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Abbreviations:  

ADAO- Assistant Dzongkhag Agriculture Officer  
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1. Introduction:  

CARLEP (Commercial 

Agriculture and Resilient 

Livelihoods Enhancement 

Programme) is the 7th IFAD-

funded project in Bhutan under 

MoAF. This seven years 

programme (2015-2022) focuses 

on Marketing and Climate 

Resilient Farming Practices in six 

Eastern Dzongkhags: Lhuentse, 

Mongar, Pemagatshel, 

Samdrupjongkhar, Trashigang & 

Trashi Yangtse of the country. 

(Refer Figure 1 for the six 

Programme Dzongkhags.)  

CARLEP is built on the lessons learned and the achievