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Preface

This is a report on the rogress of work on the Caribbean Agri-
cultural Extension Proju et (CAEP). There is little doubt that the
Project has been successful both internal and external U.S.
Agency for International Development (U.S.AID) evaluations
have documented this. The Project is successtul because it works:
it provides agricultural extension officers with what they need to
help farmers. In this report, vee have tried to capture some of the
essenee of the working nature of the Project by presenting views
and apinions of senior extension and other government personnel,
cxtension field staff, and farmers.

Developing successtul extension systems does not happen
overnight. Although this project began in 1978, University of the
West Indies (UWD Professor Thomas H. Henderson and MUCIA
Professors Bert EHenbogen (Minnesota), Bert Swanson (Hlinois).
and James Duncan (Wisconsin) spent nearly five years planning
for this effort. The Project began building for success by bringing
together governments. university resources. and farmers, Work-
ing tozether in regional and local commitiees, representatives
from these groups designed and refined the scope of work for the
Project. Institutional changes followed in time as the extension
services and the UWT Faculty of Agriculture worked with project
staff to respond to farmer neeus.

Increasing the ffectiveness of the agricultural extension ser-
vices in the Caribbean has been the eritical institution-building fo-
cus of CAEP. Extension services had been a low priority for
goverrments hard pressed with the demands of development. The
Project has shown how countries can benefit by improving agri-
cultural extension and the Project has provided the plans and ini-
tial resources needed to make the improvements. Fhe Project also
offered a challenge to the University of the West Indies to expand
and susiain a broadly onceived agricultural outreach program.

UWI responded with a pew diploma program, new extension staff

positians. and increased support from the entire Faculty of Agri-
culture.

In its current phase. as institutional changes have solidified, the
Project has focused more attention on small farm houscholds as
the foundation of private sector agriculture in the Caribbean. At
every level, Project staff have been guided by the premise that ex-
tension must ultimately be judged by results at the farmer level.

Many factors identified in this report have contributed to the
Project’s accompiishments. But the factor that stands out most is
the high quality of the people involved »* il leveis. MUCIA
wishes to recognize some of the people who have contributed to

Past Available Documoni

the Caribbean Agricultural Extension Project:

® U.S.AID support has been critical, not only financial support,
but also the assistance of highly dedicated and competent
stalt—William Baucom, Don Harrington, Thomas King, and

Steve Szadek.
® The UWI Faculty of Agriculture has contributed intellectual

rigor and scholarly integrity to the Project. The vision, commit-

ment, and hard work of Deans John Spence, Lawrence Wilsen,
and Frank Gumbs have made university outreach a reality
there. Within UWI. the Department of Agricultural Extension,

under the leadership of Thomas H. denderson and P. 1.

Gomes, has directed the dedicated efforts of outrcach program

associates Efrain Aldana, Jesse Andrews, St. Clair Barkcr.

Dunstan Campbell, and Neil Paul.
® The Project could not have moved beyond the proposal stage

without the support and cooperation of Ministry of Agriculture

officials and staff in all the cooperating countrics. Ministers of

Agriculture have given the Project personal attention. The pro-

fessional and technical work of chief agricultural officers, chief

extension officers, permanent seeretaries, and extension staff
have made the Project a success.

® The MUCIA universities have Leen a critical part of this Proj-
ect. The University of Minnesota has played the lead role in the

MUCIA effort. especially Richard J. Sauer and C. Eugene Al-

len. Michacel Patton has provided outstanding leadership both

in the Caribbean and as campus coordinator for the Project.

Other Minnesota faculty and staff- ~-Ken Egertson, Joseph Fox,

Gail McClure, George Saksa, and Olga Stavrakis—have

served in long-term assignments. In addition, the other

MUCIA institutions have provided long-term personnel: Larry

Meiller (University of Wisconsin-Madison), Warren Schauer

(Michigan State University), Donald Smucker (University of

Ilinois and Michigan State University), Ray Woodis (Univer-

sity of [llinois-Champaign), and Clair Young (Ohio State Uni-

versity)

Successes in development projects are rare. Morcover, many
institution-building projects end before **institutionalization™
takes hoid. CAEP has been successful because capabie and dedi-
cated people have been given the time as well as the resources to
complete the task. The Midwest Universities Consortium for In-
ternational Activitics. Inc. (MUCIA) is plzased to have worked
with U.S.AID and Caribbean colleagues, and it is pleased to pro-
duce this report which tells the CAEP story.

Tttt e,
William Flinn, Executive Dirvector
MUC)A, Inc.

)
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St. Kitts extension officer Trevor Payne gives

Ken Phillips (in blue) advice on how to deal
with an insect problem in his tomatoes.

hen Lazarus Harris leased a fi

from the Montserrat govern-

ment, ke found he’d inherited
problem: a clogged drainage ditch over-
flowed after every rain, carrying soil from
his and his neighbors’ fields. He feared th
he-- like the tenants before him—would r
be able to get the Department of Agriculty
to correct the situation. Harris discussed t
proofem with front-line extension officer
gene Skerritt, who talked to the right pers
and secured funds to pay a work party. He
ris organized his neighbors, and with the
money as an incentive, they cleaned the
ditch.

Today. crosion no longer plagues the 7
year-old Harris and his neighbors. Harris
does not hesitate to ask extension for infor
mation or for help with his problems. In f:
he now serves as a link between extension
and the farmers in his area.

At one time. front-line officer Clarence
Thomas was so discouraged that he consic
cred resigning. He had an intense desire tc
improve the lives of the farmers and other:
his district on St. Vincent, but lacked the
necessary technicat knowledge, education
materials. direction, aid encouragement.

Now, Thomas often does not return hon
from his rounds until late at night. Reinvig
orated and enthusiastic, he tries new ap-
proaches. He conducts group meetings
instead of calling on farmers individually.
He holds clinics where he shows famers he
to carc for their small stock. He works witl
school children to instill the belief that farr
ing is respectable. And, he is teaching une
ployed. unwed mothers how to produce
nutritious food for their children,

Until two years ago, Kittitian Ken Philli
taught school. Then. he made a career
change that would give him more indepen-
dence and the chance to make more money
he went to work as assistant manager for
Keithley Armstrong. who had started a veg
etable-growing operation.

Both of these young men sce farming as
more than a way to get by: for them, it’s a
business with profit potential. Eager to get
aheud, they try new furming techniques.
They seek expertise and assistance from va
ious persons, including front-line extensior
officer Trevor Payne, who offers advice on
management, cultural problems, and marke
ing. Armstong and Phillip soon proved the’
ability to make a profit. This enabled them
borrow money to buy a truck to haul their
produce and the fertilizers and other inputs



2y usc in their operation. The two men are
zased with their progress and are proud
it they provide work for people in a
untry where uncmsiovment is a serious
blem.
Enomologist Florita Kentish and horticul-
istJennifer Mavnard are technical ofticers
Antigua. Kentish. a plant protection ofti-
rowages the governmment campaign
ainst the pink boliworm. a mujor pest of
visland cotton. My mard coordinates the
vernment’s horticultarad des clopment
veets, Both women once considered many
nt-line extension officers imetfective and
litte assistance in helping them o achieve
i.‘ir poitls,
Now. Kentish and Mavnard have cood
arking relationships with Serene Benjamin
dother front-line officers. Beajamin
hedules farmer mectings. ashs them to be
the program. and assembles materials
Jvean use intherr presentations. Keatish
s taught Benjamin and other extension of-
ers about maectidentification und pesti-
“de application and satery. Mavnard has
tnduclcd classes tor them on the posihar-
istphysiology and handhing of produce.,
sth women now feel that they are part ot a
am. They understand beter the constraints
athamiper front-Hine officers and Jouk tor-
ard to working with them.

|

AEP secks to improve the
onomic and social well-being
“small farn households.

Harris. Thomas. Phillip. Kentish. May-
prd all have something in common: their
es theirwork, and their pereeptions have
en-and contint e to be touched by the
anges brought about in extension by the
niversity of the West Indies” Caribbean
ricultural Extension Project.

ilc poal: A better life for farm families
‘The Project. commonly referred to as
AEP. seeks o improve the ecopomic i
cial well-being of small farm houscholds
“helping the participating countries” Min-
ries of Agriculture to improve their agri-
Itural extension services.

Participating ' the Project are the Wind-
ward Istund nations of Grenada, St. Vineent
and the Grenadines. St. Lucia, and Do-
minica, and the Leeward and nations of
Antiguacand Barbuda, Montserrat (which is
stilla Rritish colony) . and St Christopher-
Nevis, Inaddition. the Central American
country of Belize participated in CAEP for
the firstsin vears of the Project.

The Department of Agricultural Extension
ol the University of the West Indies (UWD
undertook the CAEP initiative in 1980 with
fnancral assistance from the United States
Ageney tor International Development
(LS ATD  and with teehnical assistanee
from MUCIA L tiie Midwest Universitios
Corsoraum for Intzrnational Activitios. Ine.
The University of Minnesota has the lead
role in CALP for MUCTA.

This publication is about how CALP iy
working to make the agricultural extension
services of the Eastern Cartbbean more ef -
fective,

The extension services of the countries
participating in CAEP are caught in a
dilenimi common to miny dey cloping coun-
tries: Governments and development agen-
cies are refuctant o provide resources to
extension services because they seem inel-
fective and unproductive. And. the extension
services remain ineffective and unproductive
because they Lack the resourees to carry out

B SRR S
Workers pull weeds that herbicides did not
kill from a sweet pepper planting on the
Keithley Armstrong farm in St. Kitts. In the
Eastern Caribbean, extension is helping
young people like Armstrong to zet started in
farming. The new farming operations
provide jobs in a region wiere unemployment
is a verious problem.,

their responsibilities and o meet farniers”
needs. CALEP strives to break this eycle by
putting the extension systems of the partici-
pating countries on the path to effectiveness
and productivity,

Committee facilitates
regional planning, cooperation

Vhe first CAEP aetivity was to establish
and convene the Regional Agricultural Ex-
tension Coordinating Committee (RAECC)
in November 1980, This committee, which
meets every I months, has fulfilled impor-
tunt commun cation, coordination. and plan-
ning functions throughout the life of the
Project.

During its 1980 mecting in St. Lucki,
RALECC analvzed the agricaltural situation
in the region and prepared more detailed
plans for bascline *nveys of the participating
countrics” extension services. During its
TU82 meeting in St. Vincent, the Committee
focused on implementing the national exten-
ston improvement plans ana helped develop

n
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““The participating courntries
see RAECC as an important
regional forum in which they
can discuss common problems
and experiences.’’

—Thomas H. Henderson

an external evaluation plan for CAEP. In
1984, RAECC met in St. Kitts (as St.
Christopher is commonly called) to review
the results of the external evaluation and to
plan continuation activities. The 1986
RAECC meeting in Grenada established new
directions for CAEP: the Project would focus
its efforts in farm management demonstra-
tion districts to show that extension can im-
prove the lot of small farm families by tuking
a farming systems approach in dealing with
their problems.

CAEP codirector Professor Thomas H.
Henderson said: **The participating coun-
tries see RAECC as an important regional fo-
rum in which they can discuss common
problems and experiences. Then, they begin
to share idcas. and get new vigor and inspira-
tion.™

The membership of RAECC is diverse be-
cause the intent is to include all organiza-
tions that play a major role in agricultural
development in the region. The Committee
includes the UWI and MUCIA staff assigned

to CAEP and the chief agricultural officer
and chief extension officers of each count
participating in the Project. Also on the
Committee are representatives from farme
and private sector commodity organizatio
(e.g., St. Vincent’s Farmers Union and th
Windward Islands Banana Growers’ Asso
ation, WINBAN) and representatives fron
international development donors, such a
U.S.AID, the British Development Divi-
sion, and the French Technical Mission. F
fessional staff from regional and
international rescarch and development or
nizations such as the Caribbean Agricultus
Research and Development Institute
(CARDI), the Caribbean Rural Developm:
and Advisory Training Service (CAR-
DATS), and the Caribbean Food and Nutr
tion Institute are also RAECC members.
Farmer members of the national agricultur
planning committees are included in RAE
to ensure farmer input in the planning and
execution of extension programs,

Plans integrated extension priorities,
national goals

After the first RAECC meeting, each
CAEP country established a national exten
sion planning committee. It was this com-
mittee’s responsibility to formulate a
national extension improvement plan durir
the next two years.

The national extension improvement pla
outlined in detail specific changes and effo
that were to be made to improve the exten-
sion services. For the first time, each coun
established goals and objectives for its exte
sion service that were based on its national
agricultural development priorities.

Antigua and Barbuda identified the ne
to focus extension efforts on vegetable pro-
duction and higher productivity in livestoc]
farming. Because extension workers were
found to be severely hampered by having te
perform regulatory duties, the national ex-
tension improvement plan emphasized the
importance of {reeing them from regulatory
dutics so they could concentrate on educa-
tional programs.

Belize is unique among the countries tha
have participated in CAEP in that it has 5.7
million acres of land and a relatively low
population density. About half of the land i

A state-owned sugar industry dominates St.
Kius’ agriculture. Agricultural diversifica-
tion is one goal of the island’s development
plan.



Building on a commitment

to development

The Caribbean Agricultural Extension
Project is but one more manifestation of
the University of the West Indies Faculty
of Agriculture’s resolve to work on basic
agricubtural problems in the Caribbean re-
gion.

In 1965, the Faculty. which is located
on the University’'s St. Augustine,
Trinidad. campus, redefined its role in the
light of changed political, social. and eco-
nomic conditions in the post-independent
Caribbean. It shifted the emphasis of its
rescarch. education, and extension pro-
grams {rom export crops to food crops,

The Faculty also decided it had a major
responsibility to serve as a catalyst in
transforming the agricultural sectors of
the Commonwealth Caribbean Commu-
nity (CARICON) member states that con-
tribute to the support of the University.
Now. the Faculty's goal is 1o see that
Caribbean agriculture-—and ultimately
CARICOM consumers—benefit from the
major advances in production. distribu-
tion, and marketing technologices. Much
of the UWT's assistance to the CARICOM
governments is in restructuring the na-
tional systems for agricultural research,
training. and extension.

Extension teaching and research at the
UWI Faculty of Agriculture began in
19602, with the appeintment of a lecturer
in agricultural extension. The post arose
out of the growing realization that exten-
sion personnel urgently needed training to
improve their effectiveness in assisting
farmers in the countries served by the
University. The Faculty's forerunner, the
Imperial College of Tropical Agriculture,

UWI agriculture students get practical expe-
rience in a six-week-long crop production
practicum.

gave little emphasis to this, since its main
objectives were formulated out of agricul-
tural research that was meant to serve
plantation agriculture in all the British
colonies in the Caribbean.

As time went by, the need for even
greater involvement in extension became
evident. In 1969, the UWI Faculty of
Agriculture established a fully au-
tonomous Department of Agricultural Ex-
tension, with C. K. Robinson as its head.
The Department’s functions consist of
teaching, rescarch, and communications.
The Caribbean Agriculiural Extension
Projectis the Department’s latest devel-
opment effort.

The University of the West Indies Faculty of
Agriculture is located on the University's St,
Augustine, Trinidad, campus.

considered suitable for agriculture, but only
about 15 percent of this is used tor this pg-
pose. The Belize plan focused on identifying
spectfic furming systems and the extension
services cach system needed. Tt also empha-
sized the need to decentratize extension work
so the different farming svstems could be
served adequately.

The analysis in Dominica revealed that
extension had plaved a major role, by
providing direct services to farmers., in help-
ing agriculture recover from the ravages off
the three hurricanes that struek the island in
1979 und 1980, However. the analysis also
concluded that this had fed the extension
stadT to ose sight of edncational priorities.
The national extension improvement plan
cmvhasized the need to diversify agricultural
production tw hich is heavily dependent on
bananasy and to revitalize extension’s educa-
tional functions,

Grenada, cmerging from a period of po-
ltical turmoil and experimentation with state
furming. wanted to oreanize its farmers for
increased productivity. Tt decided o put par-
ticular eniphisis on strengthening its horti-
cultural productivity and export viability,

Agricultural production in Montserrat,
once known as the Garden of the
Caribbean,”™ had declined severely.
Montserrat’s furmers tend to be old and o
farm part time. The extension service was
charged with the task of returning the is-
land’s agriculture to productive levels,

Theastands that comprise the State of St
Christopher-Nevis have separate depart-
ments of agriculture and extension services.
One reason tor this is because their agricul-
tural systems are so different. Sugarcane is
the mann crop on StoKits. Cotton and live-
stock production predominite on Nevis,
which has along history of simall, indepen-
dent farmers. StCKits wanted to diversity its
agricultire avway from the state-run sugar in-
dustry L and hoth islands wanted o become
sell=sufticient in many of the foodstutis they
now import and to develop new export mar-
Kets.

