farmer involvement (farmer never made decisions).  
Self-reliance was also restricted. 

 It is important to run a need analysis before implementing or starting a project. 

 Poor co-ordination of stakeholders leads to a waste of resources 

 Women and youth were marginalized yet they play a role in agriculture. 

 Funds for projects were only directed to the elite who barely needed the resources whilst the 
emerging farmers who needed money were left out. 

 

2.6.5 Way Forward 
 Initiate programmes that will encourage ownership by farmers – promote self-reliance 

 Improved co-ordination between stakeholders  

 Ensure liaison / strong linkage with parastatals  

 Ensure the designed framework is properly implemented. 

 

2.6.6 Discussion:  
A big problem coming up in the presentation is the downsizing of the field staff that does not get 

replaced because of lack of finance. The group mentioned that the flow of the budget is from the 

national over the regional to the district level and that 95% of the budget is spent for the salary!. To 

achieve development the aim is to decrease the stake of money spent for salaries from 95% to 65 

% and the consequence is downsizing the staff. The trade organisations do not agree with this 

plan. Further on there is the problem of lack of skilled people.  
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2.7 Conclusion on the Case Presentations: Key Challenges 
During the presentations Jürgen captured key issues and challenges of the different countries and 
presented them as conclusions after the presentations. It turned out that the challenges differ in 
the countries slightly, but the broad trends are very similar. Upcoming pluralism in service 
provision, decentralisation, public servce reform / downsizing, finance alternatives, alternative 
/participatory approaches, etc. were some of the key aspects to be dealt with in the coming years 
in all countries – in one or the other form. 
 

 
 Different voices from development 

partners 
 Co-ordination of stakeholders / 

service providers 
 Weak research-extension linkages 
 Improving linkage between research + 

extension 
 Staff development: training and 

upgrading 
 Capacity of staff to engage with social 

extension 
 Roles of personnel not clearly defined  
 Unified extension system (merger) 
 Mandate of agricultural extension – 

boundaries? 
 Competition in service provision 
 Ensuring a high quality training of 

extension officers 
 

 Apathy at the work place 
 Re-orientation of managers 
 Motivation of staff + incentives 
 Resistance to change by staff + 

farmers 
 Transformation RSA 
 Slow adoption of effective extension 

approaches 
 Re-structuring of departments 
 Decentralisation 
 Market liberalisation 
 Outsourcing 
 How to ensure that all these actors 

provide quality services  
 Difficulty to assess extension impact 
 Public sector reform 
 Dwindling governmental funds 
 Shrinking public sector resources 
 Untimely delivery of governmental  

 funds 
 Low literacy level of farmers 
 Weak farmer organisations 
 Differentiation of clients + service 

functions  
 Political influences on extension 
 Lots of money – low impact at local 

level! 
 Shrinking production resources 
 Extension system might become 

extinct... 
 Farmers inability to adopt innovations 
 High malnutrition levels among 

farmers 
 Change in client demand / education 
  HIV / AIDS crisis 
 Poor extension coverage 
 HIV awareness in extension 
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3 Exploring Pluralism in Agricultural Extension 
Delivery 

 

Facilitated by Kwame Amezah 

 

One of the key challenges which all the countries face is pluralism in service provision. 

Government services are shrinking due to the budget situations and increasingly other service 

providers are being recognised and are emerging. This situation requires new ways in dealing with 

extension. Kwame presented the issues and gave an overview of approaches.  

 

In the beginning of his presentation Kwame collected beliefs systems 

and proverbs which express the value of working together in the 

different cultures /countries. This was related to pluralism in the sense 

that combining strength and working together are the key contents of 

what pluralism means.  

 

 

 

 

 

 

 

 

3.1  What is pluralism? 
Pluralism defined in terms of  
 

A) Content: 
Emphasis all issues relevant to farmers (not only production) e.g. HIV/AIDS, market 
information and environmental management 

 
B) Approach to extension: 

Use alternative extension methods to address contextual issues 
 

C) Clienteles: 
Focus not only on men. Work with the youth, women and farmer based organisations  

 
D) Institutions and agencies in extension delivery: 

Private companies, farmer based organisations and NGOs 
 

E) Funding: 
Look for multiple sources: FBOs, Banks, Government and donors 
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3.2  Why has pluralism become important? 
a) Public extension is in crisis; funding and human resources are not adequate 

b) The need to downsize public extension to reduce governmental expenditures  

c) Not one agency can fund, deliver and respond the needs of farmers 

d) Emerging issues of HIV/AIDS, poverty reduction, degradation of environment, 
markets, and wealth generation need to be included in extension efforts. 

 

3.3  What are the implications for extension? 
a) Participatory policy formulation 

b) Adopting more participatory extension approaches to ensure the “voices” of clients are 
heard (demand driven extension) 

c) Encourage other agencies to fund and deliver extension  

 

3.4  Are there any examples for lessons? 
a) Participatory extension approach efforts by Ministry of Agriculture in South Africa 

b) Linking production to market through contract farming and out grower schemes in Ghana 
and Malawi 

c) Ensuring linkages with other agencies to intervene in other rural development issues like 
HIV/AIDS 

d) Creating platform for stakeholder participation in service delivery and funding in Ghana and 
Zimbabwe 

e) Encouraging FBOs to provide services to members , e.g. many goat farmers associations 
in Uganda 

 

3.5  What should we do as extension managers to promote 
pluralism? 

a) Linking agencies 

b) Developing and promoting negotiation and contracting capabilities  

c) Advocacy and fundraising  

d) Creating platform to promote pluralism 

e) Regulating role to ensure quality of services 

f) Training and backstopping services providers  

g) Co-ordination and monitoring  

 

3.6  What are the challenges? 
a) Cognitive re-orientation of staff, other service providers and clients. Engagement for 

behavioural change 

b) “Human inertia” 
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c) human resource capacity 

d) Reconciliation of diverse agenda 

e) Co-ordination and quality assurance 

f) Ability of services providers and managers to learn   
 

3.7 Discussion 
Subsequent to the presentation the following questions came up: 

What is the new role of extension and what is about the national mandate on agricultural 

extension? The participants assumed that a time would come where no agricultural extension 

worker but community worker will go into the villages. For that new negotiating skills are required.  

In this situation, the co-ordination of the multi - sectored service providers becomes more and 

more important, e.g. by meetings, although it seems to be very difficult firstly to get different 

entities to sit together and secondly to fund those meetings. Further on the questions arose who is 

going to ensure the quality of service provision to all farmers and how to cope with staff apathy 

within the restructuring process.  

 

The presentation clarified the foundation for understanding what pluralism in extension means. 

Based on the challenges emerging from the presentations, more inputs were provided by the 

facilitators in order to clarify the issue of ‘which extension approach for what clients’. 
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4 Exploring Client Differentiation – which Extension 
Approach for what Clients? A Possible Frame 

 

Jürgen presented a possible frame to distinguish clients’ needs in terms of services and 

‘innovation systems’.  

 

4.1 Commodity- based Innovation Systems 
 

The first chart related to the more typical extension system, where advice on specific commodities 

is provided by the extension service. It is basically production oriented and all the service functions 

relate to production, including input and output marketing. The knowledge on those commodity 

packages is clearly with experts who are well informed and can provide the advice required by 

clients. On the chart below, the example of cotton is provided, but this could also be any other 

commodity crops or animal husbandry.  

 

The model reflects the essence of what ‘technical advisory services’ in agriculture are doing. 

Often in the past, input and output marketing and the ‘market chain integration’ were not 

considered, but they focussed purely on production. The assumptions and characteristics of this 

model are described on the chart (see below). They do not reflect the whole system which 

influences innovation in terms of social dynamics in a given society or community – which often 

resulted in only a minority of farmers being involved in extension activities 

 

The second model tries to capture this social dynamics and looks at service functions required in a 

‘community-based’ innovation system in smallholder farming. The focus is much more on getting a 

common platform for trying out new things and include the majority of farmers in this process. 

Therefore, it was named ‘social extension’ where the enhancing the adaptive capacity of the 

farmers is the aim. This means that farmers/communities  would be better able to manage a 

changing economic, social and ecological environment, they could better change their practices, 

the way they are organised etc. This to a large extent depends on the collective capacity rather 

than on the individual one. In other words, if an individual can cope with change well, while others 

are struggling or not even surviving in a community, the successful individual will be victimised and 

prevented from succeeding by the others. The space to act depends much on the community and 

therefore a community-based approach to innovation is much more successful than individualistic 

approaches.  
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4.2 Problem-solving –based innovation systems 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The characteristics and the service functions in problem solving based innovation systems are 

distinctly different. Often, the problem solving capabilities are a condition to be effective in 

managing commodity-based innovation systems. therefore, the two are not exclusive, rather builds 

the one on the other. Both, however, require very different approaches to extension. While 
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commodities require good quality technical information and advisory services, the general 

facilitation of innovation is in the foreground in problem solving based innovation systems.  

 
 

4.3 Discussion 
After the presentation the fear was expressed that the frontline staff who is worst educated, low 

paid and trained cannot implement the social extension approaches. This is definitely a big issue 

as this model implies a change in competences. At present, the people who directly provide the 

services to the clients are the least paid, lowest educated. It is as if a company employs the least 

educated people as sales reps. Such a company would not last long probably, but in extension this 

has been the practice for many years. So, while it is true that the facilitation of social extension is 

challenging and demanding, it is a matter of priorities and commitment building this competence.  

It can be done and this has been widely proven by now, but it requires extensive training & 

learning  (see competence development process in BASED, Chapter at the end of the workshop) 

 

In the end, Jürgen once more emphasised that those both systems are complementary and ideally 

the technical advisory system would be built on the problem solving capacity created through the 

social extension system. Often, technical advice is been given when very little adaptive capacity of 

farmers and communities is avialb le and this leads to low absorptiuon of the advice. 
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5 Synthesis: The most Critical Challenges for 
Extension Managers 

 
After the presentations, a number of new issues came up which helped to understand better the 

challenges from the country presentations and made it clearer what the challenges for the 

extension managers at District level are. Therefore, another round of funnelling the issues down to 

the personal situation of the participants was taken. This helped to make the workshop really 

relevant for the participants and guide the topics through participants needs.  

 

5.1  Five most critical challenges for you extension managers 
The next step was to select the 5 most critical challenges for the participants as extension 
managers. The task was as follows:  
 

Identify the 5 most critical challenges for you as 
extension managers. Formulate as : How to… (for you !) 

 

How to integrate AIDS and other agricultural 
related issues into extension? 

 How to promote HIV/AIDS awareness in 
extension  

 Awareness & Support 
 How to integrate HIV/AIDS messages in 

agricultural extension  
 

How to increase farmers` capacity to innovate? 

 How to strengthen farmer organisation  
 How to increase farmer adoption  / rate 

of innovation 
 Farmers inability to adopt innovation 
 How to make farmers competitive in 

liberalised market 

How to manage change in governmental 
departments? 

 How to convince staff and farmers 
towards change  

 Change to client demand 
 Manage merger / unification of extension 
 How to ensure extension & farmers to see 

transformation benefits 
 Re-orient supervisors / managers 

 
Staff competence development? 

 How to create / improve capacity of staff 
in social extension 

 Develop train and upgrade staff 
 

How to assure quality extension service 
delivery? 

 How to ensure delivery of quality  
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How to manage cost-effective service delivery? 

 How to be effective within shrinking 
governmental resources  

 How to improve budget mechanism to do 
well with limited resources 

 Solve the problem of extension coverage 
 How to improve extension coverage 

 

 

How to manage pluralism in extension delivery? 

 Co-ordinate stakeholder / service 
providers activities  

 Integrated extension services 
 Integrated planning by all stakeholders 

 

 
 
These issues / challenges became the guide to the rest of the workshop. In the end, answers were 
to be found to most of these questions.  
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6  Towards the Field Visit: BASED Presentation of 
Participatory Extension 

 
 
The next stage of the workshop contained the exposure visit to the field where 

participatory extension has been implemented since 1998 in South Africa. 

These cases were to serve as a ‘grounding’ of the issues we discussed and 

after the visit, many of the questions were to be analysed on the basis of this practical inspiration.  

6.1 Scope, Values and Pillars of PEA 
As a first step, the BASED project staff gave a presentation on their scope and aim. A group of 

visitors from Lesotho joined the workshop for this presentation and the field visit. 

 
 
 
The project BASED (Broadening Agricultural Service Extension 

Delivery) gave a short introduction for the participants and the 

visitors from Lesotho who joined the workshop in the afternoon of 

Wednesday the 12th of December. Paolo explained to the auditors 

the metaphor of the PEA-Bus as a developmental journey with 

extension staff as a driver, stakeholders as the passengers, a 

toolbox full of methods (that should be driven by values and vision) 

and approaches in the luggage. The destination where to go 

depends on the negotiation result between the driver and the 

passenger. Nevertheless the driver needs an imagination of the 

direction (vision). Because some of the people might not be able to read and not all of the 

passenger will have the same destination, there is no sign at the bus and therefore it is better to 

agree where to go. 

 
 

 

A village is taken as an organisation 

that as a emancipated community 

becomes a learning organisation. 

Then Joe and Khathu told the pl 

enary two LOD – examples (Local 

Organisation Development): 

Mbahlea and Gathaba 
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. 

Then Kathu gave a practical example of what ‘local organisational development’ in PEA 
means.  
 

 



                           SNRD Learning Workshop for District Extension Managers - Documentation   49 

 

6.2 Local Organizational Development 
 
Mbahela Local Organization Development ( by Khathu Nedavhe) 
 

Mbahela is a pilot village situated in the Tshiombo valley. Tshiombo has 1100ha of land under 

irrigation and each farmer is allocated 1,2 ha of land to plant vegetables and crops. More than 

seven villages are participating in the irrigation scheme and Mbahela is one of them. In this case 

Mbahela was chosen as a pilot to start with Participatory Extension Approaches (PEA). 

 

When the team of facilitators went into the village, there was only one committee for agriculture, 

namely the extension committee which was focusing its attention on the activities taking place 

under the irrigation scheme. The other committees were the civic structure, the local which is the 

chief’s or village council.  

 

After introducing ourselves to the leadership and the community, we engaged ourselves in number 

of meetings and surveys in which the community identified their own problems and the possible 

solutions. One of the problems identified was the new castle virus, which was destroying their 

indigenous chicken. When the community was asked to identify an existing structure that can be 

mandated to handle the problem they chose the civic. Their reason of choosing the civic was that it 

is the body, which is responsible for handling all village matters. After some time when the 

community found that the civic is not doing anything about their problem, they decided to form an 

interest group on poultry. The group chose its own committee and started addressing its problem. 

Through the facilitation of extension officers, the group took a chicken to the veterinary clinic for 

post-mortem. This is they received all the information about the virus and what they should do. 

 

The group organized itself in terms of purchasing the vaccine and following a vaccination program 

and also the keeping of records. The success of the group prompted the formation of other interest 

groups like sweet potato, livestock, maize seed production etc. The neighboring villages started 

learning from the pilot and ultimately the spreading and scaling-up of the activities took place. The 

members of the organized groups are also invited by other villages to share and train other groups 

or farmers. In order for the proper facilitation of all these agricultural activities, the different groups 

agreed to form a coordinating body, which is called Umbrella Body. Representatives from all the 

groups form this body. 



                           SNRD Learning Workshop for District Extension Managers - Documentation   50 

 

 

 

The presentation gave a very good insight into a learning process since 1998. Particularly the local 

organisational development focus provided some new insights for many participants. This 

deserved to be analysed more after the field visit.  Piet also presented about Ghataba village 

where LOD was done slightly different as there were numerous farmers groups in that village (see 

the chart below) 
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Jürgen summarised the discussion with the foillowing points:  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

He tried to clarify that the core of LOD is to ‘re-connect’ the parts of the community system 

(internal) and to create linkages with the service providers and other sources of ideas and 

innovation outside. Communities are often in a state of weak relations to each other and therefore 

weak cooperation, weak communication, weak accountability of leaders to the other people and 

weak trasnparency. These issues prevent a freee-flowing synergy to achieve the goals which a 

community has. Therefore, local organisational development is not about training people in 

accounting and book keeping or just training leaders in leadership skills. It is about ‘webbing’ in of 

the different players based on shared and agreed upon values of how to interact in a community 

(see also the chapter on facilitation for change at the end of this report) 
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7 Field Visit to Communities 
7.1 Preparation of the Field visit 
Groups visiting 3 different villages were formed…..  
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7.2 Summary of field visit to Spitzkop 
 

Compiled by E.M.Zwane 
____________________________________ 

 
The visit took place on the 

13/12/2001, and 15 delegates 

attended it from the following 

countries: Ghana, South Africa 

(Mpumalanga & Northern 

Province), Lesotho, Zimbabwe, 

Malawi and Germany. The 

purpose of the visit was to share 

and exchange PEA experiences 

with the target group of Spitzkop 

farmers. Spitzkop is one of the 

learning areas chosen by 

BASED facilitators and it is 

situated in the Capricorn district. 

