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Aide memoire 

Royal Government of Bhutan 

Commercial Agriculture & Resilient Livelihoods Enhancement Programme (CARLEP) 

Supervision Mission Aide-Mémoire –15-Oct-2016 to 2-Nov-2016 

A. Introduction 

1. The Commercial Agriculture and Resilient Livelihoods Enhancement Programme (CARLEP) 
came into force on 11 December 2015 and covers a seven year period, for a total cost of USD 
31.5 million, financed as follows: an IFAD loan of USD 8.25 million; an IFAD grant of USD 1.05 
million,a grant from the Adaptation for Smallholder Agriculture Programme (ASAP) of USD5 
million, a contribution from beneficiaries of about USD 0.6 million, and USD 5.7  million from the 
Royal Government of Bhutan and USD 4.8 million from Food Corporation of Bhutan Limited 
(FCBL). It is coordinated and managed by the Office of Programme Management (OPM) based at 
Wengkhar in Mongar. So far the programme has received the full initial advances on the loan and 
the ASAP grant. The draft progress report for the first six months of 2016 (January – June) has 
been submitted. 
 

2. An IFAD supervision mission1has taken place from15October to 2November 2016, with the 
objective to broadly assess overall implementation progress as per AWPB following the start-up 
workshop in March 2016. The mission interacted with the Ministry of Agriculture and Forestry, 
Ministry of Finance, OPM, officials from FCBL, RAMCO, RLDC and ARDC. The mission visited 
and interacted with Gewog officials and farmers in Samdrup Jongkar, Trashi Yangtse and Mongar 
Dzongkhags and grateful to the Royal Government of Bhutan (RGoB) and all other partners for 
their collaboration and support. 

B. Overall Assessment of Programme Implementation 

3. Progress: Overall, the programme is moving towards achieving start-up operations with a 
moderately satisfactory rating (score=4). The period from December 11, 2015 up to October 
2016, has been spent in fulfilling disbursement conditions, key loan covenants and the 
recruitment of OPM staff. The following activities have taken place since the start-up workshop: (i) 
consultation meetings with the Programme Dzongkhags and selection of Gewogs for programme 
interventions; (ii) preparation of PIM, draft implementation guidelines and training manuals (iii)  
selection of pilot climate smart villages; (iv)mapping of vegetable and dairy production areas and 
marketing flows; and (v) support to purchase and distribution of seedling to farmers, rehabilitation 
of irrigation schemes and improved dairy sheds and fodder development. The basic financial 
management and procurement systems are in place and operational. Work on establishing the 
key elements of the monitoring and evaluation (M&E) system has started with revision of the Log-
frame and Results Framework while indicators at output and outcome level are being elaborated. 
 

4. Mission's key observations: Based on programme design, subsequent negotiations and the 
financial agreement signed between IFAD and the RGoB, the three main studies on  dairy and 
vegetable value chain assessments and the FCBL institutional capacity assessment are to be 
carried on through international technical assistance. However, in official correspondence, from 
RGoB in August, 2016, IFAD was informed that the procurement process, which had already 
commenced, was withdrawn by the Ministry of Agriculture and Forestry in favour of using national 

                                                      
1Tom Anyonge, Lead Technical Specialist (Mission Leader); Ms Lakshmi Moola (CPM, RGoB); Vincent Darlong, IFAD 

ICO (Gender; M&E and KM),Wafaa ElKhoury, Lead Technical  Specialist (Agronomy); Paxina Chelishe Senior 
Technical Specialist (Climate Change), Rajendra Bhari (Project Manager – HVAP, Nepal); and  Pratul Dube, IFAD 
Consultant (Financial Management & Procurement Specialist). 

http://www.climatefundsupdate.org/listing/asap
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rather than international independent consultants2. In its response3 IFAD agreed to these studies 
being carried out using independent national consultants. IFAD would like to reiterate that the 
independence of these studies is critical to ensure that: (i) the results aligned to the terms of 
reference, provide an overarching guidance to the entire programme, without the risk of influence 
of individual technical departments within the Ministry and to build the coherence between 
institutions of the Ministry to deliver the intended outcomes; (ii)  fragmentation of analysis and 
setting of technical priorities based on sub-sectors is circumvented; (iii) adherence to the 
provisions of the IFAD Executive Board that these studies are carried out independently; (iv) an 
external view and new ideas are rationalised into the re-organization of FCBL's future role as an 
independent actor in the agricultural produce markets; and (v) the studies, which require full time 
commitment, also mitigate the risk of gaps in experience and knowledge, by identifying the key 
areas for capacity building, that were identified during design. To this end, the TORs will be 
redefined and shared with IFAD for National Consultancy, with the flexibility, allowing the national 
firm to hire international experts to support the process, if needed. 

 
5. It is now one month since this cancellation of the bidding process and any further delay risks 

slowing down the entire implementation pace of the programme. The identification and budgeting 
for priority interventions of CARLEP needs to be informed by the results of these three studies. 
Since the annual work planning and budgeting for CARLEP is scheduled in December (for 
2017/2018), it is critical that these studies are completed no later than the end of 2016.In addition 
to the 3studies, the mission observed that the inventory of groups done by RAMCO and OPM 
needs to be further deepened to assess the maturity status with regard to social capital, technical 
and business capabilities. This will enable the OPM/RAMCO and ARDC and RLDC to identify and 
cost the necessary training/mentoring modules which can be used in developing a capacity 
building plan for groups to empower them implement their development ambitions. Indeed, this 
assessment together with the above three are mutually reinforcing and need to be done 
simultaneously to feed into the planning and implementation process.  
 

6. Thelocal level planning process at the field level needs to be more integrated. The core 
implementation team at the Dzongkhag levels should make sure that the essential main technical 
themes are well covered during the participatory planning process with communities. The 
planning should be jointly done by the main implementation partners (selected key Dzongkhag 
Government professionals, ARDC, LRDC, DAMC/RAMCO and FCBL). In addition to justcarrying 
out needs assessment jointly, prioritizing key interventions, agreeing on who will do what and 
how, preparation of well sequenced implementation plans which feed into the programme annual 
work-plan and budgeting process, should also be done jointly with implementation partners.  