Bananas and coconuts are the mainstiys of
St Lucia’s agniculture, Production ot these
crops had declined in the nid- 1970 and the
country deaided that agricultural diversifica-
tion and higher tood crop production were
priovities. With o pentod ot relative political
instabity hehindat. the povernment re-
asserted s commtment to aencalture, in-
cluding development ot extension’s
effectivencess,



MUCIA praoject director Micheel Patton
speaks at the spening of the three-day
RALECC meeting in Grenada. Seated are tleft
toright) US.ALD'S William Baucom: CALDP
codirector Thomas 11, Henderson: the on-

orchle George Brizan, Grenada's Minister of

Agriculture: P 1. Gomes, head of UWI's De-
partment of Agricultural Extension; and
John Spenee, associate dean for rescarch ar
UwWr,
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Agricultural production in St. Vineent
and the Grenadines is already more diverse
than in most other Eastern Caribbean coun-
tries. Although tavorable climatic and soil
conditions nitke possible the year-around
production of a wide variety of ground provi-
sions, tree crops. and vegetables. production
levels remain much below their potential.
The national extension improvement plan
called for filling cmpty positions and training
the extension stafT.

Institutional analyses revealed
weaknesses, strengths

At the outset ol the Project. cach national
extension planning committee conducted an
institutional analvsis with CAEP assistance.
The analyses identified deficiencies that
needed to be overcome if the extension ser-
vices were to be effective in making agricui-
ture more productive and efficient;

o Organization and management of exten-
sion programs were characterized by
poorty defined goals. conflicting lines of
authority. insufficient incentives. and un-
reliable monitoring of educational pro-
grams.

¢ Lxtension field stafl lacked adequate train-
ing in general agriculture, small farm
cropping techniques. and extension deliv-
ery methods,

® The national extension systems had few
established metheds for aceurately assess-
ing farmers’ needs.

o Extension delivery systems were not orgi -
nized te seach farmers effectively, and

ficld staff lacked the equipment they
needed to function effectively,

e Links between the Ministries of Agricul
ture and CARDI (the Caribbean Agricul
tural Rescarch and Development Institus
which the CAEP countries help suppoit!
and other entities that conduct research |
the region were weak and unsystematic.

o The regional support services that existe
for the nadonal extension services were
poor in resources, loosely coordinated,
and inadequately tied to national efforts
and fieit staffs,

e Front-line extension ofticers lacked a cle
understanding of what they were suppos
to do and had no work plans or getailed
job descriptions to guide them.
However. the news was not all bad. The

analyses also revealed o foundation on whi

better extension programs could be built:

o Most importantly. ministers of agricul-
ture. chiel agricultural officers, chief ex-
tension officers. mid-level and front-tine
extension staff, and furmers shared a gen
uine desire to improve extension’s effec-
tiveness.

e There were successtul farmers in cach
country whose knowledge and skills coul
help point the way to the development of
profitable agriculture,

e There were extension staftf members in
cach country whe had the technical agri-
cultural training and knowledge of exten-
sion methods to provide leadership in staf
development,

e ‘The national ag. cultural planning com-
mittees (which evolved from the national
extension planning committees) consti-
tuted areservoir of commitment and
knowledge that would provide momentun
and direction in implementing the exten-
sion improvenent plans.

e Each country’s cabinet had approved the
national extension insprovement plan, ust
ally with some ceremony and publicity
that underscored the government’s com-
mitment to better extension services,

A vegional plan emerges

The next step was to amalgamate the na-
tional extension improvement plans into g
single. regional plan. The CAEP staif began
to implement the plan in 1983, after it had
been approved at the second RAECC meet-
ing.
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The regionai plan had 10 critical objec-
es:

- Tosupport basic agricultural training at
the diplomiclexel for front-line extension
officers.

Toestablish on-gomg insservice training
programs at the national and subregional
levels o merease field sl knowledge
ot agricultural teehnolog and extension
methods,

S Toprovide professional extension staf|
from the UW Fand MUCTA o work m
the fiehd o help implement the nationad
extension uprosenment phanswith par
tewdar cmphasis on oreanizationad and
sttt developmentand the planning ol
cducational programs

Tosapply cquipment Tor mass commumn-
cations. tield sttt av el and in-the-ficld
demonstrations ot aevicnlral teeh-
Nigues

Toesubhsh o protessional diploma i
extenston ok at the UMW THor semor e -
tension ofhicers and o provide support
for parcipation m the provran

Totorae new ind Lt Tinkages be-
tween reonal oceamzaions, particu -
arly 1l e mvolved i aenicaltoral
rescarch. and the nationad extension sys-
tems I thiss the CALP st waould
work closelv witl CARD

STodesiznand implement a program

recognize and reward excellence e
enston work i order to bocst the profes-
stonal morale of extension st who
serve as role madelds tor feture extension
officers

Tesupply short-term technical consta-
nenand traming at the naztionad and sab-
regional levels.

CToestablish areeronal communications

unit i the U1 Depatment ot Agricul-
tural Fxtension 1o assist the commumicar-
tons and taimmg wits ol e national
extenston services, produce educational
matertads ancliding those appropoate
tor use by the mass commumeitions me-
diao.and begim tarmer cducation pro

aranis

o evaluate the success of CARP with an

exteral evaluation team o assess te
Project’s strengths and weahnesses and
to advise Cartbbear decisionnmikers
about futare ¢itorts worthy of their atten-
tion and support,

CAEP outreach staff live,
work in the field

A fundamental principle of extension
work is that st must be in the ficld, where
the services are needed. T the case of
CALP.the citents are the staf1s of the partic-
pating countries” extension services. There-
fore, CAEP stft members are stationed
throughout the Project wrca so they can work
regularly with the echiefagricultural and ex-
ension officers mid-level extension super-
visarsand front-line extension officers.,

Onc ot the CARP codirectors, Professor
Thomas H. Henderson, estabhshed an ottice
10 Domimicie the most centrally located of
the Fastern Caribbean iskands participating
e the Project.

“there has been a closer
linkage between the Ministry
and the University and the De-
partment of Agricultural Ex-
tension because of the
presence of the CAEP out-
reach office.’

—Steve Fontenelle

Three on-site MUCTA weam leaders from
the Umiversity of Minnesota George Saksa.
locvovound Ken Bgerson have lived in
Donnnica and voorked closely with Hender-
sont These extension protessionals have
plaved important roles iy CAEP has pro-
eressed and the needs tor techaical eapertise
cvalved: Subsaand Fox i prograniming
planming and development und Eeertson in
Farm management and marketing.

Ivaddition, CAEP outreach oftices were
estublished in St Locin, Antigua. and
Belize.

The UWT Faculty of Agnculture estib-
ished the St Lucia office as a permanent
outicach post to serve the Windward Klands,
The office is stalTed by Dunstan Campbell, a
UWi outteach professional who did his dog-
toral work i raral developmentin France.

St Lucia™s Deputy Director of Aerienl
tural Services, Steve Fentenclle . undertined
the value of havimg Campbell and other
CAEP staft inthe held, = Fhere™s no doubt
there has beenacloser linkage between the

A \ . ) .
The CAEP outreach office in St. Lucia is
staffed by Dunstan Campbell. He works with
the agricultural extension services of the
Windward Islands.

Ministry and the University and the Depart-
ment ol Agricultural Extension because of
the presence of the CALEP owtreach office. It
means that we have somebody right here on
the spotwhom we can deal with. Dunstan
Campbell™s been assisting the extension staft
here. particularly with educational program
planning. ™

Keith foseph, wsentor tield ofticer who s
i charge ol one of Antigwa's extension
somes, linds ready access o St Clair Basker
cqually valuable. Barker, an extension pro-
fessional from St Vineentand a graduate of
the UWT Department of Agricultural Exten-
ston. heads the Antigua outreach office.
which serves the Leeward Islands.,

Joseph sand. St Clair Barker and Ty 1o
meetevers Monday to see where w2 're go-
g what we're doing, what we should and
should notde. He sometimes tears my plans
to picces and Hear his criticisms to pieces.
But then we amalgamate and agree on o
course ol action. He's a goad help to oy
Sometunes he's inthe field with us. He will




Efrain Aldana staffed the CAEP outreach of-
fice in Belize while that country was partici-
pating in CAEP.

teach anything that we ask him to, call a
seminar if we ask him to. oreven putina
demonstration plot.**

UWTI outreach professional and native
Belizean Efrain Aldana stalted the Belize
outreach office along with Don Smucker, a
MUCIA extension rural development spe-
cialist from the University of Hlinois, during
the time that Belize was participating in
CAEP.

The other CAEP codirector, Dr. P 1.
Gomes. administers CAEP from the UWI]
campus in Trinidad. He coordinates his de-
partment’s CAEP activities with other UWI
academic departments and with CARDI, and
teaches UWF extension courses for under-
graduates and graduates,

Three MUCIA professionals have had
consecutive, long-term assignments in
Trinidad to help the Department of Azricul-
tural Extension develop better communica-
tions ai the regional and national level: Ray
Woodis from the University of Hlinois,
Larry Meiller from the University of Wis-
consin, and Gait McClure from the Univer-
sity of Minnesota. Lach of these extension
communications specialists brought to the
Caribbean a specific expertise that could be
tapped as CAEP s needs evolved. In addi-
tion, MUCIA project leader Michael Patton,
an extension specialist in program cvaluation
and policy analysis. fived in Trinidad and
worked with Gomes and FHenderson at UWI
for the first two vears of the Project. After
that, he returned to the University of Minne-
sota to coordinate MUCIA s iavolvement in
CAEP.

National committees determine
extension priorities

One CAEP objective is to institutionalise
the organizational and programniatic
changes that the Project brings about in the
participating countries. National agricultural
planning committees. which evolved from
the national extension planning committees.,
play an important role in achieving this.

Although the national agricultural plan-
ning committees vary in their effectiveness
and scope and the frequency with which they
meet, they do provide an important mecha-
nism for private sector and tarmer influence
on the setting of national agricultural policies
and extension prioritics,

Some of the countries have gone a step
further and established extension, rescarch.
and marketing subcommittees. These sub-
committees obtain tarmer and private sector
input on priorities, objectives, and possible

initiatives that might be taken in their parti
ular policy area and pass their lindings anc
recommendations up the chain of comman
to the Ministers of Agriculture. A stili late
development is the establishment of distric
committees, which gather input at the mos
basic Jevel—that of the farmers themselve:

Randolph Mark. a retired extension offi
cer who now farms, is on Grenada's Na-
tional Agricultural Planning Committee. F
said, **{ think our Committee will suggest
and implement projects ihat will help farm
ers greatly. Prior to the formation of the
Committee, there was no direct link betwe
the Tarmer and the Ministry. The only link
was with the cxtension olficer, who didn't
have much say, much authority. He wasn’
in a position to take the farmers’ problems
the right authorities. Now that the problem
of furmers can be taken from the extension
subcommittees to the National Agricultura
Planning Committee, there is a much great
chance of something being done. ™

e  ——TY

““Prior to the formation of the
Committee, there was no direc
link between the fariner and
the Ministry.”’

—Randolph Mar

_

Earlene Horne farms on St. Vincent. She
is an executive with the National Farmers
Union and is on her country’s National Agr
cultural Planning Committee and its Re-
scarch Subcommittee. Horne points out tha
arescarch subcommittee can play an impor.
tant role in coordinating agricultural devel-
opment efforts.

She said. " When our subcommittee met
with representatives from the institutions th:
deal with agriculture and agricultural re-
search on St. Vincent—CARDI, the Min-
istry of Agriculture, the National Farmers
Union. and other furmer organizations—
we were able to understand for the first
time what was going on in research in our
country.

“We discovered that there was hardly an;
link or ccordination between CARDI re-
scarch and the Ministry’s research and work
There was a movement in our subcommittee



o reorganize research so the Ministry would
now exactly what CARDI was doing and
TARDEwould Know what vhe Ministry was
foing. ™

National committee provides
tircetion in planning

Grenada provides i good example of how
Cnational agncultural planaing committee
i its sebconmnttees can belp aive direc-
1on 1o nation’s ayricudiural desclopment
lan.

Atthe TOSO RAECC ecting, Girenadia's
ssistant perniment seerctary . Marvg
awencth EByans, detailed the progress
irenada’s Navonal Agricahural Planmng
ommittee and it subcormitiees had madse

Grenada s Commutee estabbished Market-
ng. batenston.and Resoarch Subcomimit-
sescwhich were charged varh catherning
ormation and sizeesting steps that could

¢ heniorimprecenments in e respectine

reas. Fhe Subcommittees were to heepin
1ind the priovitres the Comnuttee had ident
ied: food and tree crop diversification,
ceder road improvement. upgrading of ex-

tenston. development of 4 data base for mar-
Keting information and an overall marketing
strategy, dealing with pracdial Larceny. tor-
mulation of a nationad rescarch policy, and
estublishment of i pest management commit-
tee and tigh-quatlity seed-testng fucilities.

The Marketing Subcommniittee 1~ focusing
it attention on niwket intellieence and con-
tract tarming. Hesolicited help from various
istitutions that operate i Grenada inelud-
e CARDEL CARDA TS and the Ministry of
Agrculturer m conductimy a domestic mar-
Retsurvey tor tresn produce . The Subcom-
mittee then sent the survey findines 1o the
Fatension Diviston and other national insti-
tutions that required the information Evins
said the datiecollected should be usetul in
Grenadi's drive to develep s fresh veg-
clable dustry .

The Butension Subcommittee asked the
Mmistry ot Aencuolture, The Grenada Ba-
mana Co-operative Society . the Cocoa Rehi-
birlitation Project. and the Grenada Food and
Nutrition Counctl to coordimate their work

St Clair Barker (in white cap), who heads
the CAEP outreach office in Antigua, in-
structs front-line officers and farmers on
sheep health care at a training session in Si,
Vinceut, The CALP outreach staff, including
Barker, hetp conduct in-service training.

progrims for better elfectiveness.,

The Subcommiittee felt that outstanding
farmers should be held up as examples, so
the Ministry mitiated a Farmer of the Month
Programme. in which deserving farmers are
given public recognition via the radio and
other medioand & material award, such as
tertilizer for their erops,

The Extension Subcommittee recon-
mended that o crop competition be held. and
Evans reported that plans tor such a competi-
ton were well under way

The Research Subcommittee identitied the
nigor problentas the haphazard way in
which rescarch s carried out by the difterent
international organizations.”” It found there
hiad been some duplication of rescarch ef -
torts i the pastand that there was ineed to
cothae the activities of the organizations that



“Reorganization was step
number one... The second step
was training.... The third step
was to provide basic equip-
ment.”’

—Thomas H. Henderson

Henderson, Gomes lead CAEP effort

The Curibbean Agricultural Extension
Project is largely the fruit of the work,
study. and planning of Professor Thomas
H. Henderson, a native of Dominica and
the second head of the UWI Departiment
of Agricultural Extension,

Henderson was trained at the Imperial
College of Tropical Agriculture and
knows Caribbean agriculture. He came up
throush the ranks of extension in Do-
minica and knows extension at every
level through his work experience. He
was one of the first students to be trained
at the Eastern Caribbean Institute of Agri-
culture and Forestry in Trinidad. and has
been a school teacher and agricultural
worker as well.

Extension personnel and apricultural
officials throughout the Caritioean hold
Henderson in high esteem, and Hender-
son’s credibility and regular presence in
the field established a foundation without
which CAEP never could have heen put
tagether or most likely succeeded.

Henderson has none of the pessimistic
fatalism that's often displayed by those
who work for years on developmen prob-
lems. He has remained enthusiastic and
visionary despite the difficultics of his
work., the high risks of failure. and the
many factors over which he has no con-
trol. He belteves in the importance of ex-
tension, and backy up that belief with
positive energy and hard work.,

The idea for CAEP had its beginnings

in a study Henderson conducted in 1964,
in which he surveyed extension officers
throughout the Caribbean to determine
the needs of extension. He replicated the
study 10 years later, and these needs as-
sessments helped him formulate the ideas
that eventually took expression in CAEP,

Aflter Henderson returned from the
University of Wisconsin, where he earned
a Ph. D, in Agricultural Education, he or-
ganized annual in-service training courses
throughout the Eastern Caribbean. From
1974, he and Dr. P. 1. Gomes (who is the
present head of the UWI Department of
Agricultural £xtension) conducted **base-
linc'” surveys of extension in the
Caribbean. These surveys provided much
of the information and data on which
Henderson and Gomes formulated ihe de-
sizn for CAEP. which ihey codirect.

Gomes, a native of Guyana, has a Ph.
D. in Rural Sociology [tom Fordham
University. He is well versed in the so-
cioeconomic and cultural realities of
small farm houscholds in the Caribbean,
and his philosophy on the role of exten-
ston in rural development has had much
to do with the directions that CAEP has
taken.

“The development of extension in the
Latern Caribbean was linked to colonial
plantation and estate agriculture, which
did nat focus primarily on smail farmer
development.”” Gomes said. **We had
very knowledgeable, competent, and ca-
pable people in the botanic gzardens,
where they did mainly propagation work,
and the idea of demonstration stations
also existed.