On arrival at Spitzkop, a programme was organised well in advance by the farmers. The following 

topics were discussed: the formation of an umbrella body, the management of soil fertility, soil 

erosion control, soil fertility, seed multiplication, experimentation with African potatoes 

(plectrunthus, solemon stemon), poultry management as well as development. 

The discussion demonstrated a radical shift from the top-down approaches toward a bottom-up 

and more participative approaches. The following observations were made: farmers have gained 

much confidence and their attitude moved from dependency upon the government and extension 

officers to self-reliance. They showed in-depth knowledge on the subjects that they have 

presented. 

The group also demonstrated their ability on experiment innovations on their own. The following 

were tested out: the use of stone barns and grass to control erosion, the prevention of new castle 

disease in chickens, and the testing of African potatoes. The outcome of these experiments has 

boosted their confidence, for example they entered a competition on indigenous crops African 

potatoes and won position No. 1. A certificate was awarded a this was produced as evidence. 

Spitzkop is now multiplying seeds OPV521 to assist local farmers. 
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The group has developed organisational skills. They have established an umbrella body to unite 

the various interest groups of Spitzkop. The umbrella body is a focal point of development. It has 

been used as a vehicle to deliver other community development efforts such as combating crime, 

teenage pregnancy, and delivering water & electricity. The group has a constitution to guide its 

activities. 

Spitzkop as a learning site for BASED team has proved that PEA if given a chance is possible to 

change the attitude of farmers, extension workers and local authorities to work differently – for the 

improvement of the quality of life of the people.   
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8 Analysis of Issues Emerging from Field Visit 
8.1  Observations from the field visit  

The processing of the field visit started with a group 

task. After 20 minutes the cards were clustered. 

 

 
 
 
After clustering of the observations and impressions by the different group, the following groups 
were formed by interest:  
 

Sharing of knowledge by farmers 

 Farmer – trainer of pilot village train other 
villages 

 Farmers have good skills in explaining 
agricultural issues 

 Ability to communicate achievement 
 Knowledge of project  quality of 

presentations 
 Pilot-village contributed for training of farmer 

– trainer 
 The use of songs to convey important messages 
 Expansion of PEA to other social problems & 

villages 
 Willingness to share their knowledge & 

experiences 
 Hospitality  
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Experimentation 

 Willingness to experiment 
 Groups engaged in experiments 
 Creativity  
 Readiness to learn  to improve themselves 

 

Technical Competence 

 Groups doing seed multiplication 
 Fast progress in seed multiplication 
 Farmers have high knowledge in seed 

multiplication 
 African potato project very interesting 
 Very knowledgeable on what they were doing 
 Farmers` knowledge base 
 In-depth knowledge of details in the project 
 Improvement in crop yield & quality of livestock 

keeping 
 
 
 

 

Facilitation 
 Enthusiasm of facilitators (technicians) 
 Facilitators willingness to take the back seat 

 The confidence of facilitators on partners 

Organisational issues and interests 

 Good communication links between themselves 
 Organisational skills  
 Creativity & organisational skills 
 Multi-sectoral umbrella 
 Women in leadership 
 Leadership role of women 
 Strong organisational development 
 Farmers gave roles to each other 
 Evasive answer towards drop outs and negative 

impacts 
 Difficulties in handling defaults 
 Umbrella structure still abstract 
 Umbrella groups spearheading projects  
 Organisational ability  well organised – 

tickets 
 With some groups no clear advantages 

(reasons) for group work 
 Members looked happy to be in the group 
 Groups evolved and group with time 
 Groups have become focal point of 

development 
 Groups always identified own problems 
 Flexibility in entering and leaving  
 Very authoritative 
 Good relation with traditional authorities 
 Many groups are very small 
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Ownership 

 In some cases donor – dependency 
(financing) observed 

 Supply channels still government 
dependent (e.g. seed) 

 Confidence & ownership 
 Ownership 
 Ownership of the process 

 

Farmers self-confidence 

 Confidence 
 Farmers confidence 
 Evidence of farmers` empowerment 
 Empowerment of groups – overdone? 
 Self reliant attitudes 
 General excitement and mood of the 

farmers 
 Very hopeful about the future 
 Very confident as individuals & as group 

members 
 Ability to solve problems  elimination 

dependence 
 Confidence 
 Overwhelming self-confidence  
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Unity & Co-operation 

 Spirit of sharing  elimination of 
individualistic 

 Unity 
 Spirit of oneness in community 
 Very strong group cohesion 
 Respect for one another 
 Very strong unity of purpose 
 Community of faith 

 

Participation / Commitment 

 Majority of participants were women 
 Not many young people 
 Active participation of traditional leaders 
 More women participating 
 Strong women participation 
 Strong individual commitment 
 Highly motivated farmers 
 Strong degree of sacrifice self denial 
 Commitment of group members 
 Inclusivity of both men & women 

 

Benefits 

 Looked self-sufficient 
 Improvement of farm income 

 

 
 
The presentation and clusters showed the strengths and weaknesses of PEA as perceived by 
participants in the field visit. However, more analysis was required to identify factors which made 
certain components succeed.  
 
 
 



                           SNRD Learning Workshop for District Extension Managers - Documentation   60 

 

 

8.2   Further analysis of issues emerging from field visit 
 

 
The task for a deeper analysis of 

the field visit focused on the 

approaches and methodologies 

which were applied.  

 

Groups were formed as per interest 

on the clusters above.  

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

PRESENTATION OF GROUP WORK 
 
Group 1: Yaw, Ncube, Tabulami, Zwane, Chris 
 

8.2.1 Group 1: Seed Multiplication system by community 

Steps to achieve 
1. Community identified maize seed problems (chaff / bran in grinding, late maturing, taste...) 
2. Identification of alternatives 
3.  Testing of new varieties on farm trials 
4. Joint evaluation and selection of varieties (best variety chosen): early maturing, fast 

germination  
5. Accessing foundation seed through Umbrella Body and Agricultural Officer from ARC 
6. Seed multiplication under supervision of ARC 
7. Seed testing by ARC 
 
8.  Packing & selling 
All steps taken under facilitation of BASED + Agricultural Officer + ARC 
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Seed multiplication: potentials and limitations for transfer 
 Need for good co-operation of research + extension + supplier of source seed 
 Governmental regulation to legalise seed multiplication 
 Land and irrigation set-up required (reliability) 
 High potential 
 Efficient logistics for seed testing & certification 
 Supply of foundation seed should be in private hands 

 
-------------- 
Sharing of Ideas  

 Within the group 

 Outside the group 

Steps taken 
1. Group mobilised funds to send members for training 
2. Farmer – Representatives are trained to become farmer – trainer through exposure tours... 
3. Farmer- trainer train group members & outsiders 
 
Sharing Ideas: prospect and limitations for transfer 
 Availability of funds for exposure tours 
 Farmer – to – farmer extension has high potential for sharing of ideas 
 Difficult to implement in an environment with “allowances culture” 

 
Discussion: fear of losing job, you will always get what you give, lack of accountability  
 
 

8.2.2 Group 2a: Organisational Issues  
Wonder, Bukuta, Toni, Theo, Malefane, Mathabatha 
 

Steps taken 
Approach: generally PEA 
1. Considered local existing structures / organisations  
2. Identification of situational needs 
3. Formation of interest groups / structures  
4. Formation of umbrella bodies 
5. Capacity building of the members of the groups 
6. Organisation e.g. leadership training 
7. Technical issues e.g. vaccination 

 For all these to be successful proper initial planning and capacity building on change agent to 
be done. 

 
Potentials for transfer 
 Facilitation of local organisational (structures) development 
 Need for improving the livelihood of the communities  
 Willingness of the communities to co-operate with the agents 
 Existing local knowledge systems or skills systems. 

 
Limitation for transfer 
 Staff knowledge and skills on PEA 
 Facilitation skills (have to be high) 
 Leadership acceptance and approval of approach 
 Limitation of financial resources 
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8.2.3 Group 2b: Organisational Issues  
Andy, Wellington, Nelani, Khathu, Erasmo, Martha 
 

Steps taken 
Methodology & Approach: PEA 
1. Identification of target group 
2. Meeting with the target community  
3. Problem Identification 
4. Legitimisation (signing of contracts) 
5. Facilitation of group formation  
6. Capacity building (management issues) 
7. Linkage of groups 
8. Linking groups to stakeholders (inputs, markets, loans etc.) 
9. Monitoring and Evaluation of activities 
 
Potentials for transfer 
 Giving responsibility to farmers 
 Tackling gender inequalities 
 Increase coverage 
 Community support 
 Youth development 
 Capacity development in community 
 Cost sharing 

 
Limitation for transfer(potential pitfalls) 
 Entrenched traditional beliefs 
 Time consuming (especially for FHH) 
 Kick-start is expensive 
 Capacity of extension staff 
 Unavailability of Human Resource 

 
Discussion: create motivation vision, self motivated group, feasibility study, poor communication 
(management capacity, synergy & linkages) 
 
 

8.2.4 Group 3: Ownership & self-confidence  
Hlami, Jerome, Kontor, Mike, Dumi, Mary 
 

Steps taken 
1. Community with common problem 
2. Wanting to solve it jointly 
3. Stimulus from facilitator 
4. Interest group developed 
5. Consolidation of process evolved 
6. Respect for one another developed 
7. Looking at each other as indispensable 
8. Seeking for solutions within groups 
9. Experimentation (learning from their mistakes) 
10. Benefits followed 
11. Morale was boosted  
12. Believed in themselves and their achievements 
13. Sense of ownership developed since they all participated in their own achievement 
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14. Confidence automatically came with knowledge and understanding of process  
 
KNOWING THEY WERE DOING IT FOR THEMSELVES BOOSTED PROCESS! 
 
Potentials for transfer 
 Duplication (horizontal transfer) 
 Projects can be started without a donor 
 Sustainability 
 Vertical transfer (from generation to generation) 
 Cuts across gender (both males and females have common problems that they face jointly) 

 
Limitation for transfer 
 It cannot be feasible in a divided society 
 Can work best in societies with identifiable leadership, e.g. traditional, councillors, etc. 
 Farmers can get to be too confident to welcome new technical / social developments 
 It necessitates a very good exit strategy (facilitation) 
 Results cannot be achieved in a short time 

 
The discussions on the potentials and limitations were very lively and deepened the issues well. 
However, many of the issues were ‘hanging’ in the air – loose ends and it was time to tie up the 
loose ends into a framework which can help to guide the synthesis.  
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9 Synthesis: A Conceptual Framework for Service 
Delivery 

 

9.1 Conceptual Framework for managing / facilitating service 
delivery 

 
After that Jürgen presented a framework of extension that integrates all challenges and areas 
where to work on while managing the change. It consists of three building blocks: 

 Organising the demand (building civil society) 

 Responding to the demand (managing and organising the delivery) 

 Supporting the response (managing the organisational capabilities) 

 

 



                           SNRD Learning Workshop for District Extension Managers - Documentation   65 

 

Each of the ‘building blocks’ is equally important in a project / programme intervention. Long 
discussions emerged on ‘where to start’. It was concluded that this can only be determined by the 
local conditions, but generally the principle of ‘fuelling the process from the demand side’ was 
agreed so that the reforms at the upper levels remains grounded in reality.  

During the presentation, each of the elements within the building blocks was explained and some 
quality criteria were mentioned. In terms of ‘articulation of demand’, for example, it is not desirable 
to have one farmer or very few who are articulate enough to claim services for their own benefits. 
Here the articulation is a matter whether the articulated demand is representing the majority of 
farmers and whether the weaker farmers also have a stake in the articulation etc.  

While the framework was well received, the danger of it remains that the words are understood in 
very different ways by different people as long as the details are not explicit. In the end, it is all 
about quality!  

 

 

9.2 Linking the critical challenges in extension to the 
framework  

 
In order to explore the relevance of the conceptual framework, Jürgen referred back to the critical 
challenges in extension which were developed earlier on. He grouped the challenges according to 
the 3 building blocks and it was found that all the critical issues were in all the building blocks.  
 
 

1) Supporting response 

 Apathy at the work place 
 Re-orientation of managers 
 Motivation of staff + incentives 
 Resistance to change by staff + 

farmers 
 Transformation RSA 
 Slow adoption of effective extension 

approaches 
 Re-structuring of departments 
 Decentralisation 
 Market liberalisation 
 Outsourcing 
 How to ensure that all these actors 

provide quality services  
 Difficulty to assess extension impact 
 Public sector reform 
 Dwindling governmental funds 
 Shrinking public sector resources 
 Untimely delivery of governmental  

      funds 
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2) Responding to demand 

 Different voices from development 
partners 

 Co-ordination of stakeholders / 
service providers 

 Weak research-extension linkages 
 Improving linkage between research + 

extension 
 Staff development: training and 

upgrading 
 Capacity of staff to engage with social 

extension 
 Ensuring a high quality training of 

extension officers 
 Roles of personnel not clearly defined  
 Unified extension system (merger) 
 Mandate of agricultural extension – 

boundaries? 
 Competition in service provision 
 Poor extension coverage 
 HIV awareness in extension 

3) Organising demand 

 Low literacy level of farmers 
 Weak farmer organisations 
 Differentiation of clients + service 

functions  
 Political influences on extension 
 Lots of money – low impact at local 

level! 
 Shrinking production resources 
 Extension system might become 

extinct... 
 Farmers inability to adopt innovations 
 High malnutrition levels among 

farmers 
 Change in client demand / education 
  HIV / AIDS crisis 

 
 
 

 
 
During the discussions, a number of issues were raised and noted fro further discussion:  
 

 

 Which competence of staff is missing? 

 Managing change: what can you do as 
extension manager? 

 Why should it be MoAI organising the 
demand? 

 Decentralisation: an answer to identify 
needs? (integrating line systems to 
community demands 

 Competence development in other service 
providers 

 The minister is important – wants to see 
action….. – how to make them understand… 
How to capacitate the politicians? 
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10 Implications for Roles and Responsibilities of 
District Extension Managers 

 
The conceptual framework was well accepted as a guide to service delivery reform. Although it 
was abstract, it was compelling in its logic and could easily be related to the reality of each 
participant.  
 
However, the implications of the framework and the elaborations so far are rather deep and 
needed a focused analysis of the roles and responsibilities of extension managers within the new 
frame? Would there be changes, what are they? Mike Connolly posed the task for a group work:  
 

10.1 Changes in Roles and Responsibilities  
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Results of Working Group 1 
 
QUESTION 1 – Role changes in What ? 
 Facilitators vrs. Instructors 
 Problem solving vrs. commodity-based innovations 
 Alternatives vrs. prescriptions 
 Accountability to clients vrs. to directors 
 Staff supporter vrs. competitor 

 
 
QUESTION 2 – Changes in Responsibilities 

Consultation 
 Networking & co-ordinating with stakeholders 
 Managing change, e.g. team building 
 Strategic planning e.g. organising, responding & supporting demands 
 Monitoring and evaluating extension 
 Self & staff capacitation 

 
 
QUESTION 3 – What will you be doing differently? 

Networking & Co-ordinating 
 Feed-back: keeping other stakeholders informed 
 Managing pluralism: seeing each other as partners, not competitors 

Managing Change  
 Inclusivity / involvement in decision making 
 Stakeholder capacitating 

Strategic planning 
 Stakeholder involvement, e.g. organising the demands 

Monitoring & Evaluating Extension Programmes 
 Involving stakeholders 

Self & Staff Capacitating 
 Based on client demand 
 Training (e.g. PEA) 

 
 
Results of working Group 2 
 
QUESTION 1 – Role changes in What? 
 Personal attitudinal change: supportive, transparent & accountable to stakeholders 
 Facilitator: linkages, decision making, capacity building of stakeholders, monitoring & 

evaluation 
 Provision inputs / logistic 

 
QUESTION 2 – Changes in Responsibilities 
 Planning 
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 Organising / Co-ordination 
 Implementation 
 Monitoring & Evaluation 
 Human Resources Development 
 Leadership 

 
QUESTION 3 – What will you be doing differently? 
 Participatory (planning) approach at all levels 
 Leadership (planning & decision making) – accountable & delegation – at all levels 
 Co-ordination & Organising the sharing and feedback at all levels (community) 
 Value for money (implementation) 
 Attitudinal change as development at the level of extension & stakeholders (human resources 

development) 
 
 
 
 
Results of working Group 3 
 
QUESTION 1 – Role changes in What? 
Teaching  Facilitation 
Manager  Co-ordination 
Inspector  Adviser 
 
QUESTION 2 – Changes in Responsibilities 
Top down planning  joint planning 
Initiation of programmes  react on farmers demand for service delivery, support local 
service agents to perform better, information management 
 
QUESTION 3 – What will you be doing differently? 
New: encourage experimenting (local & scientific knowledge) 
New: support villages in building structures to organise demand 
Revised: communication – linkages & opening windows (compartments) 
 
 
Results of working Group 4 
 

QUESTION 1 – Role changes in What? 
 Pluralistic (networking etc.) 
 Demand - driven  (those of the community) 
 Will be goal-oriented 
 Co – ordinative  
 Capacity building 
 Facilitative 

 

QUESTION 2 – Changes in Responsibilities 

Pluralistic responsibility...  
 need to establish & maintain communication links with stakeholders 

Demand - Driven 
 Institutionalise a system whereby you can get to know felt-needs from community 
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 align activities and plans with the established needs 

Goal Oriented Responsibility 
 ensure quality of response through supervision, monitoring & evaluation 

Facilitative 
 ensure staff attitudinal changes 
 avoid imposing tendencies on farmers & staff 

Capacity Building  
 identify staff capacity needs 
 implement a programme on capacity building that will answer to clients demand 

 
 
QUESTION 3 – What will you be doing differently? 