 
7. Implementation guidelines should be significantly revised. The implementation guidelines on 

groups should integrate the three key aspects of group dynamics including leadership and 
governance, financial and business management, and production and resilience aspects. Further 
to this, the guidelines on implementation of livestock and agriculture development activities 
should be improved by incorporating the recommendations presented under component 1 and 2 
below which includes a more systematic integration of climate change risk analysis. These 
implementation guidelines should be applied in a mutually reinforcing manner. Group 
development particularly enhancing group cohesiveness should be a prerequisite to 
strengthening their technical skills in crop/livestock production and business skills. 

 
8. The main climate change adaptation and environmental management issues are the approach for 

building resilience of the target beneficiaries both in the value chains and for individual 
smallholders and their communities. The incorporation of the climate risk management needs to 
be systematic and activities sequenced in the appropriate manner.  The relevant expertise from 
relevant agencies (e.g. National Environment Commission Secretariat (NEC) particularly with 
regards to climate information and monitoring need to be engaged in the relevant project activities 
especially the planning and implementation stages to ensure the strategic and operational 
orientation.  

                                                      
2Letter ref: MoAF/FCBL/2016/397 of 2th August , 2016  
 
3Letter ref: IFAD of 22nd September, 2016 
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9. Mission's key recommendations: The focus in the next 6 months will be in three areas: (i) fast-
tracking the procurement and carrying out of the rapid assessments of the value chains, FCBL 
and the groups with the aim to have the assignments complete by mid – December, 2016 to feed 
into the planning process of 2017/18; (ii) OPM needs to follow-up the community participatory 
planning process in selected climate smart villages to ascertain that they are adequately 
integrated i.e. to ensure that the implementation teams cover the core thematic disciplines; and 
(iii) integration is not only in participatory identification of farmers' needs but also to see to it that 
there is equal participation in prioritising of key interventions and that there in integration in 
preparation of implementation plans where interventions are well sequenced to achieve the 
required operational and outcome synergies. 

 
10. OPM needs to ensure that the procurement and execution of the independent rapid assessments 

of vegetable and dairy value chains (VC)is  fast-tracked and implemented in two phases.For the 
first phase, the Terms of Reference (ToRs) will be narrowed down to focus on key areas needed 
to identify the main barriers where the programme can intervene and to make quick gains in 
facilitating farmers integrate profitably into key value chains, enable activities to start on time and 
facilitate preparation of the AWPB for 2017/18. The ToRs should ensure  incorporation of climate 
change vulnerability analysis at all levels of the value chain studies.For the second phase, 
detailed studies can follow in 2017 following a review by the next supervision mission.OPM 
should encourage that the assessment team builds on the preliminary work already done by 
RAMCO and OPM on vegetables, dairy and groups’ assessment. 

 
11. As per IFAD regulations, any savings accrued from narrowing down the TORs of the 

assessments will be solely committed to carrying out detailed studies of specific market oriented 
aspects of individual commodities in the second phase of the VC and FCBL studies. Any re-
allocation of these funds will be determined only during the mid-term review. 

 
12. The assessment of FCBL will also be staggered to comprise two phases. The first phase should 

be carried out simultaneously with the rapid VC assessments and should focus on carrying out an 
independent limited capacity audit of FCBL to determine the existing technical/staff numbers and 
physical capacity to perform the roles assigned specifically to deliver CARLEP requirements. It 
will assess existing technical skills and gaps therein and identify realistic training and basic 
physical infrastructure support which CARLEP can provide to enable FCBL to start providing 
services as contained in the PDR and the MoU signed between FCBL and OPM. The second 
phase would be a much more thorough study that would fulfill the detailed ToR already developed 
including providing a detailed business plan that will see FCBL becoming a viable business entity 
in the long-term. 
 

13. RAMCO should further deepen the assessment of grassroots groups building on the inventory 
and other secondary data they have already (with additional field work if needed) to establish the 
maturity status of the groups in the selected Gewogs. It is also proposed that this work will be 
done simultaneously with the two above. The findings and recommendations on the way-forward 
from these studies will be presented in a workshop of key stakeholders (which will also discuss 
the outcomes of the initial VC and FCBL studies) to be convened by OPM towards end of 
December 2016 to clearly reach an understanding of the roles of each implementing partner. The 
priorities from this workshop will inform the elaboration of the capacity building plan for groups to 
be supported by CARLEP and should also be aligned with the guidelines describing the roles and 
responsibilities of each stakeholder.   

 
14. OPM technical staffs need to participate in all the Climate Smart village (CSV) level planning 

exercises to ensure that joint planning is achieved and sequenced implementation plans are 
prepared. OPM team will prepare follow-up schedules to supervise and provide support during 
implementation of CSV-level activities to ensure that synergy is being achieved. As and when 
needed the technical inputs can be sought by requesting technical expertise from the National 
Environment Commission (NEC) in Thimphu to participate in the planning process for the climate 
smart villages. This can also be done through partnerships who have comparative advantage 
such as Universities, the NEC Secretariat (climate change expertise) or by hiring short-term 
national consultants. 
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15. After the strategy and action plan for group development is developed, RAMCO, ARDC and 
RLDC should mobilize additional capacity with support from CARLEP to support group 
development in three areas: (i) building of social capital; (ii) technical skills in agricultural and 
livestock production; and (iii) business skills.  

 

 

C. Programme Implementation Progress 

Outputs and outcomes 

16. Component 1 - Market-led sustainable Agricultural Production: Overall performance of the 
component is moderately satisfactory (score=4). This component aims at increasing the resilience 
of agricultural production of the targeted rural households through three outputs namely: 1) 
increased production resilience and diversification; 2) intensification and expansion of vegetable 
production by households and 3) expansion of dairy production by rural households. 
 