“But extension in the region really be-
gan to change tremendously 19 or so
years ago.”” Gomes continued. **Tom,
with his wisdom and commitment, has

P. 1. Gomes: “When CAEP began, the coun-
tries were struggling to get their extension di-
visions organized.... Things were happening,
the potential was there, but it was just not
being brought together into a systematic focus.
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hrough his training and work experience,
homas H. Henderson knows Caribbean
yriculture and exiension at every level.

pen the guiding light in bringing this
pout, first in having a Department of
gricultural Extension established at the
niversity-—which was a tremendous
ep forward—and then in persuading the
niversity and the governments in the re-
on of the importance of reorganizing
tension and taking it seriously, This, in
sense, is the basis on which CAEP had
s initial point of departure and the basis
1 which it has been able to continue.™
"*When CAEP began, the countries
ere struggling to get their extension di-
sions organized. The extension services
ere burdened with ad hoc procedures,
ying to operate without things like job
recifications. Field staff were charged
ith performing contradictory roles.
here was a lack of training and equip-
ent, no real linkages between extension
id research, and a lack of coordination.
hings were happening, the potential was
ere, but it was just not being brought to-
sther into a systematic focus. '

The Department of Agricultural Exten-
on has been working diligently to be
rore effective in supporting agricultural
revelopment in the Caribbean. It de-
igned and introduced a Diploma in Ex-
:nsion program and established a
egional Extension Communications
Init. which provides support and training
or the region's national extension com-
wnications units,

conduct agricultural research in G ~nada, in-
cluding CARDI, CARDATS. the Inter-
American Institute for Cooperation in
Agriculture, Organization of American
States. and Produce Chemist Laboratory.
This. the Subcommittee said. was the only
way that the limited technical resources
available in Grenada could be put to use in
the arcas of greatest need. So. the Subcons-
mittee asked the research organizations for
their work plans. Evians said. “Once the
Subcommittee has received the work plans,
it will be more aware of who is doing what,
and will be better able to coordinate the re-
search activities of all these research organi-
zations. "

Institution building is a step-by-step,
long-term process

For a country to embark on a carefully
thought out and coordinated plan of action to
develop its agriculture, its extension service
must be well organized and its extension pro-
grams must be well planned. This gives
front-line extension officers an environment
in which to operate that systematically facili-
tates their efforts.

Project codirector Thomas Henderson re-
called, **In the beginning., we decided that
CAEP’s ultimate objective would be better
farming and a betier income for farmers., par-
ticularly small farmers. We recognized that
achiceving this goal depended very strongly
on the extension officers. So. we took inter-
mediate steps based on what our initial anal-
vsis indicated needed to be done.

“*Reorganization was step number one be-
cause the national extension services cer-
tainly were not able to do much of a job the
way they were organized.

“The second step was training. Extension
work cannot be done if the persons in the
particular stots within the organization are
not trained to perform the functions that need
to be carried out. This means not only tech-
nical training for front-line officers. but
training for persons in supervisory positions
as well. 1t a person who supervises has a su-
pervision methodology that's more negative
than positive, it's a no-go situation.

“The third step.”" tlenderson said., " was
to provide basic equipment. Even if you
have the orgenization and the officers in
place and more properly trained, they cannot
operate clfectively unless they have the tools
they need to do the job. ™"

How has CAEP dealt with the environ-
ments in which the extension staffs were at-
tempting to work at the outset of the project?
Sevetal ways. Tie CAEP staff suggested
ways the departments of agriculture could
improve the organization of their extension
services; it helped the extension services cre-
ate job descriptions for all staff, from the
chief extension officers down to the {ront-
line officers; it is providing guidance and
training to improve extension administrators’
ability to supervise their subordinates; and it
is helping the extension services formulate
annual work plans,

Organization charts were developed

At the beginning of CAEP, cach country
was expected to develop an organization
chart for its extension service and indicate
the number of people employed in various
positions and their roles. Some of the result-
ing charts were fairly realistic, but others had
to be revised so that they corresponded more
closely to the financial and human resources
available. All the CAEP countries now have
organization charts, and in most instances,
the roles and reporting relationships of ex-
tension personnel are clear.

The development of organization charts
required major adjustments in some coun-
tries. In many instances, the regulatory,
service, and educational functions that ex-
tension personnel were performing had to be
identificd and separated. CAEP's goal was
to ensure that front-line officers would have
the time to do what they are supposed to do:
advise and educate. Each country had to
make some progress toward developing an
organization chart before it could receive any
vehicles or equipment from CAEP.

The organization charts continue to be re-
vised as the roles and responsibilities of ex-
tension personnel become clearer and as they
evolve with the undertaking of new initia-
tives. In some cases, two positions have
been combined into one. In other instances,
the number of supervisory personnel initially
specified proved to be more than were actu-
ally needed. And, although the great major-
ity of the positions shown on the charts are
filled in most countries, many positions re-
main vacant because of budget problems.,
lack of trained personnel, retirements. trans-
fers to other positions, and—in one case—a
concerted drive to rupidly upgrade the exten-
sion staft"s technical knowledge.



‘““...we need to ensure that the
changes that CAEP has
brought about are fully institu-
tioralized and self-sustain-
ing.”’

—Joe Fox
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Regulatory, service duties hamper
educational efforts

Antigua is a good example of the progress
that has been made to ensure that farmer edu-
cation is extension’s top priority. The exten-
sion service that existed there at the outset of
CAEP was an outgrowth of the Peasant De-
velopment Organization, which promoted
sugarcane and cotton production.

The overlap in educational, service, and
regulatory roles was most severe in Antigua.
Regulatory and service work absorbed most
front-line officers™ time. leaving them little
opportunity to conduct educational programs
for farmers or to advise farmers on technical
matters. According to the analvsis conducted
at the outset of CAEP, Antiguan farmers. ex-
tension agents, and community leaders be-
lieved that extension served no usetul
purpose and had no visibility,

Antigua’s chief extension officer,
McKenzie Harper. recalled the situation that
existed before CAEP: **Our front-line offi-
cers and their supervisors were engaged in a
good amount of regulatory work and ser-
vices. We had people who were supposed to
be teaching who were engaged in things like
providing cultivation services. shooting stray
animals, cotlecting rent. giving out notices.
and settling dispuies between farmers.

“Problems arose when the extension offi-
cers had to perform regulatory duties. 1t led
to conflict. On one occasion, an officer
might be a farmer’s friend. advising him on
how to grow his crops. On another occasion,
the farmer might see the officer as his enemy
because he was destroving aniials that had
strayed onto another farmer’s plot. The end
result was that farmers were reluctant to see
the extension cificers come.™

Job deseriptions remove doubt
about responsibilities

When CAEP began, 39 percent of all ex-
tension personnel in the participating coun-
tries did not have job descriptions. In a few
cases. extension officers ielatively new to
their positions were not aware of their job
descriptions.

The job descriptions that have been devel-
oped with CAEP's assistance emphasize the
cducational role. Service and regulatory ac-
tivities are almost completely excluded.
Some officers continue o provide services,
such as spraving. conservation work, and de-
livering inputs. such as seeds. plants. and
fertilizers., but these are generally seen as

complementary to the educational functic

CAEP’s insistence that all extension
waorkers have job descriptions has produc
some unexpected benefits in arcas other tl
extension. Steve Fontenelle. deputy direc
of agricultural services for St. Lucia's Mi
istry of Agriculture. is reponsible for two
visions that provide services, the Livesto
Division and Plant Propagation Operatior
as well as alt government farms. He said,
“In 1983 extension job descriptions in ol
country were very unclear as were the rol
of the people in the field. This was one of
personnel prablems that had to be dealt w
because of CAEP. Now, everybody in ex
ston has a job description. In fact, we ex-
tended that to the entire ministry and ever
diviston has now drawn up job descriptior
for all staf?.™

Fontancelle said that preparing job descr
tions helped incanother respeet: **When yc
prepare @ job deseription, vou can identify
where a person has weaknesses in terms o
heing able to cope with his or her areas of
sponsibiiity. So. preparing job descripton
cnabled us to identity arcas of weakness,
where we had o mount training programs
the staff.””

Annual work plans ensure
a systematie approach to work

The CAEP staff has assisted the extensi
services in deveroping national work plans
cvery vear since 1984, In fact, most coun-
iries now develop district-level and local
work plans as well. Extension administrate
and supervisors have learned to appreciate
work plans because they increase the likel;
hood that work that needs to be done will t
done.

The extension services are finding that
work plans are just as important at the mos
basic level. Front-line officers who have
work plans know what they are to do and
when. And performance evaluations are ur
likely to be arbitrary if an extension officer
successfully follows a work plan approved
by his or her superior, The 1981 baseline
survey found that only 45 percent of the ex
tension officers had annual work plans.
Now . it is unusual to find ar officer who
does not have one.

FFarmer participation in the formulation ¢
work plans varies from country to country.
In some countries. extension officers draw
on their experience-based perceptions of
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irmers” needs. Inother countries. farmers

lay i more formal role. Forinstance., farmes:

embers of the national agricaltoral plar-
ing committee orits extension subcommit-
¢ may have inputin the development of
rork plans. I at least two countries. farmer
dvisory commitices meet with extension of -
cers and help them develop their plans of
‘ork.

'AEDP gives supervisors
pecial attention

The supervision of front-line efficers has
nproved markedly as district officers and
ther supervisors have learned moze aboul
ieir responsibifities and how to supervise
ople effectively. Practically all the district
Micers received at feast two days of superyi-
wy training from the CAEP staff during
384 and they received considerable on-the-
b train ng by working with the chief exten-

sion officer to develop work plans, job
descriptions, and reporting procedures.
Since then. the CAEP staff has emphasized
SUPETVISOr raining even more,

The supervision provided by the district
oftic s varies both within and among coun-
tries. Some district officers seem to adhere
quite well to the precepts of good supervi-
sion that were outlined in the CAEP training:
establish perforniance standards. require pe-
riodic reports, hold evaluation sessions with
vour officers. and provide written evalua-
tions. Mostalso spend at least one day a
week with cach of their officers, accompany -
g thenvon farm visits or observing the m as
they conduet group meetings.

he district officers” invohvement in su-
pervisory activitios has o positive effect on
front-line officer performance. Since most
front-fine officers la. K rormal extension
training. improved supervision increases the
nuiuber of frmer contacts. This enhonces

Taanks to job descriptions and annual work
plans, front-line staff now know what they
are expected to do. Here, front-line extension
officer Ruth Boland (in hat) helps Dominica
Sarmer Hubert Ino Charles with a tomato
disease problem.

extension’s impact on agriculture. By estab-
lishing explicit goals in terms of farmer con-
tact and group meetings, the district otficer
can motivate ficld officers to perform at a
higher level. By spending time in the field,
he can help inexperienced officers make con-
tact with farmers, help give farmers useful
information on new technologies. and help
organize gioup meetings,

There can be little doubt that CAEP has
helpued improve the extension supervisors”
ability to supervise their statfs. Yet. more
work is needed. Former on-site MUCIA
team leader Joe Fox said, “*We've been
training the district and front-line officers in
the program development process at the
same time. What we st do now—and it’s
in our plans—-is to give the chief extension
officers and district supervisors special train-
ing in how to reinforee the program develop-
ment process. They have only limited
expericnee in using the program develop-
ment processes and planning approaches as a
basis for extension work, and we need to en-
sure that the changes that CAEP has brought
about are fully institutionalized and self-sus-
taining. ™’

The honing of supervisory and other skills
has involved training in the United States as
well. Since 1984, CAEP has sent UW] staff,
chiet agricultural officers. chiet extension
officers, and district extension officers to
USDA courses. farming systems confer-
ences, and the Minnesota Extension Summer
School for training in administration, super-
vision, evaluation. and data avalvsis,

Antigua’s chief extension officer. McKen-
zie Harper. reflected on what he teared at
the Minnesota Extension Sammer School: 1
gotquite a lotout of the course T took in
leadership and managing cxtension person-
nel. Since attending the School. I've tried to
change my leadership style a bic. T iry 1o take
into consideration more the characters of the
persons whom I supervise. Tunderstand bet-
ter now that T just can’t deal with everyvone
the same way. This approach has worked
well Tind that I'm able 1o work better with
certiin people because of' it ™
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l)lplnma in l xtension st dents learn lh(' ha-
sies of publication layout in Communication
Theory and Practice.
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Diploma program’s goal:
more effective senior staff

The UWI Department of Agricultural Ex-
tension developed @ one-vear Diploma in Fd-
acation program as part of its CAEP
mitiative. farecly in response to participating
countries” reguests, The national govern-
ments wanted training for expenenced exten-
ston statt hat would tike ess time, cost fess,
and be more orieited o their needs than uni-
versity degree training.

The Diploma progrim was designed pri-
marily for district extension orticers and ex-
tension information training officers. The
program’s ghal i to enable experienced ox-
tenston personnel of public and private orga-
nizations 1o erve more effectively at senior
levels. However the program also provides
training for others who work in raral devel-
opment. including community development
personnel. nutrition officers. adult education
teachers. public health nurses, and lield offi-
cers of commuoditny asociations, furmers” or-
ganizations, and privite enterprises.

CAEP awards Diplomain Extension
scholarships cach vear 1o qualified extension

personnel who are nominated by their gov-
ernments or the commodity organizations fc
which they work. Although the scholarships
are now unded jointly by U.S.AID and the
University of the West Indices. the Universit
has demonstrated its commitment to main-
taining the program by agrecing to subsidize
one-third of tuition costs.

Based on the external evaluation of
CALP. the departmental siaff improved the
Diploma in Extension courses to make then
less acadenmic and more praciical and field
oriented. Tastructors employ the case
method, king students through analyses
hased onactual experiences in the
Caribbean. I this way. the students learn
analytical skills that enable them to bring an
emipirical perspective 1o needs assessment,
planning. program development, and projec
cvitluadoa. These are eritical skills for the
students, who will have an on-going need to
analyze development problems and design
proje-ts to meet local needs after they return
home.

Duaring Term Tof the Diploma in Exten-
sion program. students take courses in coms-
munity analysis and project development,
extension philosophy and principles. and
communication theory and practice.

The Community Analysis and Project De
velopment course provides a comprehensiv
introduction to practical research methods
for community and evaluation studies. Stu-
dents also design a tield research project in
this course. which they will conduct during
Term Hunder the supervision of the CAEP
outieiach staft

Extension Philosophy and Principles puts
students through progrim planning and exe-
cutton exercises based on Caribbean case
studies. The extension manual developed by
the Regional Extension Communication Uni
ts used as a textbook, and this serves 1o ac-
quaint students with the resource material
and standard references that are being used
by ficld staft in the CAEP countries.

Communication Theory and Practice give
practical trmning in the use of radio and au-
diovisual instructional techniques. such as
stide set production

Atter completing Term Texams. Diploma
students spend the fiestsis to eight weeks of
Term I collecting data in their home coun-
tries for their field research projects. Then,
Hiey return to the St Augustine campus to
anadyze their datacand write up their findings
hetore the third and final term of the progran
begins.
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Term [ consists of o seminar, Current [s-

es i Agricultural and Rural Development,
which studerts present and eritique their
Hed research projects and fearn shout farm-
gsvstems. Emphasisos pat on farming sys-
M Lo provide a connmon perspective
tween CARDI rescarchers and naddle-
velextension personnel it is hoped that
iswitl factlitate close workimg relation-

ips atter students complete their Diploma
wdies. The seninar also emplasizes o com-
rative analysis of extension organization

d management m the © niied Siates and
anatdi as well as retlective assessments by
AEP outreach sta o with o view toward
nldmg o Caithbean “model™™ of extension.
vate sector and governmental extension
stems e abso discussed and compared:
aut atourth of all Diploma graduites have
FOn rom private sector exlension organiza-
ons such as e banan. crowers” issocia-
pns of the Wandward Istands.

lescarch projects help improve
stension efforts

Inmany instances. the field research
rojects of Diplon students have had i sig-
ificant impact in the students” home coun-
ies.

For exampleone mid-level extension of-
cer's situation anahysis of @ vegetable-pro-
aoing area in Dominicaois being used there
vplan agrcwlturad production activities and
vimplement extension education programs

with farmers™ groups. Another studv by an
extension districtsupervisor provided sup-
porting evidence for the termination of subsi-
dies mtended to encourage tarmer
participation in St Lacia’s Tree Crop Diver-
sification Program. A WINBAN communi-
cation officer used data from his fickd
rescarch project to compare the effectiveness
ol various communication technigues in edu-
cating banana growers. Work programs in
both Grenida und St Vineent and the
Grenadines have relied oninformation from
the iicld research of Diploma students from
those countries. A study by an extension
workerwith the Dominica Banana Growers”
Association showed that work-log analvsis
could be used to ussess the pertformancee of
lield staft in teaching farmers how to field
pack bananas. The result has been reduced
losses of fruit, improved cconomic returns,
and more baminas for export.