Co-ordination 
 will go beyond front line clients to a multi - sectoral level (inclusive) 

Demand - Driven 
 to be a bottom-up approach 
 focus will be on community needs 

Capacity Building 
 capacity development programme will be drawn participatively with front-line extensioners   

 
 
In order to summarise the results of the 4 groups, Jürgen noted the key elements and they were 
clustered during plenary. The following clustering reflects the outcomes:  
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Summary of all 4 groups: 
 
 
Obvious changes in the roles and responsibilities were identified. They  related mainly to the 

management style and the facilitation of platforms and processes with multiple stakeholders. 

These were not perceived roles before, where a manager would be more in the role of supervisoir 

and controller rather than facilitator and mitovator..  

 
Changes in Roles of extension managers 
 

 

 Facilitator vrs. instructor 
 From teaching  facilitation 
 From inspector to advisor 
 Facilitative  
 
 

 Personal attitude change  - supportive, 
transparent, accountable to stakeholders 

 
 

 Provision of inputs / logistics 
 
 

 Alternatives vrs. prescription 
 
 

 Facilitator for M+E and decision making 
 

 Pluralistic  networking etc. 
 Co-coordinative 
 From (authoritarian) manager to co-

ordinator 
 Facilitator for linkages  

 Facilitator for capacity building of 
stakeholders 

 Capacity building 
 

 Increasing accountabilities to clients 
 Demand-driven (those of community) 
 

 Problem solving vrs. commodity based 
innovations 
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Changes in Responsibilities of extension managers 

Develop and manage linkages and co-
ordination 

 Networking and co-ordination with 
stakeholders 

 Organising / co-ordination 
 Information management 
 Establish + maintain communication links 

with stakeholders (pluralistic 
responsibilities) 

 

Facilitate organisational development 

 (Managing change) e.g. team building 
 Ensure staff attitudinal changes 
 Avoid imposing tendencies on farmers + 

staff 
 Leadership 

Facilitate participatory strategic planning 

 Strategic planning (organising, responding 
+ supporting demands) 

 Planning 
 Joint planning  ≠ top-down planning  

 

Facilitate quality assurance in service 
delivery 

 Monitoring + evaluating extension 
 Monitoring + evaluation 
 Ensure quality of response through 

supervision, M+E 
 React on farmer demand for service 

delivery 
 

Facilitate HRD to respond to client 
demand 

 Self + staff capacitating 
 Human Resources Development 
 Identify staff capacity needs 
 Implement a capacity building programme 

that answers the clients demand 

Facilitate the organisation of client 
demand 

 Demand-driven: institutionalise a system 
whereby you can get to know felt needs 
from community  

 

 Support local service agents to perform 
better 

 
 Implementation 

 

 
The most important change in the role of the district extension manager 

is:   manager    facilitator 
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11 Challenges and Implications on the Individual 
Situations of the Participants 

 
Changes of the roles and responsibilities in general were still rather abstract. In order to make it 

even more tangible and real, participants were asked to break this down to their own work 

environment. However, to know what should be changed in the responsibilities and by those 

activities, one must be aware of certain issues: 

 
1. What needs to be done? 
2. What want we do? 
3. What we are capable of doing it? 

 
This ‘reminder’ is supposed to help prevent unrealistic planning of changes in activities  

 
 
 
 
Only if the certain activity is part of 

all three cycles then there is a good 

chance in implementing the 

planned change of responsibilities 

and activities. 

 
 
 
 
 
 
 
 
 
 
 
 

 
 
Based on the elaborations above and the three circles, participants were asked to define what the 

most crucial next step for them, in their working situation would be in order to facilitate change in 

the direction of this agenda, within the responsibilities defined! They were asked to write one card, 

as specific as possible, in one sentence 

 
“How do I ...” 

 
The results were clustered and very clear individual challenges came out:  
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 How do I support local service agents 
to perform better? 
 
 
 
 
 

 Integration of PEA 

 Facilitate participatory strategic planning 
in my organisation in order to introduce 
PEA process  

 How do I orientate my colleagues in the 
new approach (PEA) (introduce to them) 

 Foster PEA to Organisational 
Development 

 Staff Development to respond to 
clients need 

 How do I implement a capacity programme 
that ensures the clients demand 

 How do I mentally prepare myself for 
dealing with these change challenges  

 How do I facilitate HRD to respond t 
client demand 

 How do I identify staff capacity needs 
for implementing PEA 

 How do I capacitate staff & other 
stakeholders to make them responsive  to 
PEA process 

 How do I ensure improved staff capacity 
for effective extension delivery  

 How do I find out the training gaps to 
facilitate HRD to respond to client 
demand 

 How do I facilitate HRD efficiently to 
enhance staff skills that can meet clients` 
demands 

 Facilitate human resource development to 
respond to demands 

 

 OD towards effective service delivery 
 How do I facilitate organisational 

development to ensure service delivery 
 Capacitate my team to agree to changing 

demands 
 How do I facilitate organisational 

development in the district 
 How do I re-organise the decentralised 

District Directorate of Agricultural to 
meet the new challenges 

 How I convince (ministry) NPDA to adopt 
participatory practices at all levels of 
management  
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 Co-ordination and Management of 
Linkages 

 How do I co-ordinate and manage linkages 
 How do I co-ordinate and manage linkages 

 Facilitate the organisation of client 
demand 

 ... Facilitate the organisation of client 
demand 

 Facilitate community (farmer) need 
identification and analysis 

 LOD 
 How do I facilitate the set-up of a FBO 

support system  
 How do I implement the PEA approach on 

existing organised farmer groups 
 

 Strategic planning in a participatory  
     way  

 How do I facilitate production of a 
strategic plan in a participatory way 

 How do I facilitate participatory planning 
which address demands of clients 

 Brief management, identify target clients 
for planning development 

 How do I facilitate a workshop with 
various stakeholders to decide on a pilot 
for demand-driven extension 

 
 
These questions were addressed through ‘resource groups’. Participants who had a lot of 

experience with certain issues woulkd be the 

resource people for the others, who would pose their 

questions. The discussion was guided by key 

questions and rapporteurs were asked to write up a 

short summary of the discussions.  

 
The resource groups were formed by interest and did 

get the following task: 
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11.1 How to facilitate Local Organisation Development  
 

 
Since the group had to deal with two subtopics („how 

to establish a system to support FBOs“ and „how to 

assist already existing groups by using PEA“) it came 

up with the following header for their group work:   

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
„Guideline in facilitating FBO- formation and strengthening by using PEA“ 

 

It was felt that this would cover the institutional support system as well as the practical approach to 

assist FBOs in their formation phase or strengthening their capacities. Thus it would be helpful for 

each participant in his or her work back home. The following steps were identified (since it was a 

group work the explanations under each heading try to cover the points raised by various 

participants and do not necessarily always reflect a consensus): 

 

1. Identify responsible institution / person 
As a first step by means of formal /informal surveys and use of secondary data it is established 

who actually is in charge of initiating or supporting FBOs. Thus the word „persons“ would stand for 

the farmers themselves who feel they would be better off by forming a FBO, the word „institution“ 

would stand for a department within a ministry, an NGO, a private consultancy company or 

whatever. The emphasis is on the fact that formation of FBOs/LODs cannot and should not be the 

sole responsibility of an extension service (like a common performance indicator might state: 

„...after one year six farmer groups are formed...“) but it is rather the task of the farmers 

themselves to get organized (probably with the assistance of a facilitator). 

 

2. Orient the respective staff and stakeholders on PEA 
Since the group felt that this respective „institution“ will have the function of facilitating „group 

formation“ or „group strengthening“, it is appropriate to use the PEA approach. Thus as there 



                           SNRD Learning Workshop for District Extension Managers - Documentation   77 

 

arises the need to orient the involved staff (not the frontline staff yet) in this (maybe) new way of 

extension. This could be achieved by workshops and training courses on PEA. 

The word „stakeholder“ at that particular stage does not include the communities themselves. It 

was assumed to be more effective to align the staff and other stakeholders first in the „new 

paradigm“ of participatory approaches and the implications thereof in order to get a common 

understanding and to avoid confusion. 

  

3. Define the impact area (piloting) 
In a follow up meeting the impact area for a piloting phase should be selected. The results of that 

meeting should include: selection criteria of a target community and operational framework for 

implementation of pilot phase.  

 

4. Training of field staff in impact area 
Once the pilot area had been agreed upon the respective frontline staff will have to be trained in 

PEA and matters specifically concerned with FBOs (legal aspects of formal and informal groups, 

feasibility of working as a farmer group, advantages and disadvantages of a group etc.)  

From this point on the actual process of addressing the community, or, in the case of already 

existing FBOs, who have contacted the respective institution for support, started. The following 

steps are more or less along the lines of PEA. 

 

5. Meeting with local leadership 
In a first meeting the local leaders of the pilot area will be contacted. The aim of the meeting is: 

familiarisation with the PEA process, clarification of expectations, selection of target community / 

village. A point of concern was raised that FBOs should actually be a „user-owned, user-

controlled, non-traditional business entity“. Of course this does not mean that it is operating 

deliberately against for example traditional authorities, it more or less emphasis the possibility that 

„tradition“ can sometimes hamper such private ventures.  

 

6. Identification of existing FBOs 
7. Assessment of existing FBOs 
8. Feedback meeting with the community 
 
9. Village decides about the preferred FBO-structure to organize their demands 
In the steps 6 to 9 the existing organisations and institutions within the village will be identified and 

assessed in a participatory way. The aim is to avoid unnecessary duplication of maybe already 

existing structures as well as to see if those existing structure actually do what they are supposed 

to do. Based on this assessment the farmers will decide if it is worthwhile to set up a new structure 

or if it is better to improve on the existing ones. 
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10. Strengthening and empowerment of FBO 
Depending on the decision made under 9, the standard procedures to strengthen a FBO may be 

undertaken. This will involve „training of transformation“, management and leadership styles, 

accounting, democratic procedures during meetings and elections, exposure trips to other LODs, 

etc. 

 

During those 10 steps the group felt that the following problems might be encountered: 

• Cooperation with other departments, line ministries, NGOs, etc. could be difficult 

• All training efforts are currently strongly effected in a negative way due to HIV/AIDS victims, 

staff movements and transfers as well as limited resources. 

• The group also was not so clear from which stage on the targeted community (which means 

the farmers themselves) should be involved. Apparently that will also depend on each specific 

country-situation and it’s respective level of community organization. 

• The PEA process as a whole was perceived to be expensive as well as time consuming, 

especially in it’s initial phase. 

• Conflicts between local leaders might hamper or jeopardize the whole process. 

• A high level of facilitator skills is needed to operate within the PEA context and it remains to be 

proven if the majority of the front line staff will be capable of doing it. 

• The high rate of illiteracy among farmers makes training difficult. 

(Unfortunately due to time constraints the group was not in a position to come up with solutions to  

the above-mentioned foreseen problems) 

 

PLENARY DISCUSSION: 
The plenary discussion mainly focused on the issue „why FBOs actually usually don’t work“. The 

participants came up with the following reasons: 

• Lack of ownership and commitment 

• No clear reason when formed 

• Leadership – executives are not farmers themselves (who is representing who) 

• FBO and/or leaders are not doing what they are supposed to do 

• Benefits are not clear to members 

• The outputs are not satisfying the needs 

• Lack of accountability of leaders to the members 

• Poor consultation between leaders/members, leaders/managers, etc. 
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• Poor communication among all levels (horizontally as well as vertically) 

• Lack of linkages and thus no synergies 

 

Some of the possible remedies to these ailments were mentioned: 

 Training of transformation (in order to create a culture of learning, responsibility, ownership, 

culture of feedback, etc.) 

 Clarify on roles and responsibilities of leaders and members 

 Facilitate ownership 

 „re-connect members/groups/institutions within the community („webbing“) 

 

Note:  

During the whole process it was realized that the two terms LO (=local organization) and FBO 

(farmer based organizations) was used without trying to actually differentiate between the two. 

Some had the feeling that FBO (since it is focusing on agricultural matters and businesses) could 

have some distinct features not applicable to other CBOs (=community based organizations, just 

to introduce another term, which was used during the discussion). It could be worthwhile to expand 

more on that topic. 
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11.2 How to develop staff competence to respond to 
client demand“ 

 

1. What to achieve / objective 
- To improve staff competence in order for them to respond to the demands/needs of clients & 

stakeholders – based on that fact that the environment of extension is changing, staffs loses, 

farmers asking challenging questions 

 

 
 
 
 
What steps How to proceed  What difficulties How to handle those

  
Situational analysis to 
find out how far are 
we towards problem 
solving approach 

- Workshops 
- Expert advise 
- Feedback meetings 
- Survey 
Involvement of 
different 
stakeholders, e.g. 
staff, clients, service 
providers, NGOs 
 

Analysis of the job 
functions of the staff 
- What staff have you 
at the moment 
- What skills do your 
staff have and what 
are they doing and 
how are thy doing it 

Compile staff audit for 
all levels of staff from 
information gathered 
from  
- Meetings 
- Questionnaire 
- Workshops 
 

ressources 
/finances, 
logistiques) 
 
 
 
Experts 

 
Lack of co-
operation 
(negative attitude)

 
Time frame for 
implementation 

 
 
Staff turnover 
(HIV/AIDS, 

Internal budgeting 
process 
External funding 
by submit 
 
Hire consultants  

 
Sensitisation 
workshops 
(exposure, 
motivation) 
 
Prioritisation 
function that must 
be done 

 
Information, 
education 
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Development of a 
vision for “problem 
solving approach” 
(envision) 

it is participatory and 
it will include forums 
like: 
- Meetings 
- Workshops 
- Individual contact 

Identify training gaps 
and needs, for all 
levels of staff 

Identifying training 
gaps: 
- On the job 
assessment  
- Observation 
- Peer group 
assessment 
- client assessment 

Compile staff 
development 
programme 

Development of the 
programme: different 
levels of staff have to 
be catered (who need 
in-service, 
orientation)  ensure 
adequate budget: 
 
- Engaging experts 
who have developed 
lessons in problem 
solving approach 
- Do it ourselves as 
they did it 
 

poaching by 
private sector) 

 
 

 
 

Communication 
Improving working 
conditions 
sometimes 
beyond our control

Implementation Use several ways:  
- Training in-service  
- Workshops 
- Experimental 
training with clients 
(pilot programmes: 
action and reflection) 

- Exposure 
visits  

  

Monitoring and 
evaluation 

Continuous feedback 
and sharing through: 

- Workshops 
- meetings 
- Field visits 
- Meeting / 

office visits 
- Reports 

Evaluation should be 
both from time to time 
internal and external, 
built in by different 
stakeholders  
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11.3 How to integrate / institutionalise PEA 
 

Session Report (Khathu Tchikolomo) 
 

1. Intended Achievement 
Institutionalisation of PEA at all levels and strata of the organisation and ensuring that it is being 

practised. 

For the intended achievement to be realised the following critical issues must be addressed: 

- The PEA should be introduced to all levels and strata in the ministry 

- The various levels and strata must buy into the process 

- Common understanding of the PEA should be established 

To ensure sufficient realisation of the achievement, the group proposes the following activities as 

requested by the plenary: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



                           SNRD Learning Workshop for District Extension Managers - Documentation   83 

 

 
Envisaged Step How to Proceed Difficulties How to handle the 

difficulties 
Introduction 
 
1. Sell PEA to all 
levels and strata in 
the ministry  
 
2. Secure policy 
commitment  

 
 
Workshops 
Presentations etc. 
 
Lobby for 
commitment and 
policy directive 
Approval of strategic 
plans by policy 
makers 

 
 
Poor response and 
resentment 
 
 
Time constraint 
Delayed response 
 

 
 
Find the causes and 
addresses them 
 
 
Making follow-ups 

Implementation 
Phase 1 
 
3. Pilot the PEA ion a 
few areas 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
4. Evaluate PEA 
implementation 
 
 
 

 
 
 
Develop an inclusive 
plan for 
implementation 
Identify needs for 
clients and for staff 
Develop staff capacity 
in response to needs 
Budget and secure 
logistics and 
resources 
Enter pilot community
 
Continuous 
monitoring and 
evaluation 
 
 
 

 
 
 

Shrinking 
budget 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Poor feed-
back 
 
 
 

 
 
 

Develop PEA 
plan that will 
accommodate 
shrinking budget. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Set corrective 
measures  
 
 
 

Implementation 
Phase 2 
 
5. Scaling up of the 
PEA process  

 
 
 
Develop and 
implement expansion 
plan and strategy  
 

 
 
 

Resistance by 
personnel  

Shrinking 
budget 

 
 
 
- Use experiences 
from pilot and 
resource persons  

 
Plenary input: There is need to proper co-ordination of other service providers. 
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11.4 How to co-ordination and manage linkages 
 
Objective:  
To achieve a cost effective quality management system that ensures co-ordination and full control 

of networking all relevant activities 

1. Providing and monitoring cost effective services to clients 

2. Improved co-ordination of stakeholders in extension delivery 

3. Organisation that ensures full control of networking in all relevant activities 

4. Quality management system for agricultural extension service delivery 

 

The discussion centred in the objective of the topic which was “cost effective quality management 

system” that ensures co-ordination for full control of networking all relevant activities. In developing 

steps / strategies the group worked at the giving questions: 

• Who are the stakeholders? 

• What are they doing? 

• How can they be co-ordinated? 

 
 

The group discussed and came up with a number of steps to be followed to achieve the objective 

of the topic discussed which were: 

1. Establishing an inventory of existing stakeholders in a district and /or province. This can be 

done through: 
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a) Surveys 

Difficulties envisaged with survey include: 

- Competence and expertise in designing questionnaires and 

- Poor response to questionnaire  

- Reliability   

- Costly 

The difficulties can be overcome through training of the survey team to improve 

competence, creating awareness and making follow-ups to the participants shall 

reduce the cost and improve reliability of the survey results. 

b) Review register 

Registers are a source of information on existing stakeholders and their activities in 

the area. The register may contain outdated information and gaps, which can be 

bridged through verification and chain interviewers. 

c) Clarification of roles and responsibilities of stakeholders 

This can be achieved through workshops, meetings, and personal contacts. 

Envisaged difficulties can be overcome by making follow-ups to absentees of 

workshops, meetings and by developing a joint vision of service delivery in the area 

of operation among stakeholders. Meetings can also be used to clarify roles and 

responsibilities of different stakeholders in an area. In addition to this personal 

contacts can also yield similar results to meetings and workshops. 

d) Develop a joint vision for the service delivery  

This can be achieved through workshops and meetings. The envisaged problem is 

the differences in agenda for various organisations / stakeholders which can be 

overdone through compromises. Lobbying and negotiations for joint vision can also 

assist in overcoming this difficulty. 

e) Develop criteria for co-ordination and identify an co-ordination body  

This can be achieved through workshops and meetings. The idea is to initiate the 

process. The difficulty envisaged is financing which can be overcome by joint 

financing of activities. 

f) Develop criteria for quality of service delivery 

This means to this is an organised feedback structure of clients on service delivery. 

g) Develop quality control mechanism  



                           SNRD Learning Workshop for District Extension Managers - Documentation   86 

 

This can be achieved through consultation of the clients. Clients should part of the 

board. The difficulty foreseen is identification of representatives for farmers/clients. 

This can be achieved with local organisational development, as farmers shall be 

able to appreciate the importance of having representatives at all levels. 

 

Steps How to proceed Envisaged 

difficulties 

How to handle 

difficulties  

Establish an inventory 

of existing 

stakeholders 

Conduct surveys 

 

 

 

 

Review register 

Competence and 

expertise  

Poor response to 

questionnaire  

costly 

Outdated and missing 

information 

Training the survey 

team 

 

Prior awareness an 

follow-ups 

Verification and chain 

interviewer 

Clarification of roles 

and responsibilities of 

stakeholders 

Workshops, meetings, 

personal contact 

Poor turn up Follow-ups 

Develop a joint vision 

of service delivery in 

the area 

Develop a joint vision 

for the service delivery  

Workshops, meetings, 

personal contact 

Low commitment  

Prescribed agendas 

for different 

stakeholders 

Lobbying and 

negotiation process 

Develop a joint vision 

of service delivery 

Develop criteria for 

co-ordination and 

identify a co-ordinator 

(co-ordinating body) 

Workshops, meetings Funding  Joint financing 

Develop criteria for 

quality of service 

delivery 

Organise feedback 

structure of clients on 

service delivery  

 

Financing   

Develop quality 

control mechanism 

Consultations of the 

clients 

Clients should be part 

of the board 

Competence 

development of service 

provider 

Identification of 

representatives for 

farmers and clients 

Refer to LOD group  
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11.5 How to deal with organisational development 
 

 
 
 
 
What to achieve How to proceed Difficulties foreseen Handling the 

difficulties 
A learning 
organisation with an 
internal healthy 
atmosphere, 
motivated staff, 
committed 
management that 
delivers an effective 
extension service  

1. Situational 
analysis  

- Communication 
- Performance 
- Transparency 
- Organisational 

structure 
- Interpersonal 

relations 
- Staff turnover 
- Ethics 
- Logistics 

(resources) 
- Policy 
- Staff development 

programme 
- Organisational 

culture & values 
- Team spirit etc. 
 
The above could be 
collapsed into 
- Functions 
- structure 
- current 

performance 
- processes & 

mechanism 

Personnel capacity to 
execute OD 

Capacitate internal 
staff and OD 
facilitator 
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2. Synthesis of 
findings and way 
forward by all staff

Conflict in reaching 
consensus 

Leave them to think 
over their problems 
which have been 
exposed 

3. Programme for 
implementation 

- Staff and 
management re-
orientation e.g. 
cultural change  

- Explore strategies 

Resistance to 
change, cognitive 
dissonance, 
ignorance  

Ignore those difficult 
to change and 
proceed, intensify, 
give information, 
educate and 
communicate, 
capacitate facilitating 
team, source from 
donors  

4. Implementation 
- Secure resources 

and implement 

Capacity of team Capacitate staff 

5. Monitoring and 
Evaluation 

- Design 
performance 
indicators 

- Review meetings 
/workshops 

- Document 
findings and give 
feedback to all 

  

 

   
 

The plenary group gave the following comments during the group presentation: 

- commitment from top management imperative for the success of OD to e.g. prevent victimisation 

of staff by some managers for exposing their weaknesses 

- The 3 Cs – change, challenge, context should always be taken into  considerations in OD 

- Core values of OD are openness, transparency, accountability 

- OD can be implemented at all levels in the organisation 

- OD needs to be internalised in order for it to be successful, i.e. there should be ownership of 

the whole process by all staff  

 
 

11.6 How to integrate HIV/AIDS into extension 
 

Members: Martha, Theo, Khathu, Nelani, Toni, Hlami, Khathu 
 
What to achieve:  
To integrate HIV / AIDS issues into extension service delivery in order to create awareness of staff 

and clients on how to prevent and live positively with HIV/AIDS 
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What step 
 

How to proceed What difficulties How to handle them 

Establishment of 
HIV/AIDS desk in 
agricultural 
institutions  

- Seeking for policy makers 
approval  
- Identification of possible 
desk personnel  
. Training of desk personnel 
at all levels  

 
 
- Finding willing 
personnel to do 
the job  
- Lack of 
expertise and 
funds 
 

 
 
- Providing motivation 
and incentives  
- Networking with 
other partners  

Networking - Identifying relevant 
partners with common 
interests  
- Initiate intradepartmental 
forum  

 
- Lack of interest 
and commitment 
in group action 

 
- Continuous 
sensitisation and 
communication  

Sensitisation of 
staff on HIV/AIDS 
pandemic  

Through 
- Workshops 
- Meetings 
- Presentations 
- Audio-visual materials 
- Help-line (phone/box) 
- Using HIV positive   
  Activists  

 
 
 
Unpredictable 
reaction of 
infected staff 

 
 
 
Put mire emphasis on 
counselling  

Sensitisation of 
clients on 
HIV/AIDS issues 

- Using HIV positive activists 
- Campaigns 
- Mass media 
- Road shows 
- Meetings  
- Develop agricultural  
  Focused HIV/AIDS 
  Message 
  

- Lack of funds 
 
- Explicit 
language vrs. 
cultural and 
religious values   
 
- Traditional and 
religious beliefs  
 
 

 
 
- Using of appropriate 
or acceptable 
facilitators  
 
 
- Get support from 
local traditional 
authorities  
- Partnership be 
secured at this stage 
from even traditional 
healers 
  

Assess impact of 
HIV/AIDS in 
agricultural number 

- Through surveys and 
interviews, e.g. participant of 
field situations  

- Knowledgeable 
staff to do the 
task 
- co-operation 
from the affected 
ones 

- Sensitisation and 
communication  

 
The group and the subsequent plenary discussions were very rich and insightful. It revealed that in 

some topics, more in-depth knowledge was needed to deepen the understanding and the 

imagination. Organisational development and performance management were two such topics. 

Structured inputs during the next day helped in that respect.  
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12 Exploring Organisational Development (OD)  
 
 

(By Mike Connolly) 
 

What is Organisation Development (OD)? 
 
In today’s world, individuals and organisations 
have to adapt continuously to change. OD is 
the term which describes the conscious 
process through which organisations cope 
with and adapt to change. In practice, OD is 
an active, staged process of self-discovery 
and experiential learning to improve 
organisational effectiveness. It focuses on 
changes in attitudes and behaviour as the 
basis for improved performance, job 
satisfaction and the creation and maintenance 
of a healthy working environment throughout 
the entire organisation. OD is usually a long-
range effort, which depends critically for 
success of the development of open 
collaborative relationships based on high 
levels of trust and support across the 
organisation. 
 
What does it do? 
 
OD focuses strongly on the organisation-wide development of human resources where 
individuals and groups can grow for their mutual benefit and that of the organisation. There is 
evidence that organisations which encourage human development and growth tend to perform 
well. It is also clear that large formal organisations need to do a lot more to encourage the 
personal growth and development of employees. This they can do through promoting openness 
and co-operation, by helping to build effective teams that collaborate constructively in place of 
overly hierarchical assemblies of individuals (who often compete in ways that are detrimental to 
themselves and their organisation) and by recognising the importance of openness, transparency, 
support and accountability in interpersonal and group relationships. Hence the OD process acts as 
a catalyst to bring about a culture of transparency and trust. 
 
When does an organisation decide to embark upon an OD Programme? 

 When an organisation recognises the key components of its management and operating 
systems are not working as harmoniously together as desired and when the complex mix of 
systems, structures and people are not producing the expected results. 

 As soon as management in organisations realise the stifling effects of autocratic or 
paternalistic styles of management on staff morale and performance. When there is wide-
ranging variability in performance between and across the various levels of staff, OD is often 
chosen as the central strategy for change. 

 The pursuit of excellence rather than mediocrity in performance is often the prime reason why 
organisations consider implementing OD programmes. Such programmes involve a searching 
self-analysis of an organisation and managements/institutions are prepared to embrace the 
risks involved in such and exercise in order to ensure survival and growth in the face of 
significant change. 
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 To release the often untapped latent energy and creativity within an organisation 

 
What are the key stages in an OD programme? 
In programmes involving fundamental change within an organisation, a  change process 
facilitator is normally engaged to catalyse the agenda for change in close collaboration 
with management at all levels. S/he then takes the organisation through three central 
stages of transformation: 
 
1. Cultural change/re-orientation 

 This involves a journey of self discovery for the organisation which explores the problems 
facing the organisation, staff attitudes and opinions, relevance and functionality of services and 
systems in the context of where the organisation needs to go in pursuit of its strategic vision.  

 While information gathering is important in this phase, it is the exploration of relationships 
within the particular organisational culture which is the crucial focus. How healthy is the 
organisational culture in terms of openness, transparency and accountability? Is there too 
much hierarchy and too little  heterarchy?  

 Based on the insights gained and shared with management in these exercises, the process 
facilitator will then set out the aims and agenda for the OD programme. 

 
2. Renewal and reorganisation 

 This stage involves the implementation of the change agenda agreed for the organisation. 
Review of the three R’s – roles, responsibilities and relationships - - is the critical focus for both 
management and the process facilitator. 

 Changes need to be rooted in ownership by all parties so that there is optimal buy-in to the 
new ways of working and minimal resistance across the organisation. Where resistance 
emerges, it has to be engaged with directly, to try and bring those groups or individuals on 
board the change programme or face them with the consequences of declining to do so. 

 Managers in organisations involved in OD programmes need to develop their skills as leaders 
and facilitators engaged in improving organisational effectiveness. This is often a very difficult 
task. OD is much more than cognitive management development – it is fundamentally involved 
with changing decision making processes, organisational systems, operating approaches and 
structures. 

 As a transformational change process, OD is inherently challenging to peoples attitudes, 
beliefs and self-image. As such it can be initially painful (confusion and widespread discomfort 
are essential experiences in the early exploratory stages) but eventually very rewarding for 
organisations wishing to take the risks involved in pursuit of higher performance and 
effectiveness from their staff for their clients. 

 Task teams are often set up to focus on particular issues and problems and propose ideas and 
frameworks for testing and wider application across the organisation.  

 If this stage is successfully engaged with, there will be a visible and palpable change 
(compared to the pre-OD situation) in the attitudes and approaches of managers and staff 
towards their work challenges and colleagues. It is this attitude and behavioural change (ABC) 
that is the fulcrum for change in many other areas. Managers, for example are typically more 
open to new ideas, less defensive about existing practices/systems and better team leaders, 
facilitators and supporters of staff. Generally at the end of this stage there is an attitude of “can 
do” across the organisation which manifests itself in open and confident approaches in 
engaging with the ongoing challenges and problems confronted. 
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3. Maintaining a healthy organisation 
 Once an organisation has become demonstrably effective and high-performing in providing 

services, the challenge is how to maintain such levels of effectiveness. Always, there are 
“three C’s” to be engaged      with - - challenge, context and change. There are also “three 
P’s” - - purpose, people and process. The “three C’s” focus mainly on how leading-edge the 
organisation is in terms of its external environment. - - client orientation and quality of 
innovation in services provision. The “three P’s” focus on the how healthy the internal 
processes of the organisation are - - groups, teams, communication, conflict resolution.  

 

 In all of those experiences, there is  one central insight which is gained through effective OD 
programmes – how to become and remain an effective learning organisation. That’s in a 
nutshell what OD is about. If an organisation takes its people on that journey and achieves a 
high quality of learning along the way, it has discovered the essentials of effective OD. What a 
treat it is to see organisations change from being places where people suffer in disgruntled, 
often silent de-motivation to collegial centres of learning where people like to live, work and 
perform as valued, enlightened people who all make a difference! 

 
What activities are implemented in an OD programme? 
 
An OD Programme focuses centrally on roles, responsibilities and relationships (often called the 
three R’s) throughout the organisation. Three major types of activity are being implemented: 
 
1. Those that aim to review or change organisational systems and structures such as role 

analysis, revisiting job descriptions and reporting channels. 
 
2. Those that aim to change behaviour such as: 
 

 Counselling and coaching for individuals 
 

 Team-building designed to strengthen team relationships and effectiveness in the undertaking 
and completion of tasks (e.g. task teams) 

 
 Inter-group activities to improve mutual understanding and collaboration between 

interdependent groups. 
 

 Training and development at all levels to improve knowledge and skills. 
 
3. Those that concentrate on problem analysis such as diagnostic exercises (e.g. 

questionnaires, interviews, group meetings), exercises in planning and objectives – setting to 
improve decision-making skills, and process consultation to create deeper understanding of 
the human processes that are taking place in the organisation. 

 
 
What are the values, qualities and abilities needed by those involved in facilitating 
OD programmes? 
 
Experiences with OD programmes imply that particular values, qualities and abilities are 
necessary for those involved in facilitating change processes within organisations. 
 

 Values that include a preference for: 
 

- fostering ownership for actions/outcomes by groups and individuals 
 
- heterarchy rather than hierarchy (viz consensual people – centered decision – making 

processes as contrasted with autocratic, top-down impositions of authority). Also, the 
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fostering of interpersonal relations based on mutual trust, teamwork rather than 
competitiveness and for conflicts to be handled openly and constructively. 

 
 Qualities of personality and intellect, especially the ability to listen diagnostically and with 

empathy, rational understanding of the problems and contexts in which people operate and 
maturity in terms of awareness and acceptance of personal strengths and weaknesses. 

 
 Abilities centered on understanding and know-how in behavioural sciences especially learning 

processes in the experiential and informal contexts. The ability to establish and maintain strong 
working relationships (often in relatively uncomfortable circumstances) with a wide cross 
section of people is a crucial competence for OD facilitators. 