17. During the past 6 months stress tolerant vegetable seeds and various fruit tree seedlings were 
distributed to farmers and farmer groups. The mission visited 2 newly established commercial 
horticulture farms that were supported by RDC through planting materials and technical advice. 
The mission also visited a farm where onion production is being introduced to replace fallow after 
paddy production. The objective for supporting the farmers visited was not clear, especially that 
they did not belong to any vegetable production groups, they had limited farming experience to be 
able of being lead farmers. However, they have a good potential to use their farms as 
demonstration sites for other farmers or through their larger production quantities, they can 
support other producer groups with limited land in marketing jointly and expand market 
opportunities. This mission recommends that all interventions should be clearly linked to the 
CARLEP outcome objectives, and the implementation of production intensification investments 
should be guided by a business plan that describes the planning process involved and the market 
targeted.  
 

18. Since the CARLEP is going to The project continued its support in the rehabilitation and 
construction of irrigation schemes, and canals. Works have initiated on the construction of 3 new 
schemes (total of 15.35 km in Samdrup Jongkhar, Trashigang and Trashi Yangtse) and the 
rehabilitation of a 1.8 km scheme in Lhuentse district. Additional the selection and prioritisation of 
the irrigation schemes should be based on climate resilient designs in addition to the feasibility 
studies. Therefore criteria will have to be established through an assessment of existing systems 
and climate resilience building options. The irrigation engineering manual (May, 2016) includes 
steps to be followed in climate change impact and vulnerability assessment and adaptation 
planning. The mission recommends that the steps be followed to prioritise the list of schemes to 
be rehabilitated and constructed under CARLEP. The mission visited one of the irrigation canals 
proposed to be rehabilitated under CARLEP in Trashi Yangste. It was obvious from the 

Agreed action Responsibility Agreed date 

1. Revise the TORs accordingly and complete the 3 independent 
rapid assessments: 

 1st stage of vegetable value chain  

 1st stage of dairy value chain 

 1st stage of the FCBL assessment 

FCBL & OPM 31 Dec 2016 

2. RAMCO should undertake further assessment of existing 
groups based on inventory and other secondary data to 
establish the maturity status of the groups 

DAMC, RAMCO & OPM 31 Dec 2016 

3. Convene a stakeholders workshop to validate the studies, 
agree on priority areas of focus and specific roles of key 
implementation partners and prepare an action plan 

MoAF & OPM  31 Dec 2017 

4. OPM technical staff to participate in and supervise the local 
level planning and action plan preparation exercises for climate 
smart villages 

OPM, ARDC, RLDC 
&RAMCO 

31 Jan 2016 

5. RAMCO, RLDC and ARDC to mobilise additional capacity to  
enhance social capital and technical  and business skills of 
groups  

OPM, RAMCO, RLDC & 
ARDC 

31 Mar 2017 & 
continuous 
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discussion with the WUA that it was still very weak in capacity to manage the timely maintenance 
of the canals early on to avoid great damage requiring larger rehabilitation works and funding 
from the government.  
 

19. Support was also provided by CARLEP to dairy producer groups through the support in shed 
construction (total 20 in 4 districts) and fodder development (122 acres is the total area under 
perenial fodder development in the same districts). The mission visited a dairy production group in 
Orong Gewog, Samdrup Jongkhar District that was established in 2009 and has grown in its 
membership from 48 to 78 members by 2016. The increased production capacity and profit of the 
group was impressive and so was its governance, as reflected by record keeping, transparency 
and organizational capacity. Technical, financial and logistical support had been provided over the 
years by various organizations and programmes, and the group was able to make good use of 
this support for its development with a clear vision for their further growth. The mission also 
visited a successful semi-commercial dairy producers run by a single mother and her 3 children in 
Jangdung village, Mongar District. The motivation, enthusiasm, endurance and capacity to learn 
of the female farmer was impressive. While none of the family members is part of a producer 
group, the mission felt that their experience, commitment to dairy farming and willingness to help 
would make them potential lead farmers in the surrounding communities and could support the 
marketing of other dairy groups.  
 

20. Climate Smart Villages are an innovation within the CARLEP and from the site visited 
(Ngarpongtang, Thangrong gewog, Mongar Dzongkhag) it is evident that the results from this pilot 
are eagerly awaited. The team composed of ARDC, OPM and Gewog officers have made 
commendable efforts in developing a methodology for participatory climate vulnerability analysis 
that partly forms the basis of the action plans. The historical perspective including types of 
climatic events, frequency and impacts particularly on livelihoods (exposure and sensitivity) as 
well as the coping mechanisms (adaptive capacity) have been well captured using various tools 
and keen community participation. The initial tested methodology can benefit from incorporating 
climate scenarios and projections to better inform the action plans. The inclusion of the scenarios 
will contribute to the awareness raising for climate change among the different actors and also 
introduce a more long term perspective in the planning process with consideration of potential 
trade-offs that may be required  while also informing the prioritisation of activities. Permaculture 
emphasises the natural resource base, which relates to a catchment/ landscape approach that 
communities can also be encouraged to take in the development of the action plans. Continuous 
refining of the methodology is envisaged with a core team of expertise to engage with the 
communities. A more holistic methodology for assessing vulnerability, with a historic, current and 
future perspective, will contribute to the villages becoming climate smart.    
 

21. The climate vulnerability assessments should lead to the mainstreaming of climate change risk 
analysis into the planning processes at the village, Gewog, district and national levels. Within 
CARLEP the entry point is the Climate Smart village development process, which as outlined 
above can be strengthened by ensuring a more long term perspective that will result in adaptation 
planning. The longer term plans can be unpacked into short and medium term local adaptation 
plans through the good facilitation of the core group of experts that can draw on additional 
expertise as required. Community level facilitators or social mobilisers can also play a key role in 
this process including the monitoring of the action plan implementation.  The integrated planning 
process illustrated in the Climate Smart Village development process is essential and the 
envisaged mainstreaming will benefit from a bottom up approach to inform the district and 
national level planning. In addition activities, particularly for the medium to long term plans, need 
to be sequenced carefully to avoid mal-adaptation over subsequent five year planning cycles.  