The Diploma program has had major im-
pacts onits graduates as welll They are more
confident ind more professional in their ap-
proach o their work, “ve been working
very closely with one of our staft whe carned
the Diploma.™ said Ol er Gaell, Do-
mimnica’s chielextension ofticer.  His whaole
professional approach to extension and to
agriculture in general has improved im-
mensely. His confidence. his ability to eval-
ate the officers under him. and his ability 1o
get more involved in program development

Proper field packing increases the quantity
and quality of bananas available for export.
The field researcl project of a Diploma in
Extension student showed that field staffs’ ef-
Seetiveness in teaching farmers how to field
pack bananas could be assessed by analyzing
the extension workers' work logs.

acd implementation are greatly improved. 1
think he also gets along better now with the
people he supervises, ™

The Diploma program plays an important
role in the development of extension in the
Caribbean. There is no comparable opporiu-
nity in the region for providing intensive
training to senior extension statt. Morcover.
the model for this program has had a major
impact on the University of the West Indies
and on the thinking of the Faculty of Agri-
culture o supporting this new kind of adult
education at the university e 21,

P 1 Gomes. who led inihe development
of the program, said, " One of the achieve-
ments of CAEPR has been a recognition of the
weakness i managerial competence and or-
ganizational expertise at the top and middle
levels in extension. We designed the
Diploma in Extension program to address
that probiem. and the chiet agricultural offi-
cers and chiet extension officers even asked
for in-service training m the arcas of man-
agement.”

The CAEP staft has answered this request
by holding annual management training
workshops for the chief agricultural officers
and chief extension officers. These one-diy
workshops have offered training in supervi-
sion. modern management principles. time
management. and planning in addition to g
review of the program development manual.
One particularly usetul workshop included
anexercise inwhich the chiet agricultural of-
ficers and chiel extension officers shared
their pereeptions about cach other’s roles and
responsibilities. The resulting dialogue was
very helpful in dealing with some of the ten-
sions that are mevitable in achiel agricul-
tural officer-chiet extension officer
refationship.

Training for front-line staff
is expanded under CAEP

One of the deficiencies that CAEP has at-
tempted o correct is inadequate training for
front-line extension workers. While few
front-lie officers have a bachelor’s degree.
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Jrom manure during the 1985 Windward Is-
lands in-service training.

many have two-year diplo nas in agricultuge.
However, some front-line a4 do not have
any formal agricultural training bevond see-
ondary school. These extension workers s
well as others with more education were of-
ten frustrated because they Jucked the knowl-
edge they needed to help farmers. and their
morale eroded along with farmer contidence
inextension,

The UWT Department of Agricultural FEx-
tension offered in-service training in agricul-
tural technology and extension methods tor
many years before itembarked on its CAEP
initiative. However, this was limited 10 two
two-week workshops cach year--—-one for the
Windward Iskinds and one for the [ee-
wirds - which reached only a relatively
small proportion of the front-line staff,

The Department’s annual two-week work-
shops have covered many topics. including
agricultural technologies. extension meth-
ods. postharvest ieehnology . marketing.,
larming svstems. and Lirm management.
More recent training endeavors under CAEP
have been short conrses dealme with exten-
sion program development and soil and wi-
ter conservation and management. For these.
the Department has drawn on the expertise of
CAEP ovtreach protessionals, MUCIA ex-
tension specialists. and technical specialists

from the Ministries of Agriculture as well a
UWI faculty.

While the Department’s two-week work-
shops and short courses continue to be an in
portant part of in-service training in the
region, they are now augmented by other
training. CARDI conducts training in the is-
lands. and the national governments have b
gun to offer wraining, wtilizing ministry
personnel as well as the CARDI. CARDAT
and CAEP outreach staft. As a result, in-ser
vice training in the region is much more reg-
ular, frequent. and systematic.

Clarence Thomas, a front-line officer on
St. Vincent, summed up the sentiments of
front-line staff in general: **Tam very grate-
ful to CAEP inevery respect. The CAEP
stat? has been assisting the Ministry with on:
the-job training. Although the Departmert o
Agricultural Extension rian annual, two-wee
workshops for the front-line officers before
CAEP. the in-service training is more regu-
far now. It is also much more frequent and
much more professional than it used to be.
And. it is based on the needs of the extensio
officers as well as the needs of the countries
‘The Ministry identifies the subject areas in
which training is needed. and UWI plans in-
service training with that in mind.

“1think the technical officers with whom
I'work now have i higher estimation of me,
Thomas added. "T'was very weak in certain
arcas, and I've received training in a numbe
of subjects through CAEP. 1 have been
called upon on several occasions to lecture
arcas inwhich Fosed to be really weak.
CAEP has made me a reader and a true pro-
fessional. ™
Technicai officers see improvements

Antiguan plant protection officer Florita
Kentish offered the technical officers” as-
sessment of the value of CAEP training:

" The front-line officers are most decidedly
gaining more confidence in their delivery
systems to farmers. More of them have ob-
tained further training since the onset of
CALP. Several have gone off to do diploma
courses, many have attended in-service
training. und some have been to the United
States for training in vegetable production
and other subjects. You can see the differ-
ence in their approach to their work and in
the quality of the meetings they hold with
tarmers. They seem more methodical now
and understand their objectives better. And
their ability to get farmers involved in the
learning process is much improved. ™



~ Jennifer Maynard, an Antiguan horticul-
arist, said, *The tront-line officers actually
sk for my assistance now. For example,
ereno Benjaivin has taken me to visit tree
rop farmers in his district on two cecasions.
Vith the specialist ofticer at his side. he's

etter able to respond to some of the tarmers

uestions. But the important thing is that he
as identitied someone who can assist, so
irmer confidence in hinm is enhanced.
“Thave seen adifterence in the way the
ront-line officers conduct their programs.”
Aaynurd said. *Buu I think that overall they
iced to understund the basics of adult educa-
ton: that's an arca they need strengthening
n. For example. 1 conducted training ses-
ions tor their tarmers and asked the officers
o collect materials for the sessions- things
ike produce for sampling. crates for sorting.,
hat sort of ting. I eould see by how they re-
ponded that sonie understood how these
naterials could be utilized in the training.
Jut for others . my request was a bother. It
vasn tneeessarily that they didn't care: they
astdidn’tunderstand the value of using
1ese types of tools i truining

‘The front-line officers are
nost decidedly gaining maore
onfidence in their delivery
ystems to farmiers.’

—-Florita Kentish

Undoubtedly. progress has been made.

ut the Department of Agricultural Exten-
ion sees room for more improverent. " We
unk of ourselves as being ina partnership
jith the Ministries of Agricultur. . P 1
jomes said. The more we relate to specific
roblemis in the participating countries. the
nore we want and need persons with first-
and knowledge and experience of those
roblams. So.we always draw on the knowl-
dge of technical personnel in the Ministries
hen we conductin-service training. How-
ver. we need to be Kept better informed of
vhat the ministries are doing in education
nd taning tor their front-line sttt and their
armers i we are to doabetter job of offer-
ng in-service training that meets national
ceds and priorities.”

CAEP activities offer other opportunities
brin-service training. For example, produc-

tion of a Caribbean Agricultural Extension
Manual has been atop priority for the Re-
gional Ext nsion Conununication Unit
(RECUD. Educational program development
materials that outline the annual planning
process comprise the fiest section of the
Manual. When this section is completed. the
CAEP outreach staft will hold one-day in-
service trining sessions in cach country to
review the program planning process out-
lined in the Manual.

RECU is also developing fact sheets for
the Manual on such topics as pests and dis-

e

control
officer Florita Kentish tleft) and horticidtur-
ist Jennifer Maynard as sources of technical
information. Kentish and Maynard see im-
provements in the quality of the meetings that

Sront-line officers hold with farmers.

cases, tree crops, and small livestock. The
CAEP outreach staff will hold subregional
waorkshopsin the Windward and Leeward 1s-
lands as RECU completes cach set of fact
sheets,

This approach illustrates a basic principle



...extension was the scape-
goat; it seemed that...they were
more or less to blame for any-
thing that went wrong in agri-
culture.”’

—Thomas I1. Henderson
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CAEP countries are diverse,
yet have problems in common

The nations participating in the
Caribbean Agricultural Extension Project
are strikingly diverse in many ways.,

For example. important crops vary:
maize and oranges in Belize. spices and
cocoa in Grenada, arrowroot in St. Vin-
cent, bananas and coconuts in St. Lucia
and Dominica. hot peppers and carrots in
Montserrat. sea island cotton in Nevis and
Antigua. sugarcane in St. Kitts,

Ecological systems differ from island
toisland. as do soils because of different
geological histories. For instance. St.
Vincent has fertife voleanic soils. And al-
though only two miles separate St. Kitts
and Nevis, the soil on St. Kitts is fairly
sandy. while that on Nevis has a much
higher clay content.

Land arca. population size. and popu-
lation density also depict a region of his-
torical. cultural, and agricidtural
diversity. While theve is much unculti-
vated land suitable for agriculure in Be-
lize, land is extremely scarce on many of
the islands. Belize has o land arca of
nearly 9,000 square mites and a popula-
tion of only 166,400, At the other ex-
treme. Montserrat-- the smallest of the
countries participating in CAEP—has a
population of about 12.000 on 40 square
miles.

The countries” agricultural extension
systems also ditfer. Some of the nations
were just beginning to develop viable ex-
tension services when CAEP began. Oth-
ers had organizational structures, but
were-—and in many instances. still are—
plagued by stalt vacancies. usually the re-
sult of iusufticient funds, Titles of
extension staft and chains of command
vary from country to country, but ty; i
cally the head of extension, or chief ex-
tension officer, reports to the chief
agriculturat officer, who administers a
nuntber of divisions within the Ministry
of Agriculture.

Despite this diversity, most of the
countries have similar agricultural prob-
lems. Food production lags well behind

Mangaoes, sea island cotton, bananas, and
dashecn are among the many crops grown in
the CAEP countries,

the needs of their populations: all of the

islands are net importers of food. which

contributes to their balance-of-payments
prablems.

Farming as an occupation generally
carries low social status in the Caribbean.
Morcover. farm incomes have been held
down often by artificial price constraints
and marketing problems, Economics of
scale in agriculture are almost nonexis-
tent. Because of alack of employ ment
opportunities, many workcers seek em-
ployment in Britain. Canada. and the
United States. These and other factors
contribute to the difficulty of attracting
young people into farming Conse-
quently. farmers tend to be old. The aver-
age age of Montserrat’s farmers, for
stance. is 57,



Many farmers must take off-farm johs
3 support their families, especially in
10se countries where land is scarce and
arms are small. On the average, about 75
ercent of the farms are under five acres
1size. However. in some countries,
10re than half of the furms are under one
cre. Under these conditions, part-time
irming becomes the norm rather than the
xception.

Another challenge is the region's size.
‘'ommunications within the region are
ifficult and expensive. The seven island
ations that are participating in CAEP are
:attered over some 500 miles from north
ysouth, and nearly 2,000 miles separate
ic most easterly island, Antigua, from
elize in Central America.

that is rigorously pursued in all CAEP under-
takings: The dissemination of educational
materials will be accompanied by in-service
training to review those materials ond make
sure that extension staff know how to use
them hest.

Countries share a desire
for educated staff

Having front-line staff competently
trained with a two-year diploma in agricul-
ture continues to be important in the partici-
pating countries. Montserrat and Dominica
illustrate the extent to which the CAEP coun-
tries have taken up this challenge.

Montserrat is determined to have educated
personnel throughout its Department of
Agriculture, including its extension service,
The government decided before CAEP be-
gan that it wanted some of its employees to
have more than i two-year diploma. So, it
pulled them off their jobs and sent them to
the University of the West Indies to earn
their bachelor’s degrees,

Giving education top priority has meant
that the colony s extension service hasn't al-
wiys been able to stay in step as CAEP pro-
gressed. Director of Agriculture Franklyn
Michacel said, **We have not sent anyone to
the UWI's one-year study program leading
to the Diploma in Extension simply because
we haven'thad any staf1 1o spare. However.
our stalt who are still on the job have been
able to take advantage of the in-service train-
ing and short courses that CAEP has offered.
We'd love to have CAEP around when our
professional extension statf return fron the
University. Mcanwhile. we hor: CAEP can
continue 1o give us the kind of adnuinistrative
support it has provided in the past, particu-
larly in-service training for the people who
are here. ™

‘The push to allow stall o complete their
formal education has called for creativity in
staffing. Although four of the five full-time
extension positions that Montserrat's organi-
zational chart specifies are manned. two of
the positions are filled by U.S. Peace Corps
and British Voluntary Service Overseas vol-
unteers. And, the CARDATS country offi-
cer, Jammi Kumar, is temporarily serving as
chief extension ofticer,

Joe Fox. former MUCIA on-site team
leader. said. " Montserrat is a good example
of what a country can do it it decides it really
wants extension workers with the education
to be effective educators. It Jiterally brought
the expansion of its extension program to i

halt. Three of its staft are now in school and
ina few years, all but one person will have a
Bachelor of Science degree. Once you get a
staff with that kind of technical training, you
can concentrate on giving them the eawra
tools they need—in how to plan, deliver and
evaluate educational programs. ™

The other CAEP countries have not fol-
lowed Montserrat's example for various rea-
sons. In all these countries, money for
training is in short supply and national devel-
opment cfforts are putting great demands on
extension. Administrators feel they need all
the human resources they can muster to re-
spond adequately.

Nonetheless. all the chiel extension offi-
cers share a desire to have better truined
front-line staff. They see the value of train-
ing in improving professional competence
and morale. And. they recognize that exten-
sion personnel can move up through the civil
service only if they have the right academic
credentials.

In Dominica, the realities dictate more
modest ambitions than i Montserrat. Oliver
Grell. Dominica’s chief extension officer,
said. Even though some of our field assis-
tants do not have the credentials to get ap-
pointed as regular employees, we do give
them in-service training, which provides the
expertise they need to function as educators.
I would like all our front-line staff to be at
the agriculture instructor level—the two-year
diploma level—in the future. That is our
goal, How long it will take for us to accom-
plish this, Tdont know. That's why it’s so
critical that we have the people who can
move on to do diploma-level work get the
prerequisites they need to be aceepted into a
diploma program.”

Award recognizes excellenee,
increases professionalism

Most people need more than adequate pay
and training to feel good about their jobs:
they need to be recognized when their per-
formance is exemplary. The analyses done at
the beginning of CAEP show«d that many
extension officers did not have a high opin-
ion of themselves as professionals.

CAEP Cadirector Thomas Henderson re-
called. " With very Jow salaries. no support,
and no recognition for anvthing good that
they did, the extension workers were in a
poor state of morale. Many were consider-
ing, or had already decided to get out of ex-
tension because extension was the scapegoat;

(Comtinued on puge 24.)



Mexico
g Cuba
D
— gon
ep!
i :
© Belize Haiti
©
£ oS
2 Belize amaica
~ 3
O
Honduras
190km 100 mi
Colombia
2
\306 3
o @
o i q,e“
A ™ X
% o
N N\
"0
N
V(‘
1981 1981 1978 1974 b 1983 1979 1979 Year
170 8,867 290 133 40 103 238 150 Tota
25% 4% 26% 47% 15% 42% 33% 56% Pere
80,500 166,400 77,400 96,000 12,000 47,000 137,600 105,000 Popt
9%" 29% 13% 29% 15% 51% 44% 29% ﬁevrg
5%" 21% 30% 21% 5% 20% 14% 13% Agril
of gr
Source of data (except for Montserrat); 1986 Brittanica YIncludes portion of labor force, economy from fishing. 1
Book of the Year. Data for Montserrat provided by bMontserrat is a colony of Great Britain.
Montserrat Department of Agriculture. All numbers and “Includes bersons King in f fishi
percentages have been rounded off to the nearest whole a neludes persons wor {r1g |.n ore.slry, 'shing.
number. Includes persons working in mining. |




7
a

S Barbuda
%/
St. Christopher\
Antigua R Antigua
Puerto Rico Ei”b‘(da Nevis — 9 O/
D s
o2 =\ | P
o h
*hristopher-Nevis — ’ o
o « Montserrat
Montserrat °
Dominica —\
St. Lucia \3 ©
|:ent and the Grenadines —___ 4 o D . .
Grenada - '."' ' ominica —__
~p
\/ ﬂ
\/ j
Venezuela
St. Lucia
™~ U.S.AID
Regional
) Development
St. Vincent and Office
the Grenadines 0
\\ ¢
o Barbados
o o
Grenada o

pendence \0

rea (square miles)

1under cultivation ; Uwi

Ires Faculty D
“ of Agriculture Tobago

r force
igriculture

s share

: Venezuela Trinidad
nestic product

Y




ttseemed that as far as evervhody wis con-
cerned. thes were more or less to blame for
anviiing that went swrong in agriculture.™

Toremedy this, CAFP instituted the Ex-
cellence in Extension Award program,
which annually recognizes an outstanding
extenston ollicer in cach participating coun-
vy, Ay pecson from i pubhie or private agri-
cuttural extension service who works with
general agriculture. the conmmodity associa-
tions. or hivestock is eligible tor the Award.
The national agricaltaeal plannotg connmit-
tees select the recipients of the Award.

The recipients ot the Fxeelence in Eaaen-
ston Awards exemplity extension work at i
best. Generally . they shure the tollowmy
charactenstios:

They customiice the approach o all nopes
of tarviers. One Award recipient from An-
tgwalway s writes the ames of chemicals
onpiece of paper for farmers whoare illit-
erite or have dithicihy reading He gives -
telectuadly curtous farmers who are literate
hrochures and articies toread.