 
 OD facilitators have to be able to advance joint decision-making with management on 

change agendas and processes. The above combination of attributes required for effective OD 
facilitators are not always easy to find. Academics are not always suitable because they find it 
hard to apply theory to practice. Business consultants are often unsuitable because they feel 
they must give expert advice in order to justify their fee. Research to date indicates that only 
one in five attempted “programmes” are ultimately successful; poor facilitation of OD processes 
is cited as the most likely reason for this. 

 
 What is really required is someone who can help an organisation to explore and help itself 

through behavioural transformation and then fade gracefully out of the scene. 
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13 Exploring ‘Performance Management’ 
 

By Mike Connolly 

Part of the text following here were not presented in that way. However, this might explain some of 

the issues raised during the workshop 

 

13.1 What does performance management involve? 
 
Performance management is defined as a systematic process to improve and develop the 

performance and competence of individuals and teams in order to increase overall organisational 

effectiveness. It can be described as: 

 
♦ A partnership between managers and individuals or teams, which, through dialogue, 

develops mutual understanding of expectations thus clarifying the psychological 
contract and paving the way for the development of positive contract. 

 
♦ A developmental process which provides for the joint development and improvement 

needs and empowers people to take control over their own performance and 
development with the guidance and support of their managers and the organisation  

 
♦ An holistic process owned and driven by line in which performance management is 

“bundled” with other HR processes in order to improve organisational effectiveness  
 
♦ A process in the sense that it is about how managers, individuals and teams behave 

when they work together to achieve improvement and develop competence rather than 
a bureaucratic system. 

 
♦ Being concerned with means as well as ends, inputs as well as outputs (i.e. 

competence and results) 
 
♦ Involving the agreement of objectives rather than compliance with top-down 

commands (although the ultimate aim will still be to align individual and organisational 
objectives). 

 
 

13.2 What are its aims? 
 
The following two simple propositions provide the foundation upon which performance 
management is built. 
 
 
1. When people (individuals and teams) know and understand what is expected of them, 

and have taken part in forming these expectations, they will use best endeavours to 
meet them. 
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2. The capacity to meet expectations depends on the levels of capacity that can be 
achieved by individuals and teams, the level of support they are given by 
management, and the processes, systems and resources made available to them by 
the organisation. 

 
These propositions imply that the basic aims of performance management are to share 
understanding about what is to be achieved, to develop the capacity of people of people 
and the organisation to achieve it and to provide the support and guidance individuals and 
teams need to improve their performance. 
 
Another way of putting the overall aim of performance management is that it exists to 
establish a culture in which individuals and groups take responsibility for the continuous 
improvement of business processes and their own skills and contributions. It is about 
sharing expectations. Managers can clarify their expectations of what they want individual 
team members and their teams as a whole to do, and individuals and groups can 
communicate their expectations of what they should be able to do, of how they should be 
managed, the support and resources they need and how their talent should be able to do, 
of how they should be managed, the support and resources they need and how their 
talent should used. 
 
Performance management is very much concerned with interrelationships - between 
mangers and teams, between members of teams and between individuals and groups and 
other stakeholders. These relationships are reciprocal and performance management 
aims to improve their quality. 
 

13.3 How is it implemented? 

13.3.1 Continuos Monitoring and feedback 
Perhaps one of the most important concepts of performance management is that it is a continuos 

process of managing and developing performance standards which reflects normal good practices 

of direction-setting, monitoring and measuring performance, providing feedback and taking action 

accordingly. 

 
Interim informal reviews can be held as required – month, quarterly, etc. They can be used 
to provide more structured feedback and importantly, to revise objectives and plans in 
response to changing circumstances. 
 
Progress in implementing the personal development plan can also be monitored during 
the year. 
 

13.3.2 Formal review and feedback 
Formal review meetings between mangers and individuals may be held annually but can 
take place more frequently – twice a year or even quarterly  - in fast-moving environments. 
They provide an occasion for structured feedback and reflection. The feedback will 
summarise and draw conclusions from what has been happening since the last review but 
will be based on events and observations rather than opinion. These should have been 
raised at the time  - there should not be any surprises during the formal discussion. But 
the conversation – and that is what it should be – will concentrate on the analysis and 
review of the significant points emerging from the period under consideration. It will 
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recognise successes and identify things that have not gone according to plan in order to 
learn lessons for the future. It should be a joint affair – both parties are involved. So there 
may be an element of self-assessment by the individual. 
 
The review should be rooted in the reality of what the individual has been doing. It is 
concrete, not abstract, and it allows managers and individuals together to take a positive 
look at how performance can become even better in the future and how any problems in 
achieving objectives or meeting standards can be resolved by the individual alone or 
jointly by the individual and the manger – for example by coaching or arranging training.     
 
  

13.3.3 What are the key elements in performance management 
assessments? 

The performance management process focuses centrally on how individuals and groups 
contribute to organisational goals and key result areas (KRA’s). These (KRAS’’s) are the 
starting point which links individual and/or group achievements to the wider organisational 
objectives. Setting objectives for (KRA’s) in a critical step in a PM process because if they 
are satisfactorily set, employees should be clear about what is required of them and on 
what basis they will be assessed. Objectives are expressed as: 
 

 Targets (measurable outputs in terms of clients serviced, to what standard or quality 
and in what time frame?) 

 
 tasks (specific/discrete units of effort/work to meet targets) 

 
While systematic analysis and listing of KRA’s and objectives are important, there is a 
need to engage with insights from recent practice with PM development. Lessons from PM 
in the nineties have led to a greater focus on competency requirements and the 
assessment of levels of competency within the PM process. The rationale for this is that it 
is not enough to know what results have been achieved, it is also necessary to know how 
they have been achieved. If the how as well as the what is not assessed, there can be no 
foundation for the discussion and agreement of personal development plans, which are 
very important in “best practice  PM  processes”. 
 
Managers and employees have to agree on whether or not (1) competency requirements 
and (2) their assessment  need to be included as an integral part of the PM process. 
 
The following is a checklist of the points to be considered in making such decisions: 
 
 
 

13.3.4 CHECKLIST ON INCORPORATING COMPETENCY 
ASSESSMENT 

 
• Do we believe that the way people behave in achieving results is important, as well as 

the results they achieve? 
 
• Can we make good use of this information to improve performance and develop skills? 

If so, how? 
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• Do we have well-researched competency frameworks in place? If not, could we 
develop them? 

 
• Do we believe that our managers are capable of defining and assessing 

competencies? If not, are we confident that we can provide them with the training and 
guidance which will equip them to do this work. 

 
 

13.4 Framework for Job Description of District 
Extension Managers 

 
Mike presented a task for the group:  
 

 
 

 
 
The groups worked on a possible job description including key result areas for performance 
management:  
 
 
 

Group Work Task 
 
 
1. Select 2-3 responsibilities  
2. Envision a key result area for it 
3. For each KRA give: 

a) objective 
b) task (unity of work) 

4. How will you assess how well you are 
accomplishing it 
- qualitative indicators !! (ABC + 

measurable outputs) 
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13.4.1 Group work results  
 
GROUP 1  
 
1. Purpose of Position/Job 

o The purpose of the position was established as to manage/facilitate extension service 
delivery 

 
2. Liase With Who  

o As to with whom the DEM has to liase for realising the above purpose the group agreed 
that there would be internal and external people the DEM will liase with. The internal 
people refers to staff: management and other components within the institution/department. 
External stakeholders are service providers, other governmental departments and, more 
important, client-farmers. 

 
3. The Key Responsibilities  

o Develop & manage linkages and co-ordination  
 
 
 

 
 
 
KRA – Key result Area 
develop cost effective and co-operative extension delivery management system 
 
Objective 
to co-ordinate and facilitate the development of a cost-effective and co-operative extension 
delivery system in region by 2005 
 
Tasks & Success Indicators  

o establish an inventory of stakeholders  
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- Indicator: inventory of existing stakeholders, continuous contribution to update the 
inventory 

  
o clarify roles and responsibilities of stakeholders  

- Indicator: document of terms of references 
- adherence to the terms of reference 

 
o facilitate participative development of integrated extension delivery plan  

- Indicator: planned document  
- joint implementation of plan 
 

 
 
GROUP 2  
 
1. Purpose of Position/Job 

o to facilitate , co-ordinate and manage the delivery of extension services to meet clients 
demands at the district level 

 
2. Liase With Who  

o service providers operating in the district, e.g. FBOs, NGOs, input suppliers, etc. 
o service providers outside the district 
o district assembly + traditional leadership 
o other extension district managers (peer group) 
 

 
3. The Key Responsibilities  

o facilitate HRD to respond to client demands 
o facilitate the organisation of client demand 
o facilitate quality assurance of service delivery 
o facilitate participatory strategic planning  
o facilitate organisational development 
o facilitate and manage linkages (co-ordinate) 
o facilitate HRD to respond to client demand 
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KRA – Key Result Area 
o competent extension staff who can respond positively to client demand 

  
Objective 

o to improve the knowledge and skills of extension staff in co-ordination, PEA and knowledge 
of LOD  

 
Task 

o conduct human resource audit  
o facilitate training / development need assessment 
o develop a training programme 
o implement a training programme 
o monitoring and evaluation  

 
Success Indicators 

o staff is trained and able to perform to expected standards (set earlier) 
o a comprehensive report on needs assessment developed 
o farmers are able to improve yields through PEA 
 
 

 
GROUP 3  
 
1. Purpose of Position/Job 

o to co-ordinate effective extension service delivery in respect to: organising the demand, 
responding the demand, supporting the response 

 
2. Liase With Who  

o NGOs 
o governmental ministries 
o parastatals  
o farmer organisations 
o private sector 
o other agencies  
 

 
3. The Key Responsibilities  
The group had listed all responsibilities were discussed in the early days of the workshop. The 
reason was to ensure that choice of key responsibilities made is exactly what has been agreed 
upon. A choice was made from the following key responsibilities:  

o facilitate organisational development  
o facilitate participatory strategic planning 
o facilitate HRD to respond to client demand 
o develop and manage linkages 
o facilitate quality assurances in service delivery 
o support local agent to perform better  
o facilitate management of financial resources 
o facilitate organisation of client demand 
 

KRA – Key Result Area 
o structure that communicates clients` demand to service providers  

 
Objective 

o to have a continuous feedback regarding clients` demand 
 

Task 
o to empower farmers to communicate their needs in service provision 
o to facilitate the formation of structures for communicating the said needs 



                           SNRD Learning Workshop for District Extension Managers - Documentation   102 

 

o to capacitate staff in assessment of clients` needs  
 
KRA – Key Result Area 

o a strategic plan in response to clients` demands commonly developed by all stakeholders 
in extension delivery 

  

 
Objective 

o to develop a strategic plan that will encompass clients` needs and other stakeholders 
 

 
Task 

o to assess clients` needs 
o to facilitate participatory planning sessions 
o to facilitate review sessions (of the plan) 

 
Success Indicators / Evaluation Standards  
KRA 1: Structure for clients` needs 

o satisfied clients 
o active participation of all stakeholders in the process 
o good team spirit  
o improved facilitation skills (of staff) 
o harmonious community structures for response are put in place ( farmers are well 

represented) 
o structures look beyond agricultural issues 

 
KRA 2: Participatory strategic plan 

o effective participation by all stakeholders & clients 
o strategic plan that reflects clients & stakeholders needs 
o harmonious interaction, co-operation and cohesion amongst stakeholders 
o implementable plan that fosters transparency, team work and accountability   

 
The discussion revealed the necessity to further work on a framework job description 
for different levels of staff within the new framework of extension. This would be 
helpful for managers as a resource document 
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14 Exploring ‘Facilitation for Change’ in Communities 
and Organisations 

 

Towards the end of the workshop, some other issues which arose during the discussion were 

further explored through some presentations and description of case studies.  

Among others participants expressed the need to get deeper into ‘facilitation’ which was 

mentioned so often but it always remains hazy what is meant with it. In response,  

 

Jürgen presented some of the core issues involved in ‘facilitation for change’. (see chart below).  

 

In essence, facilitation is much more than moderating and visualising a group discussion – as 

many of us are used from various workshops. It is about engaging people in change through 

creating critical self-awareness among people and groups so that delicate issues can be dealt 

with.  Ultimately it measn to make people think deeply and come to terms with hidden agendas, 

local politics etc, by creating the necessary openness and transparency so that peoples energy 

can be mobilised.  

 

It is a challenging role in that understanding which requires a strong own ‘emancipatory’ vision on 

development by the facilitator. It also needs clear values which the facilitator has internalised and 

makes transparent in groups. Otherwise, there is a contnuous suspicion about the faciliators 

agendas.  

 

In the experience of BASED and other projects who embarked in developing this competence, it 

revealed that the development of facilitation competence does not go without self-development of 

the people. An insecure, not-very confident person does not make a good facilitaor. This 

confidence and security can be developed on the way and in the end of a 2 year learning process 

the person has developed him/herself and the facilitation competence. This process is described in 

the next presentation. 
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15 Exploring Competence Development for Field 
Staff;  – an example from BASED 

 

 
 
First Kathu and Joe presented the overall process of iterative training and learning in the field and 
in workshop. It was combined with the development /adaptation of the PEA approach in the 
Northern Province.  
 

 

Joe Ramaru and Khathu Nedhave 

presented their personal experiences, in 

the course of the development of the 

PEA approach. They strongly 

emphasized on the power of self-

actualisation and development to 

motivate the staff and overcome 

resistances and objections. 
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The sequence of stepos in the learning process consists of 7 phases over a period of 1,5 to 2 
years:  
 

 
 
The process needs a well thought and followed through coaching and mentoring strategy to 
ensure the necessary quality of the learning:  
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The core elements of staff competency development in PEA facilitation:  
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16 Towards Follow-up: - Country-based Action Plans  
 
The interaction in the workshop created a lot of motivation to try out certain things, to change 
cetain situations etc. In order to learn from each other on the way, each country group prepared an 
action plan. Activities which they considered important and would like to enageg with durting the 
next year.  
 
Jürgen posed the following task:  
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16.1 Action Plan from Ghana 
Selected Issues: 
- Organisational Development for Effective Extension Delivery 
- Local Organisational Development 
- Co-ordination and Management of Linkages 
 
 

 
 
 

Selected 
Issue 

When to 
start 

With 
whom 

Helping factors Hindering 
factors 

How to cope 

Organisationa
l 
Development 
for Effective 
Extension 
Delivery 

January – 
December 
2002 

Staff, 
clients 

- Available 
staff to 
facilitate 
process 

- Experiences 
in PEA exist 

- Experiences 
in 
decentralisati
on  

- Conservative 
attitudes of 
clients and 
staff 

- Delayed 
response 

- Very limited 
resources  

 

- Very 
intensive 
initial 
education 
and 
sensitisatio
n   

- Solicit for 
financial 
support 

Local 
Organisationa
l 
Development  

January – 
December 
2002 

Staff, 
clients, 
district 
assemblie
s  

- Strong 
traditional 
leadership 

- Some 
experiences 
in PEA exist 

- Existence of 
some 
organisationa
l local bodies 

- Local bodies 
not well 
organised  

- Non-
collaborative 
activities of 
stakeholders 

- Collaborate 
with other 
stakeholde
rs 

- Solicit for 
financial 
support 
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- HR available 
in other 
departments 
(e.g. co-
operative 
department) 

Co-ordination 
and 
Management 
of Linkages 

January – 
December 
2002 

Staff, 
stakehold
ers, 
NGOs, 
clients, 
other 
service 
delivers  

- Many service 
providers and 
stakeholders 

- Some 
experiences 
in ministry 
(as resource 
persons) 

- Interest form 
authorities  

- Conservative 
attitude of 
stakeholders 

- non-
existence of 
proper 
communicati
on channels 

- Limited 
resources 
(financial)   

- Solicit for 
financial 
support 

- Establish 
clearly 
defined 
communica
tion 
channels 

- Initial 
information
, 
communica
tion and 
education  

 
How to interact: 
- Forum Extension Change Management Team 
- Meet from times a year 
- Organise workshops for other district extension managers 
 

16.2 Mpumalanga SA 
Issues to be considered: 
- Integration of PEA 
- Capacitating of staff on PEA process 
 
Where we are: 
Starting up PEA 
- The HOD (Head of Department) is seen as a driver for the process. He is informed and 

supportive. 
- PEA will be administered from the chief directors offices – field services  
- Concept has been introduced to all three regional directors 
- It has been agreed that the pilot area be the Lowveld (Ehlanzeni) 
At regional level 
- Introduction of PEA to regional managers, field staff and parastatals was done. Preliminary 

identification of staff to run the process in pilot areas was also done. 
 