 
22. Group development: The mission has observed that support to group development needs to be 

significantly improved by mobilizing additional technical/human capacity on social capital, 
technical knowledge on production aspects (crops/livestock) and in business skills enhancement. 
Out of the two groups visited, one (the dairy group at Orong Gewog, Samdrup Jongkahar 
Dzongkhag) illustrated strong internal cohesiveness and is taking advantage of collective action 
on labour and access to services in improving their milk production. However they need 
improvement in business skills to develop simple farm business plans to move towards making 
their milk production more market-driven. Mentoring in agribusiness should be a focus for OPM 
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and ADC in order to integrate the farming as a business culture among groups. On the other 
hand, the Water Users Association of the Lungdiri irrigation scheme, Tongzhang Gewog was less 
cohesive. The mission agreed with the Project Director that generally many groups have received 
support in the past without attaining sufficient commitment and organizational maturity levels 
required to implement and manage the investments they receive from projects. Indeed, no 
training has so far been provided to contribute to the development of most groups, thus calling for 
more nurturing to put them on a trajectory towards achieving organizational maturity not only to 
positively engage with development actors (from government or private sector) but to achieve 
their other development aspirations as well. 
 

23. Many groups will therefore need support through facilitation, training and mentoring to build 
mostly social capital, but also technical, business and entrepreneurial capacities to maximize the 
support they are likely to get from CARLEP. The implementation guidelines on Strengthening 
Farmers Groups and Cooperatives need to be revised accordingly to integrate the three key 
aspects of group development (social capital, technical skills –Crops/livestock and business 
skills). Similarly, the guidelines on the implementation of the agricultural and livestock activities 
would also have to be revised to take into consideration the changes needed in the extension 
delivery process and its content to provide for the above mentioned support to the groups. 

 
24. The government extension service acting as mobilizers admitted that they are not able to help the 

groups in this area because their main comparative advantage is in production related topics. 
RAMCO can assist to some extent but they are understaffed and overwhelmed by other duties 
and may not have the time to systematically engage at the field level to mentor groups to acquire 
and use the business skills needed. It is recommended OPM working closely with FCBL, should 
expand the farmers' facilitator base by working with selected group mobilizers (extension officers) 
including with lead farmers and/or able group members to train them on entrepreneurship skills so 
that they can be a constant reference point among group members building the farming as a 
business culture.  
 

25. Component implementation guidelines: The PMO and its implementing partners have initiated 
the preparation of the guidelines for the programme component implementation which included: 
1) Guideline for Strengthening Farmers Groups and Cooperatives; 2) Guide for the Production 
Support Fund (PSF); 3) Livestock Implementation Guide; 40 Social Inclusion Guidelines; and 5) 
Agriculture Component Guidelines. 

 
26. The draft guidelines were shared with the mission team for review. The mission is however 

recommending a major shift in how CARLEP will facilitate, train and mentor the farmer groups to 
allow them to reach the needed maturity levels to become sustainable (see section on group 
support). Accordingly, guidelines would need to be revised to ensure that they clearly correspond 
to the outcome objectives, are mutually reinforcing, embrace an integrated approach to 
interventions in support to resilience, reflect the revised process of extension through facilitation, 
training and mentoring, clarify the role and responsibilities of each actor for each intervention, and 
mainstream climate change adaptation as well as gender issues. The content of the respective 
training manuals would accordingly also need revision. A more systematic incorporation of climate 
change risk analysis will emphasise the resilience building objective particularly in the guidelines 
for agriculture and livestock. 

 
27. The new recommended approach to group support would require a larger human and technical 

capacity that may not be always available with the CARLEP implementing partners. These 
partners may draw upon external human resources to be trained as facilitators in support of group 
cohesion and governance or as lead farmers for dairy and vegetable production. These could be 
young unemployed or school drop-outs or farmers members of the groups, or other community 
members, as seen appropriate. Since these will be responsible for the continuous follow-up with 
the groups and their members, they should be local residents of the community who will be 
provided with the needed trainings. These will be trained and coached by trainers, staff of 
RAMCO, RLDC, ARDC, gewog and Dzondkhags. Where technical resources for the manual 
preparation and conducting the training of trainers (staff of CARLEP implementing partners) is not 
available, such as for business/entrepreneurial skill development and mainstreaming of climate 
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change, support could be sought from national specialized institutions or experts (further details 
will be provided in the supervision mission report).  

 
28. Component 2 -Value chain development and marketing: Overall performance of the 

component is partially satisfactory (score=3). This component aims at instituting organized value 
chains and marketing systems through networks of farmer groups and is realized through 1) 
increased smallholder income from crop and livestock value chains 2) commercial farming 
expanded and new farm enterprise developed and 3) community driven market infrastructure 
developed. This component is mainly lead by FCBL, DAMC/RAMCO and the Dzondkhags. 
Activities within this component are yet to start awaiting the completion of the value chain study 
and the study in support of the development of FCBL’s strategy and business plan and an 
assessment of its capacity to implement the strategy. The three studies are linked and are 
needed for the targeted initiation of programme activities.  

 
29. The vegetable and dairy value chain studies should guide CARLEP in identifying areas of 

interventions based on market requirements including recommendations for infrastructure and 
equipment to enhance their efficiency, while taking into consideration that enhancing climate 
resilience in value chains is a key objective of CARLEP. The main strategy to ensure this 
objective is reached is through the incorporation of climate change vulnerability analysis in the 
value chain studies. This incorporation can identify entry points for climate change adaptation and 
mitigation measures that will ensure a climate sensitive development of the value chains. The 
IFAD note on How to do climate change risk assessments in value chain projects is also a good 
resource to inform the selection of activities that can be incorporated into the CARLEP. Applying 
the methodology in the note can supplement the adaptation entry points that have already been 
identified by OPM and ARDC. These include the development of climate resilient infrastructure 
and the revision of related manuals and codes as well as the selection of varieties and species 
based on climate tolerance. Other options such as conservation agriculture in suitable areas, 
particularly those with water stress as well as improving water storage capacity and use efficiency 
can also be explored. Fundamentally, the adaptation options should build on indigenous 
knowledge as has been illustrated in the vulnerability analysis for the climate smart villages where 
one of the coping strategies is the adjustment of planting times for maize.   