They are willing (o helprwrlt problems ar
any time and are caretul 1o heep appoini-
ments.

helps a St. Lucian farmer fill out a claim for
compensation after his tomato plants were
damaged by drift from aerial spraving.

Theyvweork ro get farnmery involved. One
Award recipient organized o work party of
20 tarmers to make some badly needed road
repairs. Anothier summed up his philosophy
Ty not to do things for people: 1 each
them o dost, P for teaching the men how
o do budding and gratting for themselves.”

Hhev rahe the mdarive. One Award recip
wentwas writing his own pamphlets and get-
tog them printed. Another initiated a radio
progran. A thiod bought thanned hoards witl
his own mones soche eould give more etfee-
tve talhes

Phevare cave: learn and 1o apply wha,
they learn,

hey arewilline 1o swork on a problent un
rl s sofved Reahizing that the propagatior
sations were not goimng to produce enough
plantimg material. one Award recipient from
St Lucns helped farmers setup theirr own
nurseries. He s slow v balding a network o



armers who are helping themselves and
heir neighbors to plant more tree crops.

They are dedicated to performing a valu-
whle service.

They are concerned with building linkages

o other resources. One Award recipient
rom Belize works with the Women's Bu-
eau, the Cooperative Department, and the
ural Agricultural Education Program in the
chools.

They constantly look for opporumities o
ffer advice or assistance.

Lach vear. the recipients of the Excellence
n Extension Award attend a three-day con-
crence on the UV campus in Trinidad that
oeUses on ways to increase professionalism
nd excellence in extension. They make pre-
entations on their programs of work and ex-
:nsion achievements at the conterence. and
leetarepresentative who attends the Minne-
ota Extension Service s annual contference.

wward winners see a need
I extension associations

The idea for a regional or national associa-
[ion for extension personnel arose from the
sharing of common problems at the first Ix-
sellence in Extension conference in
Crinidud. and Award recipients are leading
yoponents ot such an association.

Anthony Philgence. who supervises an ex-
ension region on St Lucia, was the first re-
ronal Lxcellence in Extension
epresentative. He said, “*Ispent a week at
he annual extension conference in Minne-
otaand this gave me the opportunity to un-
ferstand how extension might be organized.
talso gave me some motivation (o try (o or-
zanize a professional ory wanization ol exten-
ion officers here in St Lucia. We're stitl in
he planning stage. but we intend to push for
such anorganization. 1 think it could im-
wove morale and toster professionalism. It
vould give us chance to discuss our ap-
rouach to our work and let us share the expe-
icnees we've had with one another,”

Front-line officer Mary Louis. another St.
Acian, also attended the annual conference
1 Minnesota. She said. 1 was impressed by
¢ way extension was organized. And the
onference wasn'tall work: people were
iven time for recreational activities, time to
et together to discuss their problems and
arn what everyone is doing. I was im-
ressed also by the systematic way in which
1c extension workers dealt with their prob-

lems. Sometimes, we do i lot of ralking and
there’s not enough action. ™

Derrick Zamore, an Excellence in Exten-
sion Award recipient who now manages Do-
minica’s Coffee Development Project,
thinks that a national association of exten-
sion workers would offer several benefits.
He said, **First, it would bring about more
recognition of extension because extension
would be in the news more. It would also
give us a chance to improve our service to
farmers. Collectively, we could probably
look at farmers® problems in much more de-
tail and come up with solutions that would
work. [ think such an organization would
also enhance professionalism in extension.
And. it would create better rapport between
people who don’t ordinarily work together.

All the countries remain enthusiastic abouwt
the Lxeellence in Lixtension program and
continue to support it. Most people know the
recipients and consider them worthy of the
henor. And. most countries give additional
recognition to award recipients in newslet-

I)t'rrul\ Zamore, who Iwml\ l)omuuul s (of
Jee Development Project, talks to farmers
about the proper way to plant coffee. Zamore
and other Excellence in Extension Award re-
cipients often possess the attributes that offi-
cials laok for when selecting persouns to head
agricultural development efforts.

ters, newspaper articles, and radio programs,

The Award program has done more than
recognize outstanding accomplishments. It
has also increased the professionalism of ex-
tensior officers. given other officers a stan-
dard to aim for by establishing role models,
helped to combat the negative image of ex-
tension officers by publicizing top perform-
ers, and provided incentives to excel.

Equipment increases
cffectiveness, efficiency

One of CAEP's objectives was to provide
equipment for officer travel, mass communi-
cations, and in-the-field demonstrations of
agricultural techniques. The CAEP staff re-
alized from the beginning that even the most
carcfully thought-out extension improve-
ment plans would not succeed unless the na-
tional extension services were properly
equipped.

So, equipment—including agricultural
tools, vehicles, communications equipment,
and library and other materials—came to
play an important role in the Caribbean Agri-
cultural Extension Project,

Carefully thought-out strategies were em-
ployed with respect to equipment procure-
ment. Early in the Project, the CAEP staff
and RAECC agreed that receiving equipment
should be contingent upon proof that a coun-
try had made progress in carrying out its na-
tional extension tmprovement plan. This
gave CAEP the leverage it needed to help the
countries implement their national plans
more quickly than might have been the case.

Each extension service was required to de-
velop lists of needed equipment based on pri-
arities of the national extension
improvement plan. This process, which in-
volved personnel at all levels of extension us
well as others in the Ministry of Agriculture,
helped ensure that only equipment actually
needed was procured. As a result, the equip-
ment furnished by CAEP has been highly
prized—and utilized.

The baseline survey conducted at the be-
ginning of CALEP found that field staff were
hampered by a severe shortage of agricul-
tural equipiment and teaching aids. In some
instances. front-line officers wcudltcmplnu_.
to function without even the most basic
equipment. CALP remedied this situation by
supplying ficld staff with the equipment they
needed to attain the goals specified in the na-

(Continued on page 28.)



For some, there are no problems—

only opportunities

It's often said that problems are actu-
ally opportunities, and that's a perspee-
tivz Excellence in Extension Award
recipients share. They invariably have a
strong sense of social responsibility, and
see problems as opportunities to improve
the lives of people. Front-line officer
Clarence Themas is a good example.,

Thomas works in St. Vincent's south-
ernmost district, where livestock produc-
tion, tourism. and fishing are important
industrics. Although there are 3,000 full-
time farmers, many other people farm
part time. Some farmers own land, some
sharcerop, und some are landless.

About 70 percent of the population is
under 30 vears of age. and unemployment
is a serious problem particularly among
the young, who often cannot find jobs
cven though they have the necessary edu-
cation and training for employment.

“*Very many of my young farmers are
landless.”” Thomas said. *“but some of
them are among the best livestock pro-
ducers in the district. The domestic and

export markets for livestock are very reli-
able, and these young people have found
livestock raising to be one way of muking
sonie money.,”’

One of Thomas™ goals is to change the
attitude that many rural people have about
farming, that it lacks dignity, economic
opportunity, and social status. Thomas,
who's called **Paddy'” by almost every-
onc, worked with a primary school to pi-
lot a basic course on agriculture. Now,
the Ministry of Education is considering
making the course part of the curriculum
in all primary schools.

Thomas also lectures, gives demonstra-
tions. and provides educational and other
materials for the agricultural classes at the
sccondary school in his district. Many
students have become excited about the
school’s agricultural program, and some
arc using what they've learned about live-
stock production to improve the produc-
tivity of their parents’ sheep and goats,
Others have started flocks of their own.

“*Even while they're in school, they're
livestock producers,” Thomas said. **1
know of some who pay their school fees
and buy their books from the profits of
their sheep and goat production. Working
with the schools and youth groups is a
step in the right direction. A lot of the
new techniques that farmers in my district
are practicing were learned from the
school children rather than from me.
Some parents have been very grateful and
have told me that their children had not
been helping them on the farm before we
started the agriculture prograim. I'd be
very happy i some of these children
would turn to full-time farming when they
leave school.™

There are many unemployed. unwed
tecnage mothers in the district, and

Farmers learn the fundamentals of small
stock health care at the livestock health clin-
ics that front-line officer Clarence Thomas
holds.



homas saw their plight as another oppor-
inity. He and the staffs of the govern-
ient health centers discussed the

roblei, collected statistics, then talked
ith some of the unwed mothers. ** They
clped us greatly in identifving their
roblems: unemployment, poor family
ructure, a fack of knowledge about child
are, fumily life, and family planning.

Ve drew up a program. and these young
omen have responded magnificenty,™
homas said.

Kathleen Mandeville, head nurse at the
\dams Health Centre. said, **Paddy and |
ork together to help the unwed mothers
y be a bit more independent. Because
1ey are wiemployed. providing ade-
uate, nutritious food for their families is
problem.™

Thomas teaches the young women
bout backyard gardening and egg and
abbit production. He has raised money to
uy rabbits. and 11 ol the women will re-
cive a pair with the provision that they
ive some of the offspring to other unwed
wthers.

How’s the program going? Thomas
pid, **One lady said she was able to save
ICS60 (about USS22) in three months
rom the production of her garden. She
casoned that her fwmily had consumed
bout ECS100 worth of vegetables and
he also gave some to friends. Normally,
he would have been going to the market
3 buy this produce.™

Working with farmers remins the
eart of Thomas' work. The livestock
calth clinics he holds are occasions to
:ach farmers animal health care and to
iscuss their problems. Thomas said, **In
283. when [initiated the livestock pro-
-antin my district. there were six clinic
scations. But the response has been so
reat that there are now 25 locations, half
['which were setup by the farmers them-
slves. We run aseries of clinics three
mes a year. On the average, 50 ani-

mals—mostly goats and sheep—are ex-
amined and treated at cach location. We
deworm, castrate, trim hooves, and treat
for any sickness the animals might suffer
given the equipment and drugs that we
have.™

One of Thomas' major successes has
been convineing farmers to upgrade their
livestock. Inbreeding was a mujor prob-
lem: few animals were castrated and stock
was allowed to breed indiscriminately.
Each Wednesday ., Thomas castrated ani-
mals and tatked to farmers about livestock
improvement. He said. **Some farmers
are castrating on their own now, and 1
don’t think [ have to follow up with a sin-
gle farmer anymore when it comes to se-
lecting breeding stock. ™

The drive to upgrade livestock includes
artificial insemination of cattle, which
farmers are uceepting after some initial
skepticism, and the use of government-
owned Toggenburg and Nubian bucks
and Blackbelly rams. However, Thomas
thinks there are not enough purcebred sires
available and he and the CARDI team
leader are preparing a proposal to bring
more into St. Vineent, particularly rams
of the Blackbelly breed, which is very
well adapted to conditions in the district.

Animal nutrition is another area of con-
cern. Thomas said. **When [ began work-
ing here, there was poor pasturage and
overgrazing. Farmers didn't know how to
feed even though there's much crop
residuc and good fegume feeds. So. |
identified some local legumes that are
very nutritious. The farmers had been
planting gliricedar for yeas to contain
their livestock and protect their crops, but
they did not realize its vadue as a feed.
They have to go inte the bush to cut Leu-
caena, but Tam going to introduce Leu-
cacna and some good grasses. like
Pangola, Bermuda, and African stargrass
on farms, ™’

Thomas and rescarchers in his district

Clarence Thomas shares educational materi-
als with two students at the secondary school
in his district. Because of his work, many
Young people have become interested in
SJarming as a career.

are trying to find ways that furmers can
reduce their feed costs. They have sent
samples of local feedstufTs, such as
peanut tops, sweetpotatoes, cassava, and
coconut meal, to a lab in St. Lucia to see
how they compare in feed value with
commercial feeds. Thomas said, **If
there's no great difference, we will not
advise people to buy commercial feeds.

Soon, Thomas witl receive some
cquipment from FAQ, which he will use
to show farmers how to put up hay and
ensilage. Adoption of this practice could
be an important stride forward because
the rainy scason in the district lasts only
three months. Most farmers do not feed
during the dry scason, but allow their
stock to roam free. As as a result, the ani-
mals do not thrive as they should and
there is no control over their breeding.

Problems? Certainly. But lucky for
farmers and others that dedicated exten-
sion officers like Paddy Thomas see op-
portunities in problems,




“CALP has contributed im-
mensely in helping us get our
Sront-fine staff to the point
where they can deliver a pro-
gram.”

—Oliver Grell

tional work plans. This included such itemis
as horticultural Annves, thermometers., cis-
trating toals. scalpels.measuring Gipes,
maznitiers, pocket cadeutators, and hack-
packs. CAEP also provided district exten-
ston tfices with equipment that field st
could use (or demonstrations and meetings:
plastic buckeo., survey ing instruments for
soil conservation ettots s dehorners . hoot
trimmers, wereht tpes, chalkboards, and
flipcharts. T addition. cach national exten-
ston otfice recenved attice equipment such as
tvpewriters. e cabinets and reterence
h(l()k\,

COALRP hus contributed innnensely
helping us cetour tront-line statt o the point
where they candeliver a program.™ sad Do-
mimci's chiel extension otticer, Olner
Greell CARR has provided traming and the
squapment and neaderial that they need to he
more eltectve and eficient. ioungh toals
and cducational equipment ik e caleubators
and knapsachs i seenyinsieniticant. they
are very essential,

The mtal anadysis alsoidentihed o des-
perate necd to INPEOLC CMUTINIOR 'S (ecess 1o
farmers. the terramas rough i oy of the
countries. and rowd systems venerathy inade
quate Phis mabhes scditficult tos front fine
stath to setto farms mosolated creas The na
tonal extension othices had few vebieles at
then disposal to msport extension ol tieers.,
technical expertssand cquipment o farme

The motoreyele that CALP provided allows

Srout-line extension officer Daniel Arthurton

to increase his contact with furmers on Nevis.

meetings and other events, Most front-line
officers did notown vehicles and their actiy
ties were limited o the places and hours the
public transportation was available, When

the bus stopped. there was no alternative by
towalh o which severely imited the numbe
ol fiarm visits they could nrdee. Moreover,

evening nieetings with farmers were often

out ol the question.

CALP responded to the transportation
problem by giving cach national extension
office at teast one tour-wheel-drive vehicle
Sonie of the Lireer countries and the two-
island navon of Sint Kitts-Nevis received
second sehieles But thas st left most front
Itne otficers at the meres of public wans-
portation,

Creative thinking helps solve
the mobility problem

Motorescles helped solve the mobility
problem on Nevis, the smatfest of the is-
Lands. One all-weather road crreles the is-
Find. trattic s cenerally Tight, and most
tarmers are focated oft e main road. So,
CAEP gave cach of the tront-line ofticers a
motoreycle with the provision that they
maintin and repair the velnele at their ex-
pense.

Refare we vor the niotorevcies hom
CALP. we had to careh the bus, ™ said
Daniel Arthurton, o tvont-line officer on
Nevis, With the motores eles. we can go a
mostany place tharwe can walk. They allo
us o visitmore farmers i acday and to hold
meetings i the evering. when the furmers
are done warking for the day. ™

Simply siving e extension services mos
vehieles did rotseema viable and lastig s
tution to the mobihits problemin the other
countries. When civil servants use govern-
mentehicles the vehicles tend o be poorly
maantamed and driven swath Jess-than-opti-
mal care. Moreover, veele ownership can
hecome aomajor i on covernment 1i-
nancesadding sigmtieanthy (o recurring
somethine the participating govern-
ments could dbattord. The CALP stall foun
things ditterent in those countries where ex-
tenston personnel were being reimbursed to
usog then personal vehicles m their work
Phe velneles were caretudly used and miain-
ttned. and the governments were not sad-

CONts



:d with vehicle upkeep and replacement
bsts.
So, the CAEP staff discussed with the par-
Pipating governments e possibility of
aningz money to extension staff to buy vehi-
cs. U.S.AID would fund a revolving loan
heme through CAEP. An initial amount of’
aney would be provided to set up a loan
ogram administered by a commercial
ank, and repayments would be used to fund
:w loans. Stipulations ar~ that the vehicles
archased under the scheme must be duty
ec, owned by individual officers, and used
r extension work. Also, a loan must be

Iy repaid should a person who borrowed
oney under the program leave extension.

‘With the motorcycles, we can

o almost any place that we

an walk. They allow us to visit

tore farmers...and to hold

teetings in the evening...”’
—Daniel Arthurton

In 1984, the first revolving vehicle loan
ogram was established in St. Vincent. By
pril 1986. the program had enabled 11 ex-
nsion personnel to buy duty-free vehicles
commercial loan rates. Paypacks are per-
itting loans for two more vehicies cach
ar.

St. Vincent's loan program has received a
eat deal of attention in the region, and
AECC has recommended that such loan
'ograms be the primary mechanism used to
ve the critical transportation problems of
itension workers. Antigua and Barbuda,
ominica, Grenada, and St. Kitts-Nevis are
llowing St. Vincent's lead and should have
thicle loan programs in operation soon.