What to be done next year with regard to the integration of PEA: 
By the end of June – the consultative process to identify personnel will be done. 
- Training – 25 people are to be trained between May and June on  

- Awareness, information on entire development process which are (competence 
development, criteria for selection, criteria of selection) 

 
With Whom 
- Regional directors  
- Chief directors 
- HOD 
- The 4 officials trained on the introduction to PEA will in meantime internalise the process 

though implementation. They are also to be sent for Phase II training in the Eastern Cape. 
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16.3 Mozambique 
 

What When With Whom 
Presentation “briefing” 
and feedback on PEA 
workshop 

End January 2002 Provincial directorate of Agriculture, 
Extension Managers, GTZ advisers 

Get commitment from 
Department of 
Agriculture to 
introducing PEA 
approach 

February/March 
2002 

Provincial directorate of Agriculture, 
Extension Managers 

Convince GTZ 
Manager to support 
PEA approach 

March / April 2002  Provincial directorate of Agriculture, 
Extension Managers, adviser for food 
security GTZ, GTZ manager 

Orientation in PEA for 
staff engaged in the 
GTZ O.D. Process  

May / June 2002 GTZ manager, staff and consultant 

If possible drawing the 
PEA Plan with all staff 
and stakeholders 

August / September 
2002 

Agriculture district manager, staff and 
stakeholder  

 
Opportunities and Trends  
A) Extension service at provincial and district level still open to share and exchange in regards to 

introduce new approach that can provide better extension service delivery 
B) at district level, GTZ already provided funds for implementation of OD Process  
C) Integrating HIV/AIDS in PEA approach 
D) if possible, start of implementation of PEA in 2002 
E) All staff and stakeholders involved in OD process have received training in different issues 
 
Weaknesses 
a) Resistance attitude of clients and staff to change 
b) Limited human resources 
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How to respond 
- Develop workshops for sensitisation of all stakeholders at provincial and district level 
- Solicit financial support from other donors and government to train new staff to respond 

demands 

 
 

16.4 Malawi 
Activity Time 

Frame 
With Whom  Helping 

factors 
Hindering 
Factors 

How to overcome 
Hindering 

Brief other district 
managers on  
- PEA 
- Conceptual 

framework for 
extension 
delivery 

- Co-ordination 
and Managing 
Linkages 

April 
2002 

Workshop 
participants 

District 
managers  
Facilitators  
 

Finances Consulting 
stakeholders 

Co-ordination and 
managing linkages  

 - Staff 
- Clients 
- Stakehold

ers 

Decentralisati
on  

Limited 
finances  

- Consulting 
stakeholders 

- Internalise 
budget 

 
Integrating PEA in 
the present 
participatory 
extension 
approaches  

 - Staff 
- Clients 
- Stakehold

ers 
 

Existing 
knowledge 
and skills in 
participatory 
approaches 
Core-function 
analysis  

Attitude 
towards 
change 

Follow-ups and 
lobbying  
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Further interaction When 
Briefing DAES Director  December 2001 
Develop plan of Action January 2002 
Routine communication Continuos  
Review meeting of the plan December 2002 
 
 

16.5 Northern Province SA 
 

1. Integration of HIV/AIDS issues into the extension service delivery 
The Northern Province already have a policy in place on HIV/AIDS issues and a desk has been 
established with co-ordinators to deal with the issue at all levels  
The district extension managers therefore aim at evaluating the existing HIV/AIDS programme in 
terms of the extent of implementation or information dissemination and its effectiveness in order to 
come up with relevant recommendations to intensify this integration.  
The evaluation at this HIV/AIDS programme is envisaged to be completed before the beginning of 
the next financial year (end of February 2002). 
The evaluation will include both internal (staff) and external (client) stakeholders. 
 

2. Initiate the harmonising of PEA scaling up with newly developed structure 
The department of Agriculture in the Northern Province has a newly established structure that has 
just been approved. The district extension manager therefore plans to initiate the harmonising of 
the PEA scaling up with newly established structure. 
The process of harmonisation is envisaged to have be started before the beginning of the new 
financial year (March 2002). 
The senior management are relevant people to work with in this regard 
 

3. Co-ordination of different programmes for integrated impact on clients 
The department has other programmes running such as the Land Care, Netherland, Land 
Redistribution for Agriculture Development (LRAND), Finish, Dutch, etc. 
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The District extension managers therefore plan to co-ordinate the integration of these programmes 
in order to influence impact on client, by initiating an integrated programme forum. 
This initiative would have been completed by July 2002. 
All the project managers of existing programmes and the senior managers will be involved. 
 

4. Linkages with extension service providers 
The district extension managers plan to o-ordinate the linkages between the service providers and 
key clients in order to improve the equality of services. The co-ordination is envisaged to start by 
February 2002. 
This will involve relevant service providers. 
 

 
 
Anticipated helpful/hindering factors     
Ad 1: 
Helpful: The HIV/AIDS desk has already been established which would make the evaluation much 
easier. 
Hindering: people may not be open to share information regarding HIV/AIDS since it is regarded to 
be a very sensitive issue. 
 
Ad2:       
Helpful: the harmonising is at a relevant time where issue of transformation is the priority  
Hindering: potential disruption of process and fear of unknown. 
 
Ad3: 
helpful: the lessons learnt on  how others co-ordinate different programmes will be of great help. 
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Hindering: fear of competition of project initiators, hence they may not like the idea of being 
integrated. 
 
Ad4: 
helpful: good relationship with relevant service providers has been established already 
 
   

16.6 Zimbabwe  
  
Summary 
PEA was or is already being implemented in Masvingo Province and the Midlands Province has 
already agreed to take up the programme. To date a team has already been put in place and will 
begin training in January. 
 
Specific issue for Implementation 
PEA  
– Implementation by whole of the Midlands Provinces & Districts 
– Training of trainers  - programmed for January 2002 
– The Nasvingo Province Agritex staff & farmers will assist as resources trainers 
– Monitoring & evaluation of the programme will be done by the programme management team 

& stakeholders 
 
 

 
 
 
Anticipated 
Hindrances  Coping strategies 
Staff capacity  HRD & exposure visits to Nasvingo Province  
Lack of co-operation from other stakeholder Conduct workshops to gain common 

understanding 
Lack of resources  Mobilise resources from other programmes, 

e.g. SDARMP   
Lack of clarity on departmental re-
organisation  

Follow-up with top management 

 
Interaction 
- interaction with other team members at provincial level 
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- Interact with Nasvingo Province Agritex staff and farmers 
- Interact with other countries implementing PEA 
This interaction to be done through country workshops and exchange visits including regional 
workshops & exchange visits. 
   
 

16.7 Follow-up as a group  
The follow-up as agroup was discussed in plenary. A very interesting idea arose in terms of 
training of country facilitators who could drive change processes at national level in the countries. 
Other interesting ideas related to contnued sharing and networking among each other.  
 
 

 Newsletter 
 
 Meeting again as a „learning group“, 

deepening issues + processing 
experiences, dealing with new issues 

 
 Country groups “learning groups” for 

implementation 
 
 Informal email sharing 

 
 Train country facilitators to keep up a 

national learning process + support 
country specific processes  
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17 Workshop Evaluation 
 

The evaluation consisted of four different steps:  

1. first looking back at the major insights and learning in the workshop,  

2. secondly looking at the personal feedback from participant to participant (‘love letter’ 

3. ranking of the objectives we wanted to reach 

4. assessment of the likings and dislikings through cards 

5. an impression of the mood to action some of the plans for the future 

 

17.1 The Major New Insights 
The first step were the major insights gained in the workshop:  

If your colleagues back home 
ask you for feedback on this 
learning workshop, what are 
you telling them are the 5 key 
messages / new insights you 
have gained here? 
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       The major insight I gained in this workshop is… 
 

 
 To do things differently – sharing cross-

country 
 Need for a simple language to 

communicate – no prescriptions 
 Benefits of pluralism, co-ordination of 

stakeholders  
 New roles needed, to be guided by job-

descriptions 
 Balance of accountability needed client-

directions 
 Need for facilitation for change  
 Putting client demand first 
 Need for client differentiation 
 LOD central to extension delivery 

 
 
 Integrative framework to combine loose 

ends of LOD, OD, job description, policy, 
PEA 

 Benefits of shift from commodity based 
extension to community based 

 Implication of changes in 3 R (roles, 
responsibilities, relationship) of District 
Extension Managers 

 HIV/AIDS in extension 
 OD + participatory management 
 Liberalisation and its implications 
 Need for forming & strengthening 

independent FBOs 
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17.2 Personal Feedback 
 

After more than 10 days of being together as agroup, getting to know each other very well in the 

discussions and group works, it was time to stock of the perceptions of people about other people. 

Personal feedback is very important in self-development and it is also one of the elmeents of 

facilitation for change: the feedback culture which is essential for learning.  

 

Hlami and Jürgen gave a task to the whole group which allowed to give positive feedback through 

a circulating letter to each and everyone. The letter created a lot of encouragement and made 

people discover things which they did not yet know about themselves.  

 

All participants of the 

workshop sat in a cycle 

and handed 

personalised A4 sheets 

around to write positive 

feedback on them. We 

had much fun and you 

could see lots of smiles 

afterwards when reading 

the letter ☺  
 
 
 
 
 
 
 



                           SNRD Learning Workshop for District Extension Managers - Documentation   120 

 

 

 Ranking of the achievements with regard to 
the anticipated Objectives  
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17.4 How I Liked… 
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What I disliked most in this workshop was ... 
 

 

 Not proper transport arrangement for 
emergencies 

 Discussions at times dragged on for too 
long 

 Working till late 

 Board visualisation  

 Too long sessions 

 Nothing 

 None 

 Bad light in room 

 Nothing 

 At times discussion got to a stage where 
people felt threatened 

 The working time could be reduced 

 Nothing serious 

 The lighting system of the room...  

 the break in sessions for shopping – 
coming back to continue – concentration 
was heavily affected: finish first & rest !  

 very long arguments 

 I disliked food and accommodation. The 
rest was good 

 Rooms were lacking air-conditioning 

 The conclusion on tutor network – the 
group should meet once a year for review  

 Bad lighting 

 The programme was too compacted 

 Some of the cards not visible  

 Too much focus on group-work on the cost 
of theoretical inputs  - should be balanced 

 
 
 
 

 



                           SNRD Learning Workshop for District Extension Managers - Documentation   123 

 

What I liked most in this workshop was .... 
 

 
 

 The sharing of experiences with 
participants  

 Exposure to new ideas, group 
discussions 

 Sharing & openness of members 

 Inputs from facilitation - the practical 
ones 

 The team spirit and co-operation by 
involved 

 Co-operation & sharing of experiences 

 ... The interaction & sharing of experiences  
- practicality of the successes & failures  
of Agricultural Development in the SSA 

 

 The level of participation + sharing was 
encouraging 

 The level of discussions and topics 

 Country experiences 

 The group work 

 The friendly atmosphere and the active 
participation. Willingness to share 
experiences 

 Small group discussions 

 Openness of facilitators to participants 

 Flexible and informative – we should 
keep up the good work 

 The way it was facilitated 

 Sharing of experiences from different 
countries 

 Sharing practical experiences 

 People were freely participating, 
resourceful personnel allowed 
participation 

 Been better prepared by the workshop 

 Punctuality, frankness in discussion & 
cordiality  

 Participatory way things were done 
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Looking at the challenges ahead for me,  
I feel... 

 

 

 

 If we are able to come with problems, 
we have also the potential solutions 

 I am empowered to effect change in my 
work situation (good service delivery) 

 ...In position to confront change issues 
confidently  

 Determined to bring about change / a 
difference 

 Implement meeting annually  

 Excited 

 ... a great deal to adopt to change as 
things change. Why not? 

 

 

 There is need for further 
communication and sharing to ensure 
implementation  

 A clear but challenging path that I have 
mapped out – we will succeed. 

 To be more committed in 
implementation of the PEA approach 

 I feel overwhelmed with knowledge. 
Can’t wait to try it out. 

 I can do some of things on my own. 

 Well equipped with knowledge on PEA 

 To convince my colleague toward change  

 Very prepared and excited. Looking 
forward to the challenge 

 I feel confident 

 Empowered, inspired, a sense of 
direction  

 I feel in condition to proceed for next 
step 

 I have a role to play and I am motivated 
for it 

 Encouraged  

 More confident then before 

 
 
Thank you very much. We wish you all the best in implementing the ideas which you got from this 

workshop and hope to see each other soon – remember ... meeting old friend ...  
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18 Annex 
 

18.1 Annex 1: Feedback-Committee Presentations 
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18.2 Annex 2: Workshop Announcement 
 

“Managing Change & New Challenges in the 
Delivery of District Agricultural Extension 

Services” 
 

A Learning Workshop for District Managers of 

Agricultural Extension Services 

 
to be held in Pietersburg, South Africa– 11 to 19 December 2001 

 

 
Background 
 
In 1999 and 2000 two workshops on extension service delivery with representatives 
of projects and programmes across sub-saharan Africa were held in the framework of 
the SNRD Work Group ‘Innovation and Extension Service Systems’. The experiences 
of participants demonstrated how extension programmes on the ground are affected 
by major changes in the environment under which extension services have been 
managed and delivered over the past decade in sub-Saharan Africa.  
 
Economic liberalisation, commercialisation and privatisation of services as well as 
greater democratisation of social and institutional systems/ structures and public 
service reform are just some of the major trends which together change the 
environment in which extension service delivery takes place. Pluralism in extension 
service delivery has allowed many more actors to come into service delivery systems 
and changed substantially the role and functions of publicly funded extension 
systems. The move towards decentralisation across the continent has further changed 
the conditions for agricultural extension.   
 
Decisions are taken at the district level with major change implications for the roles of 
extension agents; the emerging need is for a facilitating role in rural community 
service provision with the active involvement and participation of all stakeholders, 
including farmers, local organisations and those voicing rural peoples’ concerns. The 
implications of all these trends and changes were felt by colleagues in all extension 
programmes represented in the workshops. Increasing pluralism in service provision, 
new partnerships and networks are emerging and institutional reforms in the public 
systems are needed and, in some cases, underway.  
 
In response to the need for systematic exchange of experiences in addressing the 
challenges, a conceptual framework for improving extension service delivery was 
developed. This helps to bring together the experiences of the different initiatives in a 
comprehensive systematic frame and sets the agenda to communicate the concepts 
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and emerging practices  requiring competence development among extension 
managers.  
 
As a first step in competence development to operationalise  new strategies and 
approaches, a training / learning workshop aimed at extension managers at District 
level was suggested in 2001.  
 
 
For Whom? – the preferred profile of the participants 

 
The learning workshop has been designed for middle managers in extension services 
engaged at District levels. They can work for public sector extension organisations, 
NGOs and also private sector extension agencies in sub-Saharan Africa. The 
responsibilities of the participants in their work should include the design and 
management of District extension programmes, management of field extension staff 
and managing linkages and co-ordination with other service providers at District and 
other levels. 
 
The learning workshop is mainly aimed in counterparts of development projects and 
programmes, but open to other interested persons facing similar challenges. The 
group will have to be rather homogenous with regard to their positions and 
responsibilities to assure conducive exchange of experiences.  
 
Shortly after registration, detailed profiles of participants are involved will be 
developed for use in matching learning sessions to participants’ needs.  Profiles will be 
retained to inform further learning for participants and tutors. 
 
 
What the participants will gain from the workshop 
 
The learning workshop aims at both, a better understanding of trends and related 
concepts and their implications, and the development of practical strategies and skills 
to enable participants to develop the know-how to began to engage effectively with 
new approaches to challenges at District level.  Due to the complex nature of current 
services organisation and change agendas at district levels and the fact that there are 
no blueprints in dealing with change processes, participants will not be “trained” to 
carry out certain activities, but rather inspired and motivated to explore practical 
ways of dealing with their own situations. A practical action plan will be developed by 
each participant and the potentials for peer-coaching and exchange will be explored.  
 
In terms of content, participants will have:  
 

• A better understanding of implications of the changing environment for regional 
/ District agricultural services provision (e.g. have an understanding on the 
changing roles and tasks of a manager responsible to organise and implement 
a pluralistic extension delivery system at District level) 

• Knowledge about new institutional challenges in pluralistic systems of extension 
services delivery and the ability to analyse the main elements relevant for the 
design of effective extension delivery systems at District level (e.g. alternative 
institutional arrangements in dealing with multiple actors and institutions at 
different levels, organisational change processes within institutions, 
strengthening the demand side)  
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• Know-how about practical strategies, approaches and steps to initiate changes 
for effective management of their extension delivery systems and to deal with 
emerging issues and challenges for themselves as managers and delivery 
teams at district levels in their own working environments. (e.g. approaches to 
stakeholders involvement, review of functions/roles of institutions/positions, 
performance management) 

 

 
Design of the Learning Workshop 

 
The workshop will be based on ‘joint learning’ among the participants and the 
resource persons /facilitators. It is not a conventional, supply-driven training course 
with a fixed, pre-set agenda and clear roles of trainers and trainees. The main focus is 
on sharing of experiences, generating and developing further innovative solutions to 
the challenges participants face in their real life working situations and to foster the 
initiative and commitment to try out some new ideas which are within the scope and 
span of control of the participants. Depending on the state of participants’ knowledge 
on certain subjects, short inputs in the form of  successful case studies and 
interactive teaching sessions are provided by the facilitators and resource persons. An 
important element is information about possible linkages with other agencies who 
work on certain problems and the provision of relevant literature (including 
proceedings of relevant workshops/documented case studies) to deepen 
understanding of key issues and foster capabilities for follow-up actions.  
 