 

 
 
30. Component 3 -Project Management and Coordination: Performance of OPM is rated as 

satisfactory (score= 5). A fully-functioning Office of the Programme Management (OPM) has been 
established at Wengkhar in Mongar and relevant staffs have been recruited. One accounts 
assistant will be recruited to help alleviate financial management workload in OPM. Key CARLEP 
focal point persons in key implementation partner organizations have been identified and 
assigned including: liaison office in MoAF Secretariat, ARDC Wengkhar, FCBL in Phuntsholing, 

Agreed action Responsibility Agreed date 

6. Revise all the implementation manuals according to the 
changes in the process of group support and include aspects of 
social capital, business skills, climate change resilience and 
gender issues in the training manuals (support to be provided 
with available manuals in other countries /programmes)     

OPM, RAMCO, ARDC 
& RLDC  

31 Mar 2017 
 

7. Prioritise the irrigation schemes to be rehabilitated/constructed 
based on the assessment of climate vulnerability and impact 
including climate resilience building measures 

OPM, ARDC & 
Dzongkhags 

31 Mar 2017 

8. Include climate scenarios  in the methodology of the climate 
vulnerability assessment and a longer term planning horizon 

OPM, ARDC, NECS & 
DHMS 

31 Mar 2017 

9. Articulate steps to develop adaptation plans with a bottom-up 
perspective from the village to the gewog and district level 
planning 

OPM, Gewogs & 
Dzongkhags 

30 Apr 2017 

Agreed action Responsibility Agreed date 

10. Identify key options and entry points for climate change 
adaptation in the selected value chains 

OPM &Dzongkhags 30 Nov 2016 

11. Organize a technical support mission to work with  MoAF on 
the finalization of the value chain studies and participate in the 
multi-stakeholder workshop 

IFAD, MoAF & OPM 28 Feb 2017 
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RLDC Kanglung and RAMCO in Mongar. Good office space has been provided to OPM staff by 
RGoB in ARDC premises in Mongar. The OPM was officially inaugurated at the launch of the 
programme in March, 2016, however it only became fully equipped and operational in June, 2016, 
while the National Programme Steering Committee (NPSC) and coordination structures are in 
place. Since the start-up workshop held in March, 2016 OPM staff have focused on planning 
activities and introducing the programme to key stakeholders in all the Programme Dzongkhags. 
 

31. Coordination: FCBL- a RGoB owned corporation, will play a major role in linking farmers to 
markets, as a CARLEP implementing partner. Departments in MoAF (namely DoA, DoL, DAMC at 
the central level; ARDC, RLDC, RAMCO at the regional level; DAO, DLO at the Dzongkhag level; 
and Extension officers at the Gewog level) are key implementing units at the field level. The PIM 
needs to be clear on the exact roles they will perform in implementation. There are also a number 
of other projects such as Global Climate Change Alliance (GCCA), Government of India (GoI) 
supported projects, Highland Research and Development, Gewog and Dzongkhag development 
grants (RGoB), etc. which are implementing their programs in the same Dzongkhags as CARLEP. 
While CARLEP is trying to avoid any duplication likely to be among these projects and programs, 
it is critical that the coordination mechanism is strengthened by regular exchanges to enhance 
complementarity in planning and implementation. The inclusion of the District Commissioners in 
the coordination efforts is also recommended. 
 

32. Capacity building for staff: Besides enhancing the capacities of the groups, all PMO staff as 
well as concerned staff from gewog/Dzongkhag and implementing partners should, at least once, 
follow the training on facilitation and business skills provided to the facilitators or farmers. This will 
enhance their mentoring capacities to the groups as well as enhance the data collection for the 
M&E system and knowledge management reflecting lessons learnt. The mission commends OPM 
for recruiting young professional in efforts to building national capacity in delivery of development 
programmes. However, it is also recommended that the recently recruited young professional staff 
at the OPM are urgently exposed to field operations to gain experience. Opportunities should also 
be sought for them to gain project management and implementation   training through short 
courses and mentoring by experienced staff. 

 

 
33. Annual Work-Plan and Budget (AWPB) for 2017/18: Tin the preparation of the AWPB for 

2017/2018the focus should be on having realistic targets based on the right sequencing, and 
collapsing of activities into a bundle when associated with a single procurement process.  The key 
target for the current AWPB is to ensure effective implementation gains traction on the ground to 
take care of the 2017 cropping season.  The AWPB for 2017/18 will be completed by the OPM 
and submitted to IFAD for no objection by 15 April, 2017. 

 
 
34. Monitoring and Evaluation: Rated moderately satisfactory (score=4). Learning from MAGIP’s 

limitations, CARLEP has initiated to have a more systematic and robust M&E system in place. 
The project has developed standard M&E reporting formats to be used by all the implementing 

Agreed action Responsibility Agreed date 

12. Organise a field schedule for newly recruited OPM young 
professional to participate in field activities and selected 
short courses in programme management and farming 
as a business 

OPM Continuous 

13. The CPM to have a discussion with the Secretary of 
Agriculture to reach agreement to allow selected training 
of OPM staff on secondment and contract staff om M7E, 
Gender, and group development (e.g using learning 
routes, fellowships) 

IFAD & MoAF 31 Mar 2017 

Agreed action Responsibility Agreed date 

14. The 2017/18 AWPB to match needs from local level 
participatory needs assessments and the VC 
assessments 

OPM& FCBL 15 Apr 2017 
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agencies. The programme has also developed e-reporting system using online Google Sheet. 
The main advantages of using online Google sheet as outlined by the project are: can be easily 
accessed from internet-connected computer, allows only the authorized user to enter or remove 
data, shared access and editing in real time of online files, able to view the progress of other 
agencies (but cannot edit the data), and can update the progress on time through both online and 
offline methods.   
 

35. The programme has produced the progress report of the first six months commensurate to the FY 
end of 2015-16. The physical progress needs to include the number of HHs benefiting (preferably 
by poverty category). Importantly, tThe programme has been able to complete the baseline 
survey within the stipulated time. The final baseline data will be used to re-visit the logframe 
targets. The programme will develop its first Annual RIMS report for 2016 during January 2017 
against the 1st level results indicators. To support its M&E system further, the programme may 
consider (a) introducing farmers’ field diary (may customize from other IFAD project such as 
HVAP, Nepal) to track results and changes at farmers household level particularly for vegetable 
and dairy value chain farmers; (b) using the household national identity number to track individual 
household or farmer’s participation in programme activities to avoid double counting in the M&E 
system; and (c) geo-referencing of locations of all farmers groups participating in the project, but 
also locations of production and marketing infrastructures.  