Interest in the program runs high among
Ad staft in all the countries. Artiguan
nt-line officer Sereno Benjamin said,
Transportation is really a problem. [ cannot
ver mure than ore arca in a day because |
ve no transport. [ have to take the bus to an
2a and then walk to neighboring farms. 1'd
interested in taking part in a loan pro-

gram. I cannot buy a vehicle as long as 1
have to raise the money on my own. "’

CAEP makes communications
a high priority

Another CAEP objective is to strengthen
extension-related communications through
the mass media. The extent to which CAEP
has equipped the participating countries’ ex-
tension communications units and the estab-
lishment of a Regional Extension
Communications Unit reflect the high prior-
ity the Project puts on communications.

Communications figure prominently in
CAEP’s efforts to improve the tink between
rescarch and extension, Unless the Univer-
sity of the West Indies and the participating
countries have the ability to provide re-
search-based information in print, over ra-
dio, and by audiovisual means, the relevant
research that is being done in the region by
UWI. CARDI and other rescarch organiza-
tions won't reach those who most need and
want the information-~the farmers.

The older farmers in the CAEF countries
generally have little, if any, formal educa-
tion. Many are illiterate, and many others
have only an elementary education. Under
such circumstances. disseminating extension

information by radio and audiovisual means
assumes added importance.

As arule, the younger farmers have more
formal education. Newspapers, newsletters
and printed educational materials such as
fact sheets are important vehicles for trans-
mitting useful information to these and
other, more educated farmers. The mass
communications media also play an impor-
tant role in gaining public awareness, in-
volvement, appreciation, and support of
extension aclivities and programs.

The CAEY staff worked with the Min-
tstries of A riculture to establish or expand
extension communications units in all the
countries cxceept Montserrat, which contin-
ues to have a single communications unit for
the entire Ministry.

Several changes have been brought about
in national communications efforts as a re-
sult of CAEP. Full-time extension communi-
cator :asitions have been established, and
Jjob descriptions have been written for the
communication officers, making it clear that
their primary responsibility is dissemination

The national extension communications

units and UWI's Regional Extension Com-
munications Unit produce fact sheets, bul-
letins, and newsletters that provide farmers
with useful information,

cux-rinim
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Front-line officer Eugene Skerritt broadcasts
information to farmers over Radio Montser-
rat. CAEP conununications training im-
proved Skerritt's radio writing and
broadcasting skills,

of extension information through the mass
media.

Communications units receive
equipment, training

CALP has equipped cach of the national
extension communications units with a vehi-
cle. The units have received 353mm cameras
and accessories, tape recorders, typewriters,
stencils for lettering posters. slide and over-
head projectors and screens. duplicating and
mimeograph machines. stencil cutters. and
public address equipment also.

Inaddition, CAEPR has equipped the
WINBZA ¢ communications office in
St. Lucia with a four-color printing press,
That office produces educational materials
that can be used by extension personnel em-
ployed by the banana growers associations in
the Windward Islands. The pressis also used
to print some of the educational materials de-

veloped by St. Lucia’s extension communi-
cations unit,

Training has been an important aspect of
‘equipping”” the communications units. Ex
tension communicators from cach of the
countries have attended the communication:
training which the Regional Extension Com
munications Unit conducts cach vear with
the help of MUCIA communication profes-
sionals. So far. the training has dealt with
photography. graphic arts, radio program-
ming. and newsletter and slide set produc-
tion. In addition. five national extension
communications officers have participated i
the Diploma in Extension program.

.

The communications equipment and train
ing provided by CALP is being put to good
use. Cyprian Yarde. un agricuttural informa
tion assistant from St. Lucia, said, Pl be
able to use much of what Ilearned in the
photography course. Our annual work pro-
gram calls tor us to produce a number of
shide sets. The 33mm camera we got Irom
CAEP has a wider range of Ienses thiw our
old cameras, and now we 'l be able to get
shots we couldn’t get betore. 1 think the
camera will be a great help. now that [ know
more about photography and slide set pro-
duction.™

The training fas helped Eugene Skerritt
also. He said, " Because Montserratis a
small country with limited resources, we
have not been able to appoint someone
specttically to do communications work. Sc
I've had to wear two hats, as a front-line of-
ficer and as an extension communicator. |
tried to gain experience from the radio sta-
tion personnel. but most of them are not in
tune with extension or with agriculture. So,
wasn'ttotally equipped to prepare programs
for our target audiencee. the farmers. After |
attended the short course in radio program-
ming. [ was able to go back home and put t¢
gether programs that were...well, the
Director of Agriculture said he saw a great
improvement and the station manager said
the same thing. ™

Communicatioas units support
agricultural development

A glance at a national communications
unit illustrates the pivotal role that commun
cations play in the CAEP countries” push to
develop their agricultural sectors.

Charlie James is responsible for extensior
communicitions in Donnnica. James has a
Diploma in Mass Communications from th
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‘niversity of the West Indies and has
orked in the Ministy of Agricubure's com-
wnications unit sinee 1976 His two assis-
ints are lareelv untrained. save for
n-the-job experience.

A Tack of commumcation equipme:
sed to be our biggest prohlem., but weve
hercome that thanks o CAEP Limes

aid. Now L our biggest constraintis a lack
Frained personnel. | have to do many

ings el because my assistants are un-
ained. Howevers Miss Greenaway recently
tended the RECU tranimg on photography
ad stide set production, and that should 1k
yme ob the Joad oft mes Ny other assistnt,
o Jacab o supports as inradio programs-
ing i Creoles He abso tunctions as ajack-
Brall trdes: be sets e Sguipiment tor
s distrbutes pewslettens and bee

wise e vood gt leterimge he fancions s

nartisto I et acthe noment he's doine
Osters tor e Colice Developoient Pro-
L

Jamesand his assstanis develop educa
onal matertad s and do pueticiny for all of e
linistry's departments wid development
rojects. Fortunatels . the projects covel
tosteosts assoctated with the werk that the
mimunications uiedoes tor thern How
%'cr. e e s i chiont s extension. the
tinistry s bizeestdepariment.

The vehicle that CALFP eave the commu-
ications wmt s used naunly o transport -
ovisuab cquipment and other materials o
tension mectings and Held davs. Often.

eSO ene of s assistants niest goalony
ceitse many field sttt do nothknow how o
seevenashde oroverbiead projecion. This
Snotan eticient use of personnel, and

mmes plans toreach the distiet supervisors
Ow Lo tse the sudiovisual cquipment as

00 Us [N\\\H‘h‘

James" umt does an maipressive aniount
adarray of work s Bach vear. it prodices
carly 63 hours of radio proceams as weil as
swsreleases and announcemienis of wncom-
e actvities . whieh are broadeast over Do-
unica Broadeasting Services, " This is
griculture” s the unit™s main radio en-
svors [eis hroadeast Sunday noon and
i Fuesday evening. and covers meetings
W general agricultural intormation, " Mar.
NReport™ s aweehdy program that deals
ith price trends i Dominica™s retat nar-
s Haute Teree™ L aprogram about
rwiculture i Creoles s broadeast four davs
week.

Vel M ki e

Royette Greenaway of Dominic +'s extension
commanications unit takes phoiographs for
an educational slide set.

Recently . the unit began to supply copy
and photographs for an agricultural page in
the istand™s week v newspaper. Other print
medieettorts include w quattery newsletter
anda fortmighitly bulletin onagricuitural
prives.

Educational materials are an important
part of the unit's output. Last vear. the unit
produced tact sheets on Using pesticides:
controlling «iugs. cabbiuge caterpilivrs., and
citrus weevilsand growime cibbuge, pas-
stontruit. beans, patchouli, wnd carrots. The
unit also took slides and produced overhead
transparencies for atdiovisaal presentations.

The commumication unit houses and main-
Giins the Ministey s referenee library, As
time allow s Rovette Greenaway is catalog-
g the books that FAO and CAEP have do-
mated torepiace those destroved by
hureicanes severul yvears ago,

Interestin video is keen in Dominica as it
i~ i many ot the other CAEP countries.,
James said. " Some of the wop people i the
Mimstny have heen clamoring for video
cquipment. We've done acouple ol video
productions with hired help and cquipment.
and they 've beenvervimpressed with them,
We have acable television system which
runs mostly matertal trom the V.S and it

P - (R Ot
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you can supply them with local material,
they use it We have a portable monitor, and
were thinking of using videocasseties to
show farmers educational video out in the
districts, armers seem much more inter-
ested when they can see things moving than
when we show them shides. ™

How does James decide which extension
communications elforts the unit will under-
take? CAEP has helped with that. through its
emphasis on proeram planning and annual
work plans.

“The communications work we do for the
vear s decided in farge part by the district
work plans.” James said. = We're supposed
o develop our work plan after they “ve done
thetrs. butin realiny we do it simultaneously,
Flook atour resourees, at the media avail-
able.and decide how much of cach type of
communications cffort we can do for the
vear. When we do our work plan. we're not
very specilics we o back and siy which sub-
Jects we Il be dealing with after we see the
district work plans.

TOurextension service is just beginning
W appr ciate fine-tuned planning. Talways
tell them that we can’t produce a slide set in
adayt i yvou wantaslide seton planting. vou
should plan a season ahead. But ey don't
quite understand yethow much advance no-
tice we need to do i good job, ™
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RECU provides training, materials
for communications units

The Regional Extension Communications
Unitof the USWT Department ol Agricultural
Extenston provides on-going communicu-
tions support and training for the national ex-
tension communications units. This
backstoppmg by RECU is very important be-
cause it ensures that the national units will be
more likely to achieve the goal of making ex-
tension tield staft more eftective --and etfi-
cient.

The analysis conducted at the beginning of
CAEP showed that extension delivery sye-
tems in the purticipating countries consisted
mostly of front-fine otficers™ visits o indi-
vidual farms. This was inefficient and hardly
feasible. since many front-line officers must
serve 300 or 400 turm tamilies. Theretore.
one CAEP coal has been to assist the na-
tional extensinn commuaications units in
providing cducational materials for ivont-line
officers to use in group meetings with farm-
crs and to provide wetul information uppro-
priate for dissemination through the mass
communications media.

RECU produces extension tact sheets,
bulleting, radio programs, and audiovisual
materials. The Unit distributes these educs-
tional nuterials throughout the region
through the national extension communici-
tions units. The national units then package
and distribute them o front-line ofticers and
to the mass communications media, The fact
sheets that RECU produces also become part

of the Caribbean Agricultural Extension
Manual, the official reference for extensio
field staft in the region.

Forexample. Dominica’s communica-
tions unit receives taped features for radio
shide-tape sets, extension bulietins, fact
sheets. and the regional Exvtension Newsle
ter from RECUL The unic distributes somie
these materials as they are to the front-line
stalf or to the island ™ mass communicatio
media. With the help of focal technical an
extension stafl. the unit adapts other RECH
developed materials to suit Jocal needs and
conditions betore it distributes them,

RECT aind CARDI are headquartered ir
the same building on the St Augustine car
pus. RECU and CARDI communicators ar
exploring ways in which they can coopera:
tively produce educational materials. REC
has produced a slide-tape set to complemen
CARDI bulleting on rabbit production,
RECU also worked with the CAEP outreac
office in Aatigua to produce and distribute
fact sheet on green bean production in the
Leeward Islands that was a collaborative ef
fort of national technical and extension sta
and CARDI researchers.

CAEP has helped te make RECU fully o
crational by traming RECU technicians an
providing communications equipment and
vehicle for the unit, RECU now has a fully
cquipped duplicating and printing center,
darkroom. radho production studio. referen
library, computerized typesetting and word
processing facility, and communications la
oratory for training degree candidates,
Diploma in Extension students. and exten-
sTon communicators,

Most ot the educational materials that
RECU produces are developed in Trinidad
with the aid of UWT Faculty of Agriculture
experts. This has helped to strengthen the
Faculty s commitment to the University's
extension mission. In 1285, Gail McClure
and FLarey Meiller. the current and former
MUCTA extension communications advisor
to RECU . conducted a technical writing
workshop for UWT faculty and CARDI and
Ministry personnel. The workshop was a
great suecess: the Faculty members who pa
ticipated i itare working with RECU to pr
duce more educational materials than befor
RECU now plans (o hold the werkshop eac
vear inaddition to the annual. two-week
workshop it conducts tor extension commu
nicators.,

Since 1985, RECU production activities
hive been coordinated by Neil Paul, a for-
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er extension communicator from St. Lucia
ho has a bachelor’s degree in Agricultural
ymmunications from the University of 11li-
is. Faculty of Agriculture staff consult

th Pau! concerning communications work
2y wish RECU to do and he assigns the
mposing. lavout, and printing work to the
propriate support statf. Paul is also a
:mber of the Department’s management
mmittee. which uses a team approach to
1g-range planning,

epartment gives top priority
production of RECU materials

Although the Department of Agricultural
tension produces printed and other materi-
foritself and the Faculty of Agriculture.
tives RECU materials top priority. Paul
d. *"The production that we do to support
snational communications units goes on
tardless of what other work may come in.
> have to observe production deadlines
ictly to ensure that things are done on
iedule. Our first priority is to support the
tonal communications units but it outside
rk comes in ahead of time. it can be
1eduled into our work plan.
MUCIA communication advisors have
ayed an important role in the development
RECU. They advised the Department on
tting up and equipping the Unit and in re-
ganizing the Unit and getting it fully oper-
onal. They also assist in the annual,
o-week in-service training that the Depart-
:nt conducts for extension communicators.
Former MUCIA communications advisor
rry Meiller said, " RECU first had to
weitselt. The Unit started with an idea
Talot of enthusiasm. Gradually, the staf(
ined training, experience., and confide.ce.
w. the enthusiasm has become persever-
se. RECU has evolved into a highly pro-
stive communications unit. One indication
its success is that UWI Faculty and the na-
nal communications units sce RECU as
tical to their work. ™
RECU s annual production goals are am-
ous. The Unit will »oon be producing
ht editions of its taped radio service.,
gricultural Reports™. and cight slide-tape
s on priority subjects per year. RECU will
0 continue Lo produce photographs to ac-
mpany news releases and will provide
otographs for use in national exhibits. The
1it’s fact sheet production goal is 56 per
ar. Inaddition, RECU will produce at
stone technical bulletin and four issues of
tquarterly Extension Newsleuter per year.

RECU’s annual production program is de-
termined by regional prioritics and the needs
of the national communications units. Neil
Paul said, **We try to avoid duplication of
effort: the national communications units are
aware of what we intend to produce each
year. We do not produce educational materi-
als for which there is only a limited or local
demand: we expecet the national units to re-
spond to requests for such materials. ™

RECU is instituting an evaluation research
program. Evaluation of communication ma-
terials with respect to comprehension, use,
and impact is important to the long-range
goals of CAEP. the Department, and the
University. The first research project is a
readership survey of the Extension Newslet-
ter.

MUCIA communications specialist Wolfgang
Hoffman (left) discusses the finer points of
photography with front-line officer Joseph
Herbert from Nevis during the RECU short
rourse on photograply and slide set produc-
rion.

What about RECU’s future? Gail Mec-
Clure, the currci.: MUCIA communications
advisor, said, **Having proven its production
capacity, RECU must now strengthen its
unique linkages between the University and
the national communications units, As far as
program development is concerned, this
means that RECU must work within the web
of relationships to see that it produces what
the national extension services can use and
the UWI faculty and other scientists can
provide. It also means more effert and coor-
dination so that issues surrounding educa-
tional materials, such as duplication of effort
and cfficiency in distribution, get more at-
tention.

“*We intend to give the national cominuni-
cation units and scientitists more localized
support with communications training and
more systematic attention to providing basic
supplics and maintaining equipment, RECU
has the capabiluics to make a major contri-
bution to CAEP us the fragile infrastructure
that has been put in place is strengthened. ™
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A reconnaissance team visits with a woman
SJarmer on the first day of the Antigua
sondeo.

“We are in Antigua to bring us
closer to the people for whom
this project is immediately di-
rected at benefitting—the
Sarmers and their families.
—P. . Gomes

1y
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The sondeos: preparing to show
that extension can help farmers

In TU8- the Regronal Agnicultuead Faten-
sion Coordinating Committee (RAECC) ey

to review the progress made by CAEP and 1o

set guidelines for futare Project activities.
Discussion within the committee confirmed
that CAEDP had been successtul inworking
with nutionid extension systens to improve
their effectiveness. Now iwas time to focus
more directly onmmpact at the farmer level.
RALECC recommiended that CAEP focus
it activities for two vears inone district in
cach of the participating countries. The goal
would be to demonstrate what an etfectve
extension progrinn could doto improve the
fotof firm Lunhes. The demonstration dis-
trrcts would use i farming systems approach

1 needs assessment and extension personnel

would use farm management principles i
workmge sthoindiadouad families, RARCC
also sugeested that an evaluation be made in
cavh demonstrison district at the end of the
twosvear pertod to measire the impact made

by extension on productivity . farm tamnly i

comesand otherelevantidicators,

Four extension personnel three tront-
line ofticers and w distniet supervisor— typi-
callv serve adistnict i the CARP countries.

Fach ot the Windward IsLnds has Tour (o six

districts. santigua has twoand Montserrat.

Nevis, and St Kius are cach equivalent to
single district.

In Tanuary 1980, CALEP began to imple-
ment the approach recommended by
RAECC an approach that had never betfo
been attempted in the Caribbean to develop
extension programs. The approach involve
asondeo ta Spamish word for “sounding
out” ). type of rapid reconnaissance survg
that 1s often used in tarming svstems re-
scarch to quickly wentfy farmers” problen
tconstraints) and technology needs.