The workshop approach is based on interactive learning methodologies, experiential 
learning (e.g. through role plays and experiential games), critical self-
reflection/analysis on the professional situation and one’s own role, group dynamics 
and team building aspects.  The emphasis will be on aspects and approaches which 
can be used by participants and colleagues/teams within their own implementing 
environments.  The workshop process will be managed and facilitated adaptively and 
responsively, depending on participants needs and the relevance of the subjects. The 
workshop will be co-managed by a group of participants through a workshop process 
steering group. Participants will also facilitate some short sessions, which will be 
recorded on video and shown for critical self-assessment and the development of 
facilitation skills. In addition to the agreed programme  sessions, there will be open 
space for specific issues as highlighted by participants. 
 
The major working steps in the workshop will be:  

1. Warm-up  

2. Analysis of participants’ experiences (through analytical framework provided by 
facilitators) 

3. Information market to share experiences 

4. Identification and prioritisation of common key issues and challenges 

5. In-depth analysis of key issues, provision of theoretical insights and 
development of solutions and options based on case studies of participants 

6. Conceptualisation of the new insights 

7. Development of strategies and steps for follow-up action plans appropriate to 
the specific situation(s) of participants 
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In addition to these major steps, a field visit to interesting sites in the Northern 
Province of South Africa, where some alternative approaches to extension are being 
tried out, will help ‘ground’ some of the exchanges and discussions.  
 
 
The content / topics: a menu to choose 
There will be two distinct categories of contents/topics: 
 
1. Core Content - Topic/subject areas which have fundamental relevance for all 

participants under current conditions for change in extension services 
management and delivery. The depth to which those topics will be treated will 
depend on the needs, context at relevance identified with participants. 

 
2. Optional or Elective Subjects - Those will be chosen in direct response to 

participant demands/needs.  The broad experience of tutors/facilitators allows to 
have a range of modules prepared on a variety of subjects. 

 
Depending on the topics, parallel-working groups with different facilitators will meet 
the particular needs within the overall group. 
 
 
Core Content  

• Changes in pluralism agricultural services delivery in SSA 

• Client orientation and stakeholder involvement / co-ordination  

• Facilitating partnerships and collaborative arrangements in services delivery, 
including research-extension linkages 

• New field approaches to services delivery (PEAs’ Farmer -to-Farmer Extension, 
Farmer Organisation Development), including a field trip see how such 
approaches are being developed and to the District extension offices where 
staff are adapting to changes 

 

Additional options/electives: 

• Managing & facilitating change in services institutions / agencies (OD/CM) 

• Innovation in services, systems and institutions (PTD, NRM) 

• Team approaches and development in extension service delivery 

• Performance management in services delivery (KRAs, team approaches, 
appraisals, peer assessments, accountabilities) 

 
Tutorial/Facilitation          M. Connolly, P. Ficarelli, J. Hagmann, K. Amezah  
 No of Participants:  max.   24 
Duration:   8 days 
Dates:    December 11 – 19, 2001 
Location:   South Africa, Ranch Hotel Pietersburg 
Fees:     DM 3000 per participant or US$ equivalent 
 
Contact:     Mr Simon Machingura, GTZ – SNRD Africa 
      Tel:++263-4-497562/496723/4 
      Fax:++263-4-497562 / 495628 
      E-mail: snrd@ecoweb.co.zw 
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18.3 Annex 3: Job Profiles of Participants 
 
NAME:   HILLARY N N KASHORA 
POSITION:   DISTRICT AGRIC EXTENSION OFFICER 
DISTRICT:   GWERU MIDLANDS PROVINCE 
 
RESPONSIBILITIES: 
 
Facilitating the development and management of agricultural extension programmes at district level. The 
district has both large scale commercial and smallholder farmers  
Managing district extension teams and facilitating the development of these staff members human resource 
development programmes  
Developing and implementing the district strategic plan 
Facilitating the change management process at district level  
Co-ordinating implementation of multi-sectoral programmes at district level e.g.SISP (smallholder irrigation 
support programme) 
Liaison and co-ordination of all agricultural programmes/activities at district level 
Monitoring and evaluating district extension programmes together with stakeholders  
 
CHALLENGES  
 
Development of appropriate extension approaches  
Promoting transparency in the allocation and utilisation of limited resources  
Promoting the integration of research and extension programmes and their linkages  
Developing and promoting implementation strategies for the change management process  
 
 
 
NAME:    THEOPHILUS OSEI OWUSU 
NATIONALITY:    GHANIAN 
EMPLOYER:   MINISTRY OF FOOD AGRICULTURAL (MOFA) 
     DIRECTORATE OF AGRICULTURAL EXTENSION 
     P.O.BOX M37,ACCRA GHANA 
WORKING EXPERIENCE: 1986-2001(15 YEARS) 
POSITION:    DISTRICT AGRIC EXTENSION OFFICER 
DISTRICT:    
 
RESPONSIBILITIES: 
 
Generally, this include and is not different from what national directorate staff perform, i.e. 
Policy performing in respect of national Agricultural Extension Delivery 
Technical backstopping of regional and district directorates of Agriculture 
Co-ordinating regional, district and other rural development Agencies e.g. Non- governmental organisations 
(NGO’s) activities in respect of Agric extension delivery 
Monitoring and evaluation of national agricultural extension programmes, projects an activities  
 
SPECIFIC RESPONSIBILITIES INCLUDE: 
 
Providing backstopping for regional and district directorates and sometimes NGO’S in organising and 
facilitation of  training programmes for their staff. These involve training of trainers in Extension media 
development (both print and electronic) public relation and agricultural stakeholders workshop 
Organising Agricultural campaigns and exhibitions (e.g. National farmers day to award meritorious farmers 
and fishermen 
Conduct needs assessment/surveys and impact assessment of /on staff, farmers, programmes and projects  
Developing alternative approaches to extension delivery (e.g. establishment of agricultural extension 
information centres at some districts markets), pilot testing these approaches before offering them to 
regional and district agricultural development units (RADU’s/DADU’s), NGO’s and farmer based 
organisations (FBO’s) 
 
CHALLENGES  
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Agricultural productions involves many stakeholders and there is the need for all stakeholders to have a 
common approach to our” work. The challenge therefore, is how to forge a common and sustainable 
partnership with and among stakeholders in agriculture, to making agricultural production (the basic 
industry), more attractive prospective farmers, especially in the face of dwindling government funds and the 
rapid reduction in staff strengths 
Exploring and development of alternative, effective and efficient extension delivery (e.g. searching free 
airtime on local and National FM’s, and developing relevant agricultural programmes to arguments other 
means of extension delivery, in the face of scare resources, threats from HIV/AIDS and environmental 
degradation 
 How to facilitate a positive change in “telling” habits of most Agricultural Extension Agents (AEA) to adopting 
more participatory approaches to learning  
these among many others, will facilitate the reduction in rural poverty and ensure rural development  
 
THE WAY FORWARD:  
 
to avail myself to relevant and innovative training programmes. This will enable me to acquire the necessary 
principles, concepts and tools to help my directorate in its extension delivery, especially in the face of 
government dwindling funds, threats from HIV/AIDS, gender equality and also the need for private 
participation in extension delivery, in terms of programme formulation, implementation, monitoring and 
evaluation 
 
 
 
 
NAME:   KHATHUTJELO TSHIKOLOMO 
POSITION: MANAGER: MADZIVHANDILA COLLEGE OF AGRICULTURE  
COUNTRY:  SOUTH AFRICA 
 
RESPONSIBILITIES: 
 
Overall management duties Madzivhandila College of Agriculture in the Northern Province. The main duties 
include academic service delivery mostly in the from of formal qualification programmes and community 
services which are mostly in the form of short courses. The new area responsibility will include research 
 
CHALLENGES  
 
The major challenges include the quality assurance and accreditation of the recently developed curricula. 
The new curricula also have to be successfully implemented to produce graduates who are of value in the 
job markets of the country, be it through absorption in the formal employment sector, or through creation of 
self-employment opportunities  
Another important challenge is to register the unit standard of short courses with the South African 
qualification authority and to finalise the development to learning programmes and training manuals  
 
 
 
 
NAME:   MALEPFANE ALFRED HLENGANE 
POSITION:   MANAGER 
COUNTRY:   SOUTH AFRICA 
 
RESPONSIBILITIES: 
 
Coordinate the development of agricultural development plan of the district 
Responsible for translation for translation a provincial guide to focus areas into a district and municipality 
extension delivery plan 
Ensure development of strategies for extension delivery in the municipalities  
Responsible for monitoring and evaluation of extension service delivery in the district  
 
CHALLENGES  
 
Sealing up of PEA in the district including dealing with resistance against the approach within the district  
Dealing with other competitors in extension service delivery 
Modification of the assessment of personnel to suit the PEA approach  
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Reconciliation of expectations of the political heads with the requirements of PEA 
??? of commitment of the extension personnel in the promotion of PEA 
 
 
 
 
AME:    ELLIOT M ZWANE 
POSITION MANAGER LAND AND FARMER SUPPORT, DEPARTMENT OFAGRICULTURE, 
NORTHERNPROVINCE,SOUTH AFRICA 
 
 
RESPONSIBILITIES:  
 
My main responsibilities includes the following: 
 
providing support of agricultural extension to the district extension in terms of coordination 
providing and coordinating training of extension officers on technical matters  
liasing with different stakeholders such as organised agricultural institutions 
managing donor funded projects delivering extension 
providing training to farmers settled on leased land  
 
 CHALLENGES  
 
Finalising decentralisation process of extension to the districts  
Slow progress in settling farmers due to claims for land restitution 
Insufficient budget for training farmers  
Demoralised extension officers  
 
 
 
 
NAME:   MANIAS BUKUTA MBOWENI 
POSITION:   DISTRICT (REGIONAL) MANAGER 
COUNTRY:   NORTHERN PROVINCE, SOUTH AFRICA 
 
RESPONSIBILITIES: 
 
District/regional manager responsible for a staff component of G34 employees. The staff is comprised of 84 
extension and animal, health officers, 39 administrative staff and 811 unskilled employees  
Management of the district budget. The budget s divided into personnel expenditure and professional 
services  
Develop and consolidate district strategic implementation plans 
Oversee the implementation of various plans, different plans and programmes are implemented by various 
divisions in the district. The district has the following main divisions: veterinary services, agricultural 
extension, agricultural land and administration and agricultural infrastructure development, financial 
management and corporate services 
Link the department with other stakeholders and role players within the district. These include: other 
government departments, district and local municipalities, traditional authorities, farmers organisations input 
suppliers, NGO’s and community based organisations 
 
CHALLENGES 
  
Low morale of extension officers. This situation has a negative effect on extension service delivery. The 
challenge is to develop programmes that will lift the morality of extension officers  
 Insufficient resources: the district is always faced with budgetary constraints which has result in the 
shortage of transport, stationery, training facilities, etc. 
inadequate appropriate extension information and knowledge base. The majority of extension officers 
training has mote technical with less exposure on extension. The challenge is to re-orientate extension 
officers to enable them to operate as facilitators as opposed to transferring of technology 
weak farmers organisational structures strong farmer and community organisations will enhance farmers 
problems-solving abilities  
poor farmers –extension officer-researcher linkage 
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over loaded staff component. The challenge is the restructuring of the staff structure to enable us to release 
resources for farmer development and other operations. In the current arrangement 96% of the district 
budget is used for personnel expenditure 
 
 
 
 
NAME:   MATHABATHA MATLABEA CLEMENT 
POSITION:   EXTENSION MANAGER 
DISTRICT: CAPRICORN DISTRICT DEPARTMENT OF AGRICULTRE SOUTH AFRICA 
 
RESPONSIBILITIES: 
 
Control extension budget  
In charge of extension personnel 
Propose estimate of extension programs 
Monitor extension programs and personnel 
Liase with other departments agricultural unions, community based organisations, municipalities, local 
councillors, traditional authorities and other agricultural stakeholders like NGO’s, seed producers youth 
organisations to mention few examples  
Advise and give support to district senior manager and departmental top management 
Implement and oversee implementation of extension programs  
Train extension personnel 
 
CHALLENGES 
 
Understand changes in extension management roles  
Improve and extension programs to suit the developing extension in developing countries  
To support and uplift the morale of the work spirit of personnel in the district for better service delivery 
Improve the practical strategies needed by extension in the emerging farming 
Improve work commitment to the frontline extensioners 
Training of extensioners in leadership abilities  
To practice quality evaluation in extension activities 
Ability to monitor performance of extensioners  
Conversant with extensioners problems  
Ability to manage extension programs   
Staff motivation 
Interaction with frontline extensioners for better service delivery 
Involvement of subordinates and farmers in planning of agricultural activities and decision making  
Improve technical expertise of extension to personnel 
Keen to listen to subordinates and farmers advises 
Ability to read the attitudes and values of subordinates and farmers for better service delivery and 
commitment to have the work done right  
 
 
 
 
NAME:   MADUMELANE “DUMI”MHLONGO 
POSITION:   DEVELOPMENT ECONOMIST  
EMPLOYER:   GTZ MRDP 
 
RESPONSIBILITIES: 
 
Co-ordination of SMME development  
Facilitation of SMME development  
Assessment of business plans of associations (as individuals) in different SME’s project that we facilitate  
Feasibility studies of proposed SME projects  
Planning of activities  
Report writing 
Monitoring and evaluation  
Co-ordination of Agric-business initiatives  
Liase with DACE regarding all agricultural related initiatives  linked to GTZ 
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CHALLENGES  
 
As a new person in my job, one of the challenges is to set out a good entry strategy.(by means of 
understanding well current issues and ground covered by GTZ –MRDP this far) 
Conceptualise exactly where MRDP is going, where it is now… 
Getting PEA implementation started 
 
 
 
 
NAME:   MNIKELO Z SHIRICHENA 
POSITION:   DISTRICT AGRIC EXTENSION OFFICER 
DISTRICT ZVISHAVANE: MIDLANDS PROVINCE ZIMBABWE 
 
RESPONSIBILITIES: 
 
Managing agricultural extension programme in the district with all the farming sectors small holder and large 
scale commercial farmers  
Managing district extension teams and staff development  
Developing and implementing district strategic plan 
Monitoring and evaluating extension programmes  
Developing and implementing human resource development programmes 
Leading developmental restructuring and change management at district level 
Coordinating multi sectoral programmes like the small holders dry areas resources management 
project(???) 
 
CHALLENGES  
 
implementation of restructuring and integration of extension and research district level 
developing implementation strategies for change management  
developing appropriate extension approaches for the district  
managing limited resources and developing strategies for the allocation and utilisation by extension teams   
 
 
 
 
NAME:   NAMANGWANE M MKHABELA NCUBE 
POSITION:  CHIEF AGRICULTURAL EXTENSION OFFICER IN THE MIDLANDS PROVINCE OF 
ZIMBABWE 
 
RESPONSIBILITIES:  
  
Manage agricultural extension programmes in the province composed of  (8) district  
Facilitate delivery of good quality client driven extension programmes  
Facilitate preparation of strategic plan (in a participatory manner) 
Coordinate multisectoral  programmes like the small holder dry areas. 
Resource Management Project (SDARAP). 
Facilitate organisational development. 
Facilitate the Management of Financial Resources 
Facilitate the development of self and staff. 
 
CHALLENGES 
 
Managing change 
Team building 
Motivating staff 
Managing  pluralism in the extension delivery system 
Providing good quality services within limited resources and in the context of impacts of HIV/AIDS 
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NAME:  ERASMO FRANCISCO 
POSITION:  ASSISTANT OF ADVISOR FOR FOOD AND SECURITY 
DISTRCIT  MOZAMBIQUE 
 
RESPONSIBILITIES: 
 
Assist Provincial Services for extension and District Agricultural Authorities in planning their activities. 
Assist the communication sector of the Provincial Services for Extension in the production of bulletins and 
information material. 
Assist in planning, preparation and implementation of seminars, workshops, field visits and other events of 
formation of counterpart staff. 
Moderate seminars and workshops of PRODER 
Participate in updating the Programme design as a member of the PRODER advisory team 
 
 
 
 
 
NAME:  MS. N.S. MABUZA 
POSITION:  ASSISTANT DIRECTOR HOME ECONOMICS 
DISTRICT:  LOWVELD REGION 
DEPT OF AGRIC CONSERVATION AND ENVIRONMENT 
 
RESPONSIBILITIES: 
 
Co-ordinate all regional activities 
Supervise and motivate sub-ordinates 
Ensure development of sub-ordinates 
Liaison and co-ordination with role players 
Compile budget, control expenditures and authorise claims 
 
CHALLENGES: 
 
Assessing the appropriateness of the objectives and goals being pursued 
Checking if service delivery have met the standards 
Monitoring the degree to which projects/Programmes contribute to our mandate 
 
 
 
 
 
NAME:  ANDY MAFORAH 
DIRECTORATE: OFFICE OF THE H.O.D: SPECIAL PROGRAMS 
POSITION: CO-ORDIANTOR: MPUMALANGA RURAL DEVELOPMENT PROGRAM FOR 
DEPARTMENT OF AGRICULUTURE, CONSERVATION AND ENVIRONMENT (DACE – MRDP) 
PROVINCE: MPUMALANGA 
 
RESPONSIBILITIES 
 
Design and implement the program 
Surveys and case studies; 
Sustainable land and natural resource use; 
PEA; 
Manage the program; 
Monitoring and evaluation of the program; 
Reports; 
 
General project co-ordination. 
 