 

 
 
36. Gender focus: The gender performance of CARLEP is rated moderately satisfactory (score=4) 

largely based on enabling initiatives planned and under implementation. The project has a full 
time dedicated Gender Officer combined with KM. Building on MAGIP’s gender mainstreaming 
strategy, CARLEP has action plan to develop gender strategy during 2016-17. The project has 
already initiated sex-disaggregated data in its M&E system and it is updating its logframe to 
include gender indicators and sex-disaggregated information. In its first six months of operational 
achievements, the overall number/percentage of women benefiting from the project has been 
encouraging, being at least 50% under component 1.  
 

37.  For the next steps, the project would do well to intensify gender-focused activities and roll out 
specific activities for female-headed households and considering targeting as per baseline 
survey.  However targeting poor women may only have limited benefits unless deep rooted 
gender inequalities are identified and appropriately addressed. Increases in access to income and 
benefits to poor households might come at the cost of heavier workloads for women and 
diminishing health. The programme needs to be sensitive to such situations by organising gender 
sensitisation awareness training programme for staffs and Dzongkhag officials as per AWPB 
2016-17. The programme may also examine if Gender Advisory Committee is needed as per 
project design to support in its gender mainstreaming activities.  

 
 

Agreed action Responsibility Agreed 
date 

15. Using external resource persons as needed, conduct one round of 
M&E training for all entities associated with the project (OPM, 
Dzongkhag, FCBL & technical agencies) to familiarize on overall 
project M&E system including data collection formats and reporting, e-
reporting, RIMS and AOS, etc.   

M&E Officer & 
NPD 

31 Mar 
2017 

16. Report the annual RIMS for 1st level results for 2016. M&E Officer 15 Jan 
2017 

17. Consider introducing (a) farmers’ field dairy to capture results at 
household level particularly for vegetable and dairy value chain 
farmers; (b) tracking of all participating households using their national 
identity number to avoid double counting; and (c) geo-referencing of 
locations of all farmers groups and infrastructures.     

NPD, M&E 
Officer & FCBL 

01 Dec 
2016 
onwards 

18. Develop a systematic data collection, analysis, validation and storage 
mechanism based on M&E learning from MAGIP for its project 
completion report and other reporting requirement; also make M&E a 
cross-cutting responsibility among all entities of the programme. 

M&E Officer, 
NDP & 
partners 

Continuous 



Royal Government of Bhutan 
Commercial Agriculture & Resilient Livelihoods Enhancement Programme (CARLEP) 
Supervision Mission Aide-Mémoire - Mission dates: 15-Oct-2016 to 2-Nov-2016 

 

 

10 

 
 

 
38. Poverty focus and effectiveness of targeting approach: Rated as moderately satisfactory 

(score-4), CARLEP is focused on rural poverty by being located in the six eastern Dzongkhags, 
which remain the under-developed region of the country with almost half of all the poor of Bhutan 
residing in these dzongkhags. Poor households taking up vegetable production and dairy farming 
will also benefit through inclusion in farmers groups for intensification and expansion of vegetable 
and dairy production.Besides poverty, CARLEP’s climate resilience strategy for smallholders will 
also address climate vulnerability of livelihoods from the perspective of livelihoods assets and 
their interrelated nature. CARLEP has developed a comprehensive strategy to increase resilience 
capacity of smallholders including poor households, through multi-level, integrated interventions, 
e.g. i) intra-household (gender and youth), ii) household-level (vulnerability targeting), iii) farm-
level (nutrition, diversification, climate smart practices and income generation), iv) community 
level (social capital through farmer groups, lead farmer model), and v) local institutions (increased 
outreach of extension services, access to value chains/markets, improved sustainability of rural 
infrastructure). 
 

39. CARLEP is following an inclusive approach (for Component 1) to include all households living in a 
particular community in the programme. However, the most vulnerable poor and smallholders 
including the ethnic communities (such as Brokpas, Lepchas and Doya) will be prioritised when 
allocating programme activities and benefits. Special efforts need to be made to identify and 
facilitate inclusion of the poorest or most vulnerable households4, 5(through the Social Inclusion 
Fund) including in governance of community institutions such as farmers’ groups, farmers’ 
cooperatives, etc. 

 
Agreed action Responsibility Agreed 

date 

22. Maintain a data-base for household poverty categories (including women-
headed, HHs with disability, Kidu recipient HHs, POP as per Dzongkhag 
classification6, ethnic communities such as Brokpa, Lepcha & Doya -
particularly in component 1). 

OPM & 
Manager 
(Agriculture & 
Livestock) & 
Gender Officer 

31 Mar 2017 

 

40. Innovation: Overall Rated moderately satisfactory (score=4). The project is at an early stage of 
implementation to report any innovation. The project design has outputs around innovation, 
mainly in strengthening production resilience of smallholders through improvement of (i) 
agricultural management practices at farm-, land- and soil level, (ii) water-smart technologies to 
meet resilience standards; (iii) e-agriculture; and (v) piloting of permaculture. The project has 
initiated planning for implementation of these innovations by allocating necessary budget and 
action plan for implementation. In its first year of implementation, the project has provided seeds 

                                                      
4AMEPP’s PCR in 2012 that used food security, source of livelihood and asset ownership as the criteria to classify households as “Better Off”, 

“Poor” and “Poorest”. See AMEPP PCR, IFAD, 2012. 
5The term “Poorest” used in the AMEPP PCR will be replaced by “Most Vulnerable” in CARLEP to accommodate climate change impacts and 

vulnerabilities. 
6HHs with elderly couples or elderly widow/widower with no other sources of income and support. 