The goat of the sondeos, which are being
conducted in atl the CAEP countries during
1980, is to guther information, mainly abo
farmers™ experiences and perceptions, in th
demonstration districts. The information iy
wsed toadentify farmers” problems and op-
portunities for deihng with those problems
wusing available technologies and resource:
Lach sondeois conducied by a multidisci-
phinary team o agrnicultural and social scie
tists. extension speciadists, and district
extension statt. The team collects buseline
evaluation data. identifies farmer needs an
examines approprigte technologies and ma
agement practices that might inerease farny
productivity. This assessment becomes tha
hasis for developing extension programs i
the district.

During a sondeo. the multidisciplinary
team gathers and analyzes information froi
many points ot view, Farmers and key per
sons i agricultural industries. the service
sector, and government are interviewed in
tormalty. The team wlso takes secondary d
into aecount.,

The first CALP sondeo was conducted i
Antigua’s northern zone in Junuary 1986.
The sondeo team included personnel from
the UWI Faculty of Agncubture, CARDI,
amd the Antigua Ministry of Agriculture,
Fisheries and Lands as well as CALP staff
and MUCTA spectalists, Team members b
cxpertise inagrreultural cconomies, agriet
tural engineerig. agronoms . extension,
farm management, horticulture, livestock
production. marketing, pest management,
soctology ot science. and veterinary
medicine.

CAEP codirector P Gomes old the
team. T We are i Antigua to bring us closg
1o the peaple for whom this project is imm
diately divecied at benefitting: the farmers
and therr Ginnlies. Atthe RAECC meeting
there wisa great demand for us . iocus at
the districtievel, The countries said,
“You've helped us resrganize extension.,



http:conlilni.ed

How one country is solving the marketing problem

Marketing difticultics are the most
common complaint expressed by
Caribbean farmers. They can. and often
do, produce more than they can sell ata
profit. The , .ernments of the CAEP
countries are acutely aware of this prob-
lem and are addressing it in various ways.
Montserrat provides an interesting
example.

Montserrat’s chief extension officer
Jammi Kumar said. **We were showing
farmers how to increase production, but
we weren'table to deliver what they re-
ally needed-—nrore income. Farmers were
planting whater they wanted. harvest-
ing all they produced. and wking it to
market. e was cither jackpot—yvou selt it,
or you lose the whole lot, ™

Imports contributed to the problem and
sometimes glutted the market. Vegetables
were being imported because there was
no assurance that locally arown produce
would be available when it was needed.
Conscquently. the prices farmers got for
their produce Huctuated widely and un-
predictably.

So. the Department of Agriculture es-
tablished a Production Co-ordination Unit
to implement & national production plan.
The goal. as Kumar simply put it, “*is to
get farmers to grow only what they can
sell. ™

He said. *"We began by surveving the
hotels. restaurants, schools. and hospitals
throughout the island to find out how
much of cach vegetable they used each
month. We also found out how much was
being imported cach month. So. alt we
had to do was to get fwnmers 1o plant in
such a way that the right quantity of cach
vegetable would be ready to harvest when
it was required.

New tegislation requires that a license
be obtained from the Department of Agri-
culture before anyvone may import pro-
duce. Licenses are granted only if the
Production Co-ordination Unit says that
tocally grown produce will not be avail-

AR CoY
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The demand for produce at the market in Ply-
mouth, Montserrat’s capital, is quite lintited,
Because of the Production Co-ordination
Unit, there are fewer gluts in the market and
many farmers are planting only what they
will be able to profitably sell.

able when it is needed, and then only for
as much as domestic production is pre-
dicted to falf short of demand.

The Unitsurveys large-scale users cach
month to determine how much produce
they witl need in the future. Acreage al-
lotments are set for each district by hav-
ing the front-line extension officers
estimate the number of acres of each veg-
ctable that Farmers in their districts will be
able to plant. Then. the officers get farm-
ers o igree to plant the required acreage,
They work up production schedules,
which tell the farmers how much and
when to plant. and advise them on what
not to plant. They also collect data regu-
larly on what has been planted and when

it is expected to be ready for harvest.

“"We don’t guarantee a market, and a
farmer can still plant whatever he
wants, " Kumar said. **but to keep that
problem to a minimum. we say. *Look. if
you plant as we suggest, we feel you will
not have a marketing problem.’ Farmers
are really waiting now for the extension
officers to tell them what to plant. They
are planting according to the schedule and
produce is coming into the market on
schedule.™

Thanks to the plan, Montserrat’s farm-
ers are making more money from smaller
acreages. They are getting higher yields
peracre, and are not wasting money by
planting produce for which there will be
no market. Best of all, Montserrat will be
able 1o step up production to meet new
export demands in the future without
throwing its domestic markets into chaos.

e
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CALEP codirector P. 1. Gomes, MUCIA agri-
cultural economist Ken Egertson, and Au-
tignan front-fine officer Sereno Benjamin
interview a farmer cvecond from left) during
the sondeo in Antigua,
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You've helped us train our extension person-
nel. You've provided us with seholarships
and cquipment. Now Chow can we get down
toan action plan where our ield sttt can do
somethime with the tarmers themsehves””
That is why we are embarking on the son-
deos Teis ameans by which we can carry out
arapid reconmssance survey ol the tarming
situgtion i cach demonstration district,
meeting and talhmg with the Grmers and
with ofherds from the Mimstry o geta
sense of the sitiation We're asking then o
bring to bear their resourees with oar madest
assistince. to mithe wehange i the way ey
are developing then agnicultaral resources. ™

Sondeo goal: a focused plan
of extension work

MUCTEA project reann leader Michael Put-
ton explamed. = We are conducting this son-
deo to generate Tst and foremost i focused ©
extension plan ol work Tor the district asing
approprite and meaningful interventions
given current resources. What this assumes
is. that with your expertise. we can identity
appropriate technology that makes sense in

the northern part of Antigua - weehnology
that extension can and ought to focus jts ef-
forts on extending now,

“Secondarily owe woula expect that out
this process would come an entitication o
some future rescarch needs tat would be
passed on to the Faculty of the University o
the West Indies and 1o the rescarch staff of
CARDIL A third possible oatcome is the
identification of projects that would be at-
tractive to external tunders. Fourth, the
sondeo s likely o vield policy recommend;
tons i support of agricultural develop-
ment. ™

CARDI consultunt Robert Hart said the
teany should take w svstems-ortented look at
farming in the district and consider cach
farm as a business and o household unit,
Farms would likely consist ot sex eral sub-
systems. Bach of these subsystems aperates
within an environment that mcludes social,
ceonomic. political and educational factor:
At the same trme, each subssstem has certa
amounts of Tund. Tabor, capital. and manag
mentinputs at its disposal. The final output
depends ona number of other subsystems—|
production. marketing and distribution,
management, and consumption and is all
cated tomeet the needs of the home and the
farm operation. 1t would be the team’'s job t
anmdyze and deseribe the various farming
svstems and identfy the constraints and opd
portunities within then.

To collect the needed mformation, the
team nad 1o talk to people from four groups
APHMETY growp consisting ol farmers and
family memberssa policy group of people
who develop and administer agricultural ;)(1
1evaseeondury group of people who
provide sgriculural supplies: and a tertiary
group. consisting of service organizations
foragriculture. Inaddition. the wwm would
review seeondary data collected carlier,

The tewm tulked to local exiension office
about possible problem areas betore it split
into four groups. Each group included one
two local extension personnel. one agricul-
tural scientist, and one social seientist, For
the first two dayvs of the sondeo. the groups,
conducted windshield surveys™ and tulke
to focal farmers. Fach afternoon, the team
reassembled and discoussed what had been
fearned.

Team members ugreed onaset of ques-
tions that eversone would use as a puidelin
mnterviewing frmers. The team would g
mformation about the family history: how
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12 they had tarmed: changes that had oc-
rred in the farm operation over the vears:

es of livestock and crops raised: timing of

inting and harvesting: the Tood preterred
Teaten by the family and how available
s were at various times of the vedar: vari-
ons in vields and causes: Lind. Eibor, and
heavailability: Hivestock husbandry infor-
wion sources consulted to operate the

s and the fnnly's overview ol good and
M things o the distriet.

1’()n the third. Tourth. and tifth davs. the
im broke into groups which went into the
I for interview s with more tarmers and
Fsons i the policssecondary | and tertiur
s,

am classifies farming svstems:
:tifies problems, opportunities
Fhe morning of the winth day was devored
writing up individual case studies based
the interviews that had been completed.
he atternoon. the wam worked on a farm-
system classification svstent and finally
dedonwhat it considered to be the cight
¢S OF Larming sy stems operating in the
ez cotton-vegetable, cotton-vegetuble-
L.\(m'k. Ivestock. hivestock-vegetable.

- ﬁ? g.i\é{,c AR LAKE .
UWTagricultural economist Liovd Rankine
makes a point as the sondeo team attempts to
define the farming svstemy in A ntigta’s
northern zone,

How might extension officers and others
who work with farmers use the sondeo re-

Perop-livestock-veeetable, vegetable,
retable oot cropand yegcetable-roat
p-livestock Forcach system, the Tive-
ek orcrop most prevalent was Jisted first.

port Jenniter Mavnard said, 1 worked with
the agricultural instructors last year on some
posthanvest training and | tound that there
wits i lotof information that was not neces-
sartly appropriate for certain situations, |
was concerned about how an extension offi-
cer faced with a postharvest situation would
have to tip through all this information to
come up with some recommendations. |
think the fmal report could actuatly become a
training tool for extension officers as wel] as

veloped written sections on two of the farm
systems that had been sdentified. The LTOUPS
arganized cach case studs report and placed
1 the appropriate [ system category
then felly deseribed cach farm system by ex-
amining the case study reports and the other
mtormation that was available.

Chat atternoon, the weam also began o de-
ibe constraints and opportunities within
hfarning svstem e constramts and
ortunitics were classibied s exogenous
weoperating owtside the immediate farm

Onthe tenth day - the group Teaders pre-
emyorendoyenous,

pared the summary and conclusions of the 1i-

Inthe seventh, cighth. and minth dirss o nal report. At noon, a luncheon was held

sondeo. the e identitied as many con-
’lil]l\ i anportimities as possible. Team
mbersilso wrote up case study reports on
farmers who had been miern iew ed
Fhe Antiruans helped sreity madentty-
potentii opportunitios as they were fa-
far with wreas that could be cxplorted and
as i which more work needed 1o be done.
rexaniple. Antiguan horticultarist Jen-
TN avnard observed. 1 ink there
ds to be additional waiming of extension
ructers to dehver hvestock intormation 1o
ners. Over the vears, people have said
extension ofticers i Antizu are strcthy
voriented and that's because they haven't
the trnnmig in livestock .
ter the team had listed all the constraints
opportunitics that it could. it broke up
the original tour groups. Fach group de-

withagricultural leaders i the alternoon,
the groups discussed some of the problems
they had observed and the sondeo con-
Cluded.

Hereare atew of the reconmendations
the team made: Extension programs should!
be developed i the arcas of water conserva-
tion. varietal selection, fertilizer use, har-
vesting and posthary e technology
etiective use of mineral licks, and parasite
control. The Bstension Service should pilot
aneducational program on the Tormation of

mirheting cooperatives i the northern zone.

Fhe Ministry shoubd put o immediate of-
fectan m-depth in-service iy program

for tield officers in several PrHOrity areas, in-

cluding vegetable production, furm and
home nimagement. and hivestock produc-
tion.

adiagnostic recommiendation ool

The real work comes after the sondeo
Asondeais notan end i it Mot of

the work comes afterwards: the problems

and priorities have been identitied. and ex-
tension personnel must address those prab-
lens.

CALP outreach professionals will work
with extension stalf in cach demonstration
district to implement a complete and effee-
tve program development process. The pro-
coss will include:

o Adistrictestension advisory committee
composed of Tarmers and others with in-
terestain.and influence over, agriculiural
developmentin the distret will he estab-
lished to work with extension staf? and ad-
vise them onextension programs,



During the 1986 RALECC meeting in
Grenada, discussion groups helped clarify
the roles that the national ugriculture plan-
ning committees and Ministries of Agricul-
ture would play i the demonstration
districts.

o The district extension otticers will develop
specthic works plaos aimed at madany smali
frmers more effective manaec ol then
finnted resowrces. The work plans wall be
based on the sondeo needs assessment and
on the mput ol the distnet extension advi-
sory camimittiee Speciad conphusis sl be

puton mtroducing location-spe b pro-
duction practices and appropriate tech:
nologies with real nerket potentiad.

o [he CALRP statt will wark swath district ot-

ficers to focus district mecetines and super-
visory activities on the work plans of the
distret’s tront-hine sttt

The CALP statt wall also work with dis-
trict otheers tooadentits other resourees i
the distiict e luding soverniment pro-
SrENS. nongoversment proj cis, and peo-
ple who can be mobihized und used 1o
support extension ciforts

The CAEFP statt salbwork with district and
seiior extenston st o ensure it sutli-
cient backstopping hinhages and mecha-
nisms are moplace at the natonal level o
support the needs of thie district proerams
In particular. the national commumcations
umit will he mvolved i the distmct plan-
nie sothat the it~ production activ fties
wHl suppart the distriet ettorts

CAEP outreach st wilh work wieh e
nenal stadt and <hort werme techneal asss
tenee personned o deselop b
management materids <uited 1oruse mthe
district. Front-Tine ofhicers will be tramed

touse o Tarm numagement approach in
working with farm Gimilies. They will
help famihies analyze therr whole farm oo
cration with attention to cash flow . the
costoi mputs, retarn on investment, and
alternative furm prolic opportunities.

o Atthe end of the two veirs, i secomd
farmer assessment survey will be con-
docted to evaluate and document change
i asricuharal productiviey. Using the re
sults, the CARP sttt will develop ran
new sections for the Caribbean Agricu-
turad Fxtentton Manual, One section wil
feature how to use i farming systems pet
spective i conductimg i district needs as
sesstent toidentity Tarmer problems ang
setevtenston priorities. The other will fo
cus on how (o apply tarm management
principles i front-hine extension work.,

The overall demonstration distriet effort
directed i the frield by Project codirector
Fhomas Henderson with the assistanee of
UWToatreach prafessionals Dunstan Camp
belland St Clar Barker. In addinon, two
MUCTA protessionads . extension furm mar
agement and narketing specialist Ken Eger
son tron the Umiversity of Minnesota and
extension Lrm ngement specialist War
ren Schaver from Nichigan State Universit
are workimg out ol Domimica and St Lacia
to assistin the demonstration district ettort,

The CAEP team s workimg closely with



MUCIA takes a global perspective

The Midwest Universities Consortium
for International Activities, Inc.. which
has its internattonal headquarters at Ohio
State University, s providing technical
assistance for CAEP,

Eight U.S. universities are members of
MUCIA: University of [llinois. Indiana
University, University of Towa, Michigan
State University, University of Minne-
sota, Ohjo State University, Purdue Uni-
versity. and University of Wisconsin,
These universities have been involved in
MUCIA projects to develop institutions,
agriculture, education, and public admin-
istration in many countries, including In-
donesia, Nepal, Peru, South Korea.
Thailand, and Somalia as well as in the
Caribbean,

“CAEP and projects like it are long-
term projects.” said William Flinn,
MUCIA’s executive director. **Gener-
ally. a consortiunm is better suited for such
projects because they require i lot of
"people power” and we feelit's important
to have a diversity of people and re-
sources available for development efforts.
We try to provide the very best technical
assistance, and it works out better if we
can select from eight schools rather than
one. Lach of our member universitics is
known internationally for excellence in
arcas of specialization,

“We also draw upon other universities
lo provide expertise for our projects, In
the case of CAEP. itis Lincoln Univer-
sity. which has a long history of address-
ing the problems of the limited-resource.
rural population of Missouri, and is in-
volved in other dJevelopment projects in
the Caribbean. ™"

Why is MUCIA involved in CAEP?
Flinn answered, **While we have human-
itarian motives for being involved, we
also have other reasons. Part of it is sim-
ply that we live in a global community.
MUCIA universities are international in
cvery sense of the term. and involvement
in development projects contributes to
their international character. Our involve-
ment results in spinofts for our research,

teaching, and extension programs. Onc of

our reasons for getting involved in CAEP
was to learn things about international de-
velopment and to integrate those things
into our curricula. Marn, of the lessons we
learn overseas have direct relevance for
situations in the United States and should
be transportable. When you do things in a
different context, some of the things you
consider routine turn out to be not so rou-
tine. Then, you see their importance in a
different light.™

Another benefit that MUCIA has
derived from its involvement in CAEP is
the new approach to project evaluation
that Michael Patton devised. Flinn said,
“We're using what we've learned about
project evaluation in CAEP in all our in-
ternational development projects. With
Patton’s innovative approach, you start
with evaluators at the beginning of a pro-
ject and carry through to the end. You not
only collect the data you need to objec-
tively evaluate your progress from day
one. you also have the data you need o
know when and how to redirect the pro-
jectif things don’t go as planned. Data
are collected throughout the life of the
project, and there’s little chance that you
won’t have the data you need to show the
degree to which you were successful at
the end of the project.™

MUCIA has also benefited by having

UWI faculty members share their exper-
tise and experience with its member uni-
versities, For example, UWI faculty have
worked at Ohio State University s Inter-
national Credit Center and former UW]
Dean Lauric Wilson consulted with col-
leagues in MUCIA universities for an en-
tive summer.