CHALLENGES 
 
Design and marketing of the program 
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Institutionalisation of the program into the department 
New concept, thus new challenges. Introducing and implementing the new concepts. 
Successfully introduce the paradigm shift 
Realigning the focus of the different sections 
 
 
 
 
 
NAME:  J.J. MOKOENA 
POSITION:  AGRICULTURAL SCIENTIST 
COUNTRY:  SOUTH-AFRICA 
 
RESPONSIBILITIES: 
 
Co-ordinate MRDP/GTZ PROGRAMME at Regional level 
Conduct/facilitate workshops to extension officers on Programme and Project Planning, PRA method, 
conflicts resolution, leadership and group dynamics, adoption and diffusion of innovation. 
Facilitation in the farmer project planning process to acquire funding 
Give advice over the radio on crop and animal production 
 
CHALLENGES: 
 
Co-ordination 
Communication methods 
Monitoring and evaluation 
 
 
 
 
NAME:  THABITHA MOKONE 
TITLE:  HEAD (ACTING): EXTENSION SERVICES 
   PLANT PRODUCTION (REGIONAL SERVICES) 
OFFICE:  LOWVELD REGIONAL OFFICE (NELSPRUIT) 
DEPARTMENT:  DEPT OF AGRICULTURE, CONSERVATION AND ENVIRONMENT. 
MPUMALANGA PROVINCE 
COUNTRY: SOUTH AFRICA 
 
PUBLICATIONS 
 
Assessment of Agricultural Information Systems in Lesotho in Partial Fulfillment of Diploma in Agriculture 
1992. 
 
Socio-Economic and Political Implications of Lesotho Highlands Water project in Parial Fulfillment of B,Sc. 
Agriculture 
 
RESPONSIBILITIES 
 
Participate in management initiatives 
Manage and Co-ordinates work  schedule of  Sub-directorate 
Co-ordinate Extension activities and Programs of the Sub-directorate 
Implement disciplinary actions firmly and fairly where other approaches have failed 
Prepare reports accurately and timeously 
Lead and evaluate personnel activities and performance and facilitate recognition where appropriate 
Facilitate capacity building as well as drawing training programs for the relevant personnel 
 
TECHNICAL  
 
Assist Scientists in scheduling facilitation and determination of client’s priorities 
Assist in bridging the time lag between research results and information use thereof 
Monitor plant production related projects within the Region 
Facilitate, attend and participate in farmer’s days, workshops etc 
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CHALLENGES 
 
Re-orientated plant production Extension to be result driven 
Change from Adhoc Extension approach to programme based approach 
Put into practice the various newly learned Extension Approaches 
Re-orientates Extension to be rural development friendly 
Promote interaction between Officers 
Development Extension Officers skills to meet the changing demands in technology 
 
 
 
 
 
NAME:  MARTHA BVUMBWE 
POSTION:  PROJECT OFFICER/DISTRICT 
COUNTRY:  SOUTH AFRICA 
 
MAJOR RESPONSIBILITIES 
 
To interpret Agricultural Development and Entension Policies and formulate strategies for its implementation 
in the district 
To administer and manage all Agricultural programmes and activites of the District 
To prepare annual work plans and budgets; manage resource and control of funds assigned to the District 
for Agriculture development 
To foster linkages with other government departments, non-governmental organisations and other interested 
parties that are involved in Agricultural development in particular and rural development in general 
To make regular supervision trips to Extension Planning Areas (EPA’s) to monitor staff performance and 
progress of various activities. 
 
CHALLENGES 
 
Pluralism 
 
There are several players in the delivery of extension services with different aims, approaches and technical 
background such that co-ordination is not easy. It is also difficult to clearly mark out areas of responsibilities 
for each player. 
 
Democratisation 
 
In the present dispensation or democracy and multipartism, it is difficult at times to convince farmers on 
certain activities and projects which are associated with the political ambitions of certain parties of 
organisations. Apart from this, farmers can no longer be forced into accounting techniques they are not 
interested in as was the case in one party era where extension measures would be imposed on people as 
directives. 
 
Limited Resources 
 
The problem of limited resources affects programme implementation, in that all planned activities are not 
carried out because either financial resources are not adequate or the Human resource to carry out such 
activities are not available in numbers and technical competence required. 
 
At farmer level, limited financial resources limits the farmers adoption rate of certain technologies that 
require extra resources to be sourced such as farm inputs and implements. 
 
 
 
 
 
NAME:  JEROME J.D.C. NKHOMA 
POSITION: DISTRICT AGRICULTURAL OFFICER 
COUNTRY: MCHINJI, MALAWI 
 
RESPONSIBILITIES 
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Planning, implementation of Agricultural Extension Programmes in the district 
To foster linkages with other stakeholders in Agricultural Extension and Development programmes 
Administration and Management of Agricultural Extension staff in the district 
Interpretation Identification of Agricultural Development Programmes though participatory approaches. 
 
CHALLENGES 
 
Limited Human and Financial Resources 
Democratisation has resulted in rising demands from farmers 
The increase in number of players in the Extension System, Co-ordination has been a problem 
HIV/AIDS crises 
 
 
 
 
NAME:  ANTON GLAESER 
POSITION: AGRICULTURAL EXTENSION ADVISOR (ON REGIONAL AND DISTRICT LECVEL)  IN 
LILONGWE, MALAWI EMPLOYED BY GERMAN DEVELOPMENT SERVICE WORKING FOR GTZ, 
AGRICULTURAL EXTENSION SUPPORT PROGRAMME 
 
RESPONSIBILITIES 
 
Development of approaches to assist farmers groups (farmer organisation development) 
Development of training material concerning farmers groups 
Linkage of farmers groups to service providers (in terms of extension and marketing, including input supply) 
Facilitation of Farmer – Extension  - Research linkage 
Facilitation of the farmer extension approach 
Assistance in the core function analysis of the Extension department of the Ministry of Agriculture and 
Irrigation 
 
 
CHALLENGES 
 
Lack of trained personnel and lack of institutions  (public and private) focusing on  farming organisation 
development 
Weak co operative department within the Ministry  
Negative attitude of farmers towards coops and associations 
Mistrust between farmers 
Lack of market opportunities 
Literacy 
 
 
 
 
 
NAME:  DR. A.A. KONTOR 
POSITION: DISTRICT DIRECTOR OF AGRICULTURE FOR DORMAA-AHENKRO 
DISTRICT: BRONG AHAFO REGION/GHANA 
 
RESPONSIBILITIES 
 
Management of agricultural development at district level (planning budgeting and Implementation ) 
Assistance to district Assembly to formulate and implement local agricultural policies 
Staff management and development 
Resource control (budget, vehicles, equipment etc) 
Image building/client satisfaction 
Networking  within MOFA maintain info flow between national regional and district level 
Research – MOFA – Farmer links 
Cooperation with national and International organisations, projects church etc 
Professional challenges 
All mentioned responsibilities in decentralised context (structures law still not clarified etc) 
Staff management/human resource development: staff not adequately motivated, not enough staff 
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Non availability/ non delivery or untimely delivery of governmental funds 
Networking and co operation with multitude of organisations and projects in districts 
Passive client response as result of failure of previous interventions 
Unwarranted political interference   
 
 
 
 
 
NAME:  MR. Y. KWARTENG 
POSITION: DISTRICT DIRECTOR OF AGRICULTURE FOR ASUTIFI DISTRICT 
COUNTRY: GHANA 
 
RESPONSIBILITIES 
 
Management of agricultural development at district level (planning budgeting and Implementation ) 
Assistance to district Assembly to formulate and implement local agricultural policies 
Staff management and development 
Resource control (budget, vehicles, equipment etc) 
Image building/client satisfaction 
Networking  within MOFA maintain info flow between national regional and district level 
Research – MOFA – Farmer links 
Cooperation with national and International organisations, projects church etc 
Professional challenges 
All mentioned responsibilities in decentralised context (structures law still not clarified etc) 
Staff management/human resource development: staff not adequately motivated, not enough staff 
Non availability/ non delivery or untimely delivery of governmental funds 
Networking and co operation with multitude of organisations and projects in districts 
Passive client response as result of failure of previous interventions 
Unwarranted political interference  
 
 
 
 
NAME:  MRS MARY OPUKU-ASIMAH 
POSITION: REGIONAL DIRECTOR AGRICULUTURE (MoFA) 
 
RESPOSIBILITIES 
 
Plan all Agricultural service activities in the region 
Coordinate all Agricultural services activities in the region 
Staff Management 
Coordiantion of donor and NGO activities 
Informing other Government departments and Ministry on Agricultural aspect of the region 
 
CHALLENGES 
 
Privatisation of Ext/Agricultural Services in region 
Coordianting/Organising NGO activities 
Budgeting/sourcing finances 
 
 
 
 
NAME:  DR KWAME AMEZAH 
POSITION: DEPUTY DIRECTOR, DIRECTORATE AGRICULTURAL EXTENSION SERVICES (MoFA) 
 
RESPONSIBILITIES 
 
Advising Minister and Ministry 
Policy formulation 
Planning 
Administering Programmes (donor and others) 
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Staff Management 
 
CHALLENGES 
 
Designing concepts/strategies for privatisation of ext. services 
Monitoring 
Budgeting 
Supporting decentralisation 
 
 
 
 
 
NAME:  CHRISTOPH MESSINGER 
POSITION: AGRICULTURAL ADVISOR, INTERGRATED FOOD SECURITY PROGRAMME 
COUNTRY: MULANJE, MALAWI 
 
RESPONSIBILITIES 
 
Problem analysis, planning, organisation, supervision and monitoring of agricultural activities of IFSP in a 
joint venture with the district agricultural office and their extension staff. 
 
CHALLENGES 
 
A fast decreasing number of field staff (we lost 6 out of 16 in one year) has to cater for an increasing 
population 
Change from “train and visit” approach to “participatory extension” approach on national agricultural 
extension policy level – IFSP shall run a pilot implementation trial in 2002 
As ISFP is phasing out in 2002, we have to create/strengthen independent structures for service delivery in 
some selected areas (as first experiences for the possibly, following project from 2003 onwards.) 
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18.4 Annex 4: List of Participants 
 
 

No Participant Name Project/Institution Email Telephone Fax 
1. Christoph Messinger, 

Agricultural Advisor   

GTZ integrated Food Security 
Program, Mulanje, Malawi 

ifspmulanje@malawi.net +265 465425 
+265 465279 

+265 465435 

2. Dr. A.A. Kontor, 
District Director of 
Agriculture 

MOFA Ghana icpacc@ghana.com 

 

+233 24 283888 +233 27 564765 

3. Samuel Yaw Kwarteng, 

District Director of 
Agriculture  

MOFA Ghana  

GTZ integrated Crop Production 
Project, Ghana 

icpacc@ghana.com +233 24 283888 +233 27 564765 

4. Mary Opoku-Asiama, 

Regional Director of 
Agriculture 

Ministry of Food and Agriculture, 
c/o GTZ-ASSP, Ghana  

maryyk55@yahoo.com  +233 42 32998 +233 42 30274 

5. Theophilus Osei Owusu, 

Facilitator / Liason Officer  

Ministry of Food and Agriculture, 
Directorate of Agric. Extension 
Service c/o GTZ-ASSP, Ghana 

gtzmofa@gh.com 

koseiowusu2001@yahoo.com

 

+233 21 671414 +233 21 671416 

6. Kwame Amezah, 

Deputy Director, Field 
Services  

Ministry of Food and Agriculture, 
Directorate of Agric. Extension 
Service, 
c/o GTZ-ASSP, Ghana  

kamezah@hotmail.com  +233 21 664557 
+233 24 231521 
 

+233 21 665282 

7. Erasmo Francisco 
Saraiva, 

Assistant of the Advisor   

GTZ PRODER, Mozambique  proder@teledata.mz 
bababo_99@yahoo.com.bz 

 

+258 3 323774 +258 3 325292 

8. Mangwane M. Mkhabela 
Ncube, 

Chief Agricultural 
Extension Officer  

AGRITEX, Zimbabwe  irdepgtz@africaonline.co.zw +263 4 708603 +263 4 730825 
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9. Mnikelo Z. Shirichena, 

District Agricultural 
Extension Officer   

AGRITEX, Zimbabwe  irdepgtz@africaonline.co.zw +263 4 708603 +263 4 730825 

10. Hillary N.N.  Kashora, 

District Agricultural 
Extension Officer   

AGRITEX, Zimbabwe  irdepgtz@africaonline.co.zw +263 4 708603 +263 4 730825 

11. Bruce-Anderson 
Maforah, 

MRDP Coordinator 

DACE Mpumalanga 

MRDP, South Africa  

amaforah@drumrock1.agric.z
a 

 

+27 13 7581478 
+27 13 7666023 

+27 13 7581752 

12. J.J. Mokoena, 

PEA Extension Coordinator 

DACE Mpumalanga 

 

grimm@pixie.co.za 

 

+27 13 7581478 +27 13 7581752 

13. Tabitha Mokone, 

Assistant Director  
Plant Production in 
Extension  

DACE Mpumalanga 

 

grimm@pixie.co.za 

 

+27 13 7581478 +27 13 7581752 

14. Nelani Mabuza, 

Assistant Director  
Home Economics in 
Extension  

DACE Mpumalanga 

 

grimm@pixie.co.za 

 

+27 13 7581478 +27 13 7581752 

15. Wonder Lekhuleni DACE Mpumalanga 

South Africa   

grimm@pixie.co.za 

 

+27 13 7581478 +27 13 7581752 

16. Madumelana Mhlongo, 

PEA Coordinator GTZ 
Project 

MRDP, South Africa  madumi@worldonline.co.za 

 

+27 13 7581478 +27 13 7581752 

17. Martha Bvumbwe  AES, Malawi gtzaes@malawi.net 

 

+265 784070  +265 780347 

18. Jerome D. Chimgonda-
Nkoma 

AES, Malawi gtzaes@malawi.net 

 

+265 784070  +265 780347 

19. B.W.V. Phewa AES, Malawi gtzaes@malawi.net +265 784070  +265 780347 
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20. Anton Glaeser GTZ– AES, Malawi glaesers@sdnp.org.mw +265 784070  +265 780347 

21. E.M. Zwane, 
Manager Extension 

NPDA, South Africa   

 

Base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

22. Bukuta Mboweni,   
Manager Eastern District 

NPDA, South Africa   base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

23. Clement  Mathabatha,  

Manager Capricorn 

NPDA, South Africa   base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

24. Alfred Malepfane,  

Manager Vhembe 

NPDA, South Africa   base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

25. Khathu Tshikolomo,  

Manager College 

NPDA, South Africa   madziuha@mweb.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

26. Steve M. Mohlabi  NPDA, South Africa   base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

27. Francis Mahlakoane NPDA, South Africa   mahlakoanemf@agricho.norpr
ov.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

28. Piet Mohlahlegi NPDA, South Africa   base.gtz@pixie.co.za 

 

+27 15 2957090 

 

+27 15 291 3660 

 
 
Facilitator Team  
 

29. Jürgen Hagmann, 

 

Independent Process Facilitator JHagmann@aol.com   +49 761 54762 +49 761 54775 

30. Mike Connolly GTZ – IRDEP, Zimbabwe irdepgtz@africaonline.co.zw +263 4 708603 +263 4 730825 

31. Paolo Ficarelli, GTZ – BASED, South Africa   base.gtz@pixie.co.za +27 15 2957090 +27 15 291 3660 
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Project Advisor BASED   +27 83 4503289 

32. Carola Hartmann 

 

Intern (Psychologist) carola.hartmann@gmx.de +49 6151957403 
+49 175 2330313 

 

33 Hlamalami Ngwenya 
 

NPDA, South Africa   hlami@hotmail.com 

 

+27 833417397 +27 132689305 

34 Joe Ramaru NPDA, South Africa   ramarujm@agricho.norpov.go
v.za 

+27 824498025  

35 Khahtu Nedavhe NPDA, South Africa   base.gtz@pixie.co.za +27 15 2957090 

 

+27 15 291 3660 
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