Agreed action Responsibility Agreed date 

19. Develop gender and social inclusion strategy and a sensitization 
cum training module – which should include life skills trainings for 
adolescent/young girls (including non-financial services skills such 
as health, sanitation and nutrition) 

Gender Officer 
& NPD 

31 Mar 2017 

20. Conduct gender training as per AWPB for key staff of OPM, 
Dzongkhags, Gewogs and partner agencies; gender officer should 
have exposure visits to other IFAD projects in India/Nepal for 
learning on-the-job on gender.   

Gender Officer 
& NPD 

31 Mar 2017 

21. Where possible promote women-specific farmers groups who can 
take advantage of opportunities offered under components 1 & 2  

OPM, RAMCO 
& FCBL 

30 Apr 2017 
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and other planting materials to 4,856 HHs that will contribute to realizing the mentioned 
innovations as per project design.  
 

41. Learning and Knowledge Management: The project has a regular KM officer. The programme 
is preparing a KM Strategy and Action Plan and has produced a Progress Report for the first six 
months of 2015-2016.Community participation in the adaptation planning process provides 
opportunities to capitalise on indigenous knowledge and engender the community ownership of 
the plans. The innovation of the climate smart villages is an opportunity for knowledge generation. 
The OPM and implementing partners can proactively capture the process of building Climate 
Smart Villages in a systematic way even before any results are achieved. One of the knowledge 
areas is measuring of resilience and building a framework to enable this. Household level 
resilience can be a key starting point and this can then be expanded to the community or village 
level based on the action plans. 
 

 

2. Fiduciary aspects 

42. Coherence between AWPB and Implementation: The rating is Moderately Satisfactory. During 
the period from December 2015 to June 2016 the Project had budgeted BTN 8.55644.24 million 
as against which BTN 4.260 million33.39 was utilized (50%75.47%). The utilization of allocated 
funds for was mainly for Component4. 1 was about 89%, 26 % for Component 2 and 81% for 
component 4. No expenditures wereas incurred towards Components 1, 2 and 3.  For the year 
2016-17, the AWPB is for BTN 235.12 million in respect of which only BTN 3.87 million (1.65%) 
has been utilized till the end of September, 2016. Not much of the amount could have been spent 
since the amount was released to the Dzongkhags only in September, 2016. 
 

43. Financial management: The rating for financial management is Moderately Satisfactory. The 
accounting of the project is done in a centralized server system and hence has a uniform chart of 
accounts. Consequently the reports generated through the system are also standardized. Proper 
authorizations have been obtained before making any payments and supporting documents are 
well kept. The system is online and the records fed into the system at the Dzongkhag (district) 
level can be viewed and extracted at the OPM. The Project follows Cash system of accounting.  

 
44.  The accounts officer at the OPM has not worked under any IFAD project earlier and hence not 

familiar with the IFAD systems of reporting and preparation of Withdrawal Applications. He should 
keep a track of expenditure of each of the implementing partners every month both by 
components and categories and compare it with the AWPB. He also needs to keep track of the 
funds available with each of the project parties and ensure regular fund flow. Though the Mission 
has provided support and guidance it will help him if he participates in the CFS workshop to be 
held in December, 2016. The accounts staff at the Dzongkhags have not worked in the earlier 
project and need to be trained in preparation of monthly expenditure statements by components, 
categories, financier, comparison between the AWPB and the actual expenditure. The project 
should maintain financial expenditure by sub-components which will help in comparing the 
physical and financial progress. Even if the accounting system does not allow accounting by sub-
components, the accountants should maintain such record and submit it to the OPM for 
consolidation. 

 

Agreed action Responsibility Agreed 
date 

23. Develop CARLEP KM Strategy and Action Plan. Enable project 
partners (including RDC Wengkhar, RLDC Kanglung, FCBL, DAMC & 
Dzongkhag RNR officers) to contribute KM products for newsletters of 
IFAD, RGoB/MoAF and IFADAsia website on regular basis.  

KM Officer, NPD, 
OPM & RDC, 
RLDC 

31 Mar 
2017 & 
continuous 

24. Undertake KM training programme for staffs at OPM, Dzongkhags & 
partner institutions; prepare action plan to produce KM products along 
with dissemination strategy based on KM strategy. If required, use 
external resource persons. 

KM Officer & 
NPD, OPM 

31 Mar 
2017 
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45. Disbursement: The rating for disbursement is Satisfactory. So far only the initial advance has 
been disbursed which is 9.63% in respect of loan, 18.72% in respect of Grant and 15.85% in 
respect of ASAP Grant. The project has submitted a withdrawal application for the period upto 
June 2016 but the same has been rejected by IFAD due to some of the expenditure being 
ineligible.   

 
46. SOE Review: The Mission reviewed the WA 2 in respect of the loan and ASAP Grant and WA 3 

in respect of IFAD Grant submitted by the project for expenditure incurred till June 2016 and 
found expenditure amounting to BTN 13.94 million ineligible for IFAD loan financing, which was to 
be booked under MAGIP but due to lack of IFAD funds, it was agreed to be booked under 
CARLEP. However, the expenditures were incurred prior to loan effectiveness or not being in 
accordance with the approved AWPB of CARLEP. as it was incurred prior to loan effectiveness or 
not being in accordance with the approved AWPB. These expenses had to be booked under 
MAGIP but due to lack of IFAD funds, these have been incorrectly booked under CARLEP. The 
mission therefore recommends that the ineligible expenses be met need to be claimed from 
RGOB as part of its share toin MAGIP  haswhich has not been fully utilized (only 73%). The WA 
in respect of IFAD Grant and ASAP Grant were found to be in order. The project is required to 
resubmit the claim with the inclusion of only the eligible expenditures. The WA submitted by the 
project is in the old format and not the Smart SOE methodology which has been implemented by 
IFAD. The Accounts Officer needs to get trained for preparation and submission of Smart SOE. 

 
47. Counterpart funds: The rating for Counterpart funds is Moderately Satisfactory. The AWPB of 

the Programme is built into RGoB budget and funds are released from time to time as may be 
required by the Project. During the period ended June 2016 the share of RGoB contribution was 
BTN 0.94 million against the AWPB of BTN 4.06 million. Of this the amount actually spent was 
BTN0.79 million. The unspent funds at the end of the year are surrendered by the project to the 
RGOB. FCBL has not contributed so far. The beneficiary contribution is USD 10,450 (1.59% of 
the allocation). 