Flinn said that MUCIA would like to
work with the University of the West In-
dies in institution-building projects in
other parts of the world.

P. L. Gomes, head of the UWI Depart-
ment of Agricultural Extension, said,
“We've learned a lot from working with
MUCIA, and | think the consortium can
help bring us into contact witih other insti-
tutions of the Third World. Because we
are part of the Third World, we have a
certain expertise and an awareness of mis-
takes that have been made in the past as
well as concerns to share. [ think the Uni-
versity can play a very positive role on the
international scene by collaborating with
MUCIA. Our Regional Extension Com-
munications Unit has developed and pro-
duced many educational materials that we
can share. We also have a familiarity with
arural sociology that, although it is pecu-
liar to the Caribbean region, touches
many aspecis of the rest of the small farm
world.”
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1. University of lllinois
2. Indiana University
3. University of lowa
4. Michigan State University
5. University of Minnesota
6. Ohio State University and
MUCIA Headquarters
7. Purdue University
8. University of Wisconsin

MUCIA Universities
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“The island extension services
have been largely iransformed,
Sfrom their previous unfocused,
ineffective state into well orga-
nized, potentially highly eftec-
tive systems."’

—LU.S. ALD evaluation
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CARDI to inteerate CAEP and CARDI fanm
system development efforts, Team members
will also provide farm management training
for extension officers throughout the region
and develop tarming systems and farm man-
agement raning materials,

The demonstration district approach is the
centerpiece of CAEP'S continunng effort to
strengther Cartbbean extension’s ability o
meet fari family necds.

Innovative approach to evatuation
helps keep CALP on track

A four-member.interdisciplinary esternal
evaduation tean has evaluated the progress
made by the Caribbean Aericultural Exien-
ston Projectsinee it hegan to be imple-
mented. The evaluators have used an
mnovative. user-oriented approach. which
was developed by MUCTA project Teader
Michael Patton and is deseribed in his book
Crilization-Focused Evaluation (Siage Publi-
cations, 1980).

What isunusaal and elfectine abowt
the way that CALP has been evaluated is that
projectimplementation and evaluation were
svitchronized tram the vers begmning.,
Morcover. all the kev stakcholders in
Caribbean extension were involved inall as-
pects of the evaluation. thereby contributing
to ity relevanee and use.

The evaluators consuited with U8 ATD,
VW and MUCTA representatives before
they designed then evaluation. They also
met with the delegates to the 1983 meeting
of the Regional Agricultural Extension Coor-
dinating Comnnttee to find out which eriteria
might be used to determine whether CAEP
had been successful and to explore the possi-

The external evaluation weant for CAEP pre-
seated its findings during the 1984 RAECC
meeting in St. Kius.,

biities for data collection. The resulting
criteria constitited i set of questions and pi
mary outcomes. both qualitative and quant
tative. After the RAECC meeting, the
evaluation team worked out the details of il
evaluation with the CAEP staft and
LLS.AID. Evaluation data were to be col-
fected Girough interviews, observations, ar
document analysis.

The CAEP sttt ereanized all their repon
ing around the evaduation desien, Their we
plans were based on the eriteria that were t
be used to assess CABRS suecess. and the
crteriawere reviewed at staf mectings as
way ol directing implementation and focus
my on those outcomes that were primary te
CAEP and the evaloaton. Members of the
evaluation team were sent monthly and qug
terhy reports based on the elements of the “
evaliition,

Here s anexample of how this worked:
The firstelement in the evaluation design |
cused on the goal of establishing a nationa
extension planning committee in cach coul
ey A CAEP sttt meetings began by re-
viewing the progress ol the national
committees and all regular reports include
information on the activities and progress ¢
the committees. tn addition. the evaluators
were given the minutes of commitiees,
Later. the evalwators conducted interviews
gather first-hand imnformation about the ope
ations and activities of the committees. Th
evaluation process improved program impl
mentation from the very beginning by focu
g the etforts ot the CAEP stalt, The
evaluation constituted a framework tor pro
gram planmng and reporting that helped
Keep the stet s efforts focused on the pri-
mary goals of the Project.

The evaluation team collected datain the
field during Tune TYS4 The team’s finding
confirmed the overall suecesses ol CAEP
and revealed o high degree of support for
Projectactivities among the participating
countries. The evaluation also identified
some areas of weakness, which the staff bd
gan o correct immediately.

The published evaluation report was rea
tor the November 1984 RAECC meeting.
the meeting. the evaluators reviewed their
findings and suggested wavs that the evalu,
tion report could be used for local as well a
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rional purposes. RAECC delegates re-
Pwed and adopted the report and suggested
it the CAEP staft use the findings as a ba-
for future activities.

The external evaluation has had a major
pact on how CAEP is being implemented.
helped reorient the Project only a year and
nalf into its implementation so that weuk-
sses could be addressed. And. it played an
portant role in U.S. AID s decision to con-
ue to fund CAEP through 1989. (The ex-
utive summary of the external evaluation
included in the Appendix of this publica-
m.)

s we look to the future, the
npact on farm families must
2 the criterion by which the
tecess of the Project is
idged.”’

—Michael Patton

In 1955, an cvaluation carried out by
S.AID confirmed the external evaluation
m's finding of overall project success.

¢ U.S.AID evaluation concluded. ** ... At
s point, the project could be deemed suc-
ssful on many fronts in terms of the pro-
FUs immiediate objectives and purposes.

¢ island extension services have been

gely transformed. from their previous un-
Fused. ineffective state into well orga-
red. potentially highly effective systems.
any of the originally planned outputs are in
wee and fully functioning, such as the re-
nal and national planning committees, the
b descriptions, supervision and training of
T, communications units, outreach of-

es and recognition programs for agents.
rmer contacts are increasing. ... In institu-
nal building terms then. this project offers
uceessful model and much promise for
sitive impact on the level of improved

wll farmer welfare which was the project’s
ated goal. ™

consensus develops
1 what extension should be

The focus throughout CAEP has been on
fective extension programming. The Ex-
llence in Extension program, the policy di-
sgue in the Regional Agricultural

tension Coordinating Committee

(RAECC), the discussions in the national
planning committees, the CAEP training,
and the Caribbean Agricultural Extension
Manual have all emphasized the elements of
clfective extension programming. As a re-
sult. there is now a widespread consensus
within the Caribbean agricultural communivy
that effective extension programming should
have the following characteristics:

o Lxtension should be involved primarily in
agricultural technology development and
transter as an educational process. Exten-
sion should play an educational role in
moebitizing rural people 1o make their own
decisions and thereby direct the agricul-
tural development process through
informed action.

e Effective extension fucilitates mo-way
communication in which information
about farmer needs and interests is passed
through extension to agricultural re-
scarchers, educators. and policymakers
while taformation from rescarchers. poli-
cymakers, and educators is passed back
through extension to farmers,

o Liffective extension adapts technology to
location-specific requirements for the ef-
fective application of improved agricul-
tural methods in the context of specific
farm conditions and needs. Agricultural
development processes vary from locality
to locality: therefore, an effective exten-
sion service must be adaptable to local
needs.

o Liftective extension programs are inte-
grated and coordinated in suen a way that
avariety of methods are used in focused
campaigns on targeted audiences. Mass
communications should support fickd staff
waork with groups and individuals so that
farmers are provided with with accurate
and reliable research knowledge and tech-
nology.

o Listension programs should be developed
collaboratively with farmers. rescarchers.
agricultural businesses. and policymakers
so that development efforts in the agricul-
tural sector will be integrated. An effee-
tive extension service needs broad-bascd
support and planning particypation from a
variety of rural interest groups.

o Effcctive extension programs are planned
so that the efforts of individual extension
personnel combine into a larger whole
which constitutes a colierent agriculiural
campaign within a district and an inte-
grated approach to development.

o Extension staff should be appropriately
trained and equipped. They should be mo-
bilc so that they can carry technology to
the farms, where farmers work. And, they
should be well supervised in implementing
a written plan of work that is based on ex-
phcit agricultural and extension priorities.

e Effcctive extension jocuses on the farm
Jamily wir and is sensitive to family in-
come flows, labor availability, gender di-
vision of labor, and cultural norms.

o An cflective extension system requires
clear staff roles and objectives, rectmical
competence, a solid organizational and
managerial foundation, adequate re-
sources to reach rural people, and ongoing
linkages with agricubtural researchers.

o Aneffective extension approach requires a
systems perspective on agricultiral devel-
opment.

At the vpening of the 1986 RAECC meet-
ing in Grenadit. Michael Patton. MUCIA
project director, summarized his feelings
about the progress that had been made
through the Caribbean Agricultural Exten-
sion Project. He said. **Over the six years
since the Project began, we have learned a
great deal about how to make extension more
effective in working with farmers. Not ev-
crything we've done has worked. Nor are all
the changes that have taken place fully insti-
tutionalized. Quite the contrary. many of the
changes are uite fragile.

“The CAEP continuation activities are
aimed at reinforcing and institutionalizing
changes already made with the full recogni-
tion that failure to do so could leave the situ-
ation worse than before. Not only would old,
incffective patterns return, but cynicism
about the possibility of ever changing things
would setin,

“The CAEP effort to improve extension
has once ultimate purpose: to improve the
well-being of farm families. | have been im-
pressed from the beginning of the Project
that my Caribbean colleagues are deeply
commitied to this purpose. While our project
activities have been aimed at extension staff,
the ultimate purpose has always been, and
continues to be, improving the well-being of
furm families. As we look to the future, the
impact on farm families must be the criterion
by which the success of the Project is
judged.”

4]



Appendix

Executive Summary

Executive Summary of the External Evaluation Report of the
Caribbean Agricultural Extension Project, Phase 11
The Caribbean Agricultural Extension Project (CAEP) has been successtul
inachievingats goals, The major suceesses (Part 1y and arcas for improve-
ment (Part [ are outlined below,
1. How has CAEP been most successiul?
o CAEP has established National Planning Committees in which vari-
ous interested and atfected groups participate in the agricultural de-
velopment process.

to

- CAEP has built a foundation tor regular and systematic extension ac-
tivities through conerete and focused work plans at national, district.
and extension officer levels.

3. CALEP has significantly increased the amount of training available.

both in the individual countries and throughout the region.

4. CAEP work has resulted in increased farmer contacts and has jim-
proved extension’s ability to assist farmers.

5. CAEP outreach has demonstrated the potential for significant impact
on farmers in areas such as: crop diversification, product quality. use
of tertilizers and pesticides, and the role of women in agriculture.

6. CAEP has worked with nationat Ministries to strengthen extension
supervision of ficld staff through supervisory training, performance
standards, and regular reporting,

7. CAEP has upgraded the competence. professionalism, and morale of

extension officers. including establishing a regtonal program to rec-

ognize cutstanding extension officers.

=

- CAEP has directed Ministry attention to the extension divisions re-
sulting in aaministrative restructuring, reorganization, and clurifica-
tion of job responsibilities.

9. CAEP outreach statf have seta positive example through their own

hard work. dedication. and commitment. furthering project goals by

their knowledge of the region and their sensitivity to local issucs.

10. CALP not only has provided much-needed equipment, including ve-
hicles. to participating countries. but also has ensured its proper
maintenance and full use,

FECAEPR has capitalized on its status as a regional project to: (i) en-
inee regional cohesion and cooperation; and (b) facilitate project
implementation at the national level.

L. How can CAEP be improved?

Lo CAEP should expand its nutional training activities with district offi-
cers and extension agents.

2. CAEP should work with individ-al countries to further extend in-ser-
vice training programs coordinated with the country work plans.

3. CAEP should give future attention to solving the transportation prob-
lems of extension agents either by providing additional transport
equipment or by establishing loan funds tor vehicle purchases by
agents,

4. CAEP should give more attention o strengthening extension's link-
ages with research enterprises. private associations, and education
institutions.

5. CAEP should give more attention to strengthening extension’s link-
ages to marketing and the use of marketing information in planning.

6. CAEP, working with UWI, should review the course of study of the
Diploma in Extension program to determine how the program can re-
spond more direetly to the needs of extension leaders.
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7. CAEP should work with UWI to clarify the administrative respon:
bilitics and procedures necessary for strengthening the Regional E
tension Communications Unit (RECU) at UWI.

- CAEP should play an active role in devising appropriate training a
ternatives to current Diploma in Agriculture programs for front-lir
staff.

9. CAEP should give greater attention to strengthening regional com

munications and linkages setween extension divisions.

o

10. CAEP should increase its activities aimed at making front-line ext
sion agents more effective,
HL CAEP should strengthen the ability of the National Planning Com-
mittees to gain nitional support 1or extension.
External evaluation team: Dr. Marvin Alkin, UCLA Graduate School of E
ucation (team chair): Dr. Jerry West, Universiiy of Missouri (agricultural
cconomics): Dr. Marlene Cuthbent, University of Windsor (communicatio
and evaluation speciatisty; and Dr. Kay Adams, Southland Corporation
(evaduation. planning. and management specialist),

Lvaluation Resolution

Resolution of tae Third General Meeting of the Regional Agri-
cultural Extensior Coordinating Commiittee at St. Kitts, Nover
ber I5, 1984,

ADOPTED UNANIMOUSLY
Whereas the External Evahiation Report of the Caribbean Agricultural Ex-
tension Project has been submitted to RAECC, and
Whereas the general finding of the external evaluation have been reviewed
and discussed by RAECC delegates.,
We do. therefore, meeting in plenary session, conelude as follows:

. RAECC participants essentially agree with the overall findings of the
evaluation as presented in the Executive Summuary.

2. While various individuals and smalt groups have suggested miner
modifications in the phrasing of certain findings, and those maodifica
tions have been presented to the external evaluators for their considel
ation, the delegates find the overall report te be thorough, balanced,
and generally accurate and fair,

3. The RAECC delegates further conelude that:

() CAEP has had a visible and observabic impact in strengthening th
capabilities of the national extension services in participating cou
tries.

(b CAEP work has significantly increased extension’s contacts with
farmers, and has demenstreated the potential of an orpanized exte
sion effortto dircetly benefit farmers. there being specific examp
ol conerete impacts as follows:

i increasing the productivity and efficiency of small farmers;
ii. helping farmers diversity into new crops and animals;
iii. improved product quality:
iv. greater use of fertilizers and pesticides:

v. improved Land cultivation, spacing. and planting material; an
vi. increasing larmer contacts with cach other.

(¢) CALP has contributed significantly to greater professionalism an
more positive attitudes among extension agents throughout the pe
ticipating countries.

(d) CAEP has stimulated the transfer and use of valuable research in-
formation to extension personnel and farmers,



RAECC delegates recommend hat the evaluaticn findings and sugpes-
tions for improvement be used in conjunction with other discussions
and recommendations from the Third General Mceting of RAECC to
form the basis of a proposal to U.S. AID for fiture activities aimed at
further strengthening extension, and improving the productivity and
welfare of farmers in participating countries.

RAECC delegates urge the governments of participating countrics to
1se the findings of the evaluation as a basis for building further com-

0.

mitment to and support for national extension services.

RAECC delegates commit themselves to consideration of national
cvaluation findings in their National Agricultural Planning Committees
and other extension planning processes.

RAECC delegates commend the external evaluators for producing a
timely, useful and comprehensive report, and for their substantial con-
tributions toward improving CAEP in both the short-term and long-
term.

For further information

~itional published resources:

gricultural Extension for Rural Transformation: The CAEP Model”’ by Thomas H. Henderson and Mic

hael Quinn Patton in Rural Development

1e Caribbean. P. 1. Gomes (editor). London: C. Hurst & Company. New York: St. Martin’s Press. 1985,

1e Caribbean Agricultural Extension Project: A Case Example of Utilization-Focused Evaluation’” in Utilization-Focused Evaluation. Second
ion. 1986. Michael Quinn Patton, author. Sage Publications, 275 South Beverly Drive, San Francisco, California 90212.

more information, contact:

rartment of Agricultural Extension
ulty of Ag:iculture

versity of the West Indies
Augustine, Trinidad

st Indies

lwest Universitics Consortium for International Activities, Inc.
: Ohio State University

Derby Hall

North Oval Mall

umbus, Ohio 43210

LA

ibbean Agricultural Extension Project

ice of International Agricultural Programs
versity of Minnesota

Coftfey Hall

0 Eckles Avenue

Paul, Minnesota 55108

A,

riculture & Rural Development Officer
sional Development Office/Caribbean

p. Agency for International Development
x 302

dgetown, Barbados

ist Indies

The Caribbean Agricultural Extension Project is funded by the United States Agency for International Development, Contract
No. LAC-0068-C- 00-2054. The views expressed in this publication, however, are not necessarily those of U.S.AID.

43