 
48. Compliance with loan covenants: The rating for Compliance is Moderately Satisfactory. The 

Programme has generally complied with the loan covenants except (i) Clause 6 of Schedule I – 
half yearly meeting of NPSC has not been held (ii) 7.08 of the General Conditions - the insurance 
of goods and buildings used in the project has not been done except vehicles.   

 
49. Procurement:  The rating for Procurement is Moderately Satisfactory. Sample verification of 

procurements made by the project were made and found that RGOB Procurement Guidelines in 
respect of the procurement processes have been followed and documentation of such 
procurement is available and well maintained. The project has also maintained proper Stock 
Register wherein all the goods and equipment procured by the project are recorded. The assets 
of the project need to be tagged with an identification number. The project has not undertaken 
any procurement in respect of Component 2. Design of Organizational strategy, business plan 
and capacity development plan as also value chain design for vegetable and dairy was to be 
undertaken during the period in accordance with the AWPB and the procurement plan for 
strengthening of FCBL.    

 
50. Audit: This cannot be rated as the audit report is not yet available. The audit of the project is 

being carried out by the Royal Audit Authority (RGOB auditor).The audit for the year 2015-16 has 
been completed but the report is yet to be issued. It needs to be submitted to IFAD by the end of 
December 2016. The format and contents of the audit report are required to be in accordance 
with the IFAD Guidelines on Project Audit with an opinion on the eligibility of the SOEs. The 
project is required to keep an audit log with the auditors’ observations and their settlement.   

 
51. Financial management assessment and risk summary: Overall, the project is classified as 

LOW risk from the fiduciary point of view. 
  

Agreed action Responsibility Agreed 
date 

26. Conduct a training programme for all accounts staff engaged in OPM- AO 15 Jan 2017 
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30. Sustainability  

31. Village level planning and implementation through farmer groups, investment in group 
development and setting up O&M groups for assets is expected to stimulate ownership by 
target communities for long-term sustainability of activities. The  support to strengthen the 
organisation capacity of FCBL and other key implementation partners such as RAMCO and 
ARDC and LHOMON SOCIETY will not only  achieve programme results but will continue to 
fulfil their mandates to serve empowered local communities who will demand their services 
beyond the programme period. Outsourcing to private service providers and mobilising and 
training Lead Farmers and group development facilitators will further ensure responsiveness 
to demand-driven service needs. 

 
32. The participatory local level planning approach being piloted through the 6 climate smart 

villages provides an opportunity to improve the quality of farmer participation. This approach 
will gradually be expanded and maintreamed into the normal Gewog planning process used 
by the RGoB. 
 

33. The programme presents great potential for scaling-up and replication. Knowledge will be 
generated through the climate smart village approach, to inform policy shifts with regard to 
how to engage with vulnerable communities. Governement commitment to integrate this 
approach once proven in the official local level planning and national budgetary process and 
institutional expansion support of grassroots organizations from CARLEP will see the good 
practices go to scale. The proposed involvement of the private sector in value chain activities 
will ensure that organised farmers develop long lasting business relationships. These 
systematic efforts to promote scaling up are the elements that do indeed constitute the exit 
strategy. 

34. Other 

35. Environment: The limited use of agro-chemicals and use of organic manure in most of the 
sites visited are good environmental practices at the farm level; composting can also be 
encouraged. Seeking of environment clearance for land development and also the 
identification of hotspots (vulnerable areas) with advice being provided for communities to 
rehabilitate these are all good practices that should be maintained. Farming on slopes given 
the topography and location of the villages and farms is unavoidable. Therefore measures to 
minimise erosion and the loss of fertile top soil form an integral part of the sustainable land 
management practices in CARLEP. The approach envisaged by the OPM to promote various 
SLM techniques based on the local context is well aligned with the permaculture concepts. 
This approach can beneficially be expanded to the landscape approach and more emphasis 
can be placed on integrated natural resources management.  

36. Conclusion 

37. A summary of the main actions agreed is provided at the end of each section above. It is 
agreed that the next IFAD Implementation Support Mission will take place in Jan/Feb 2017 
and IFAD Supervision will take place in October/November, 2017. This Aide Memoire was 
discussed and agreed upon in a wrap up meeting on 31 October 2016, chaired by Rinzin 
Dorji, the Hon’ble Secretary, Ministry of Agriculture and Forests. IFAD and the Royal 

the project in preparation monthly expenditure statements and 
the AO in preparation of Smart SOE 

27. Correct the excess claims in the WA made for the period Jan-Jun 
2016 and resubmit the same to IFAD   

OPM-AO 15 Nov  
2016 

28. Compile a list of all assets received from MAGIP and those 
procured under the project and tag them with identification 
numbers 

OPM-AO 31 Dec 
2016 

29. Submit the audit report within the stipulated time. Audit Report to 
include opinion on SOEs 

OPM & RAA 31 Dec 
2016 



Royal Government of Bhutan 
Commercial Agriculture & Resilient Livelihoods Enhancement Programme (CARLEP) 
Supervision Mission Aide-Mémoire - Mission dates: 15-Oct-2016 to 2-Nov-2016 

 

 

14 

Government of Bhutan endorse the findings of the mission  particularly the key 
recommendations of:  

1) Fast tracking the procurement and completion of the three essential independent rapid 

assessments including: 1st stage institutional assessment of FCBL, vegetable and dairy 

value chains (VC). 

2) Strengthen the assessment of existing groups based on inventory and other secondary 

data to establish the maturity status of the groups. 

3) Convene a stakeholders workshop to validate the rapid assessments and agree on 

priority areas of focus in VC, group development, ascertain specific roles of key 

implementation partners, sequence the programme activities and prepare an action 

plan;  

4) OPM technical staff to participate in and supervise the local level planning and action 

plan preparation exercises and RAMCO, ARDC and RLDC to mobilise additional 

capacity to  enhance social capital and technical  and business skills of groups; and   

5) Revise implementation guidelines to make them practical and incorporate in a climate 

change adaptation approach for building resilience of the target communities. 
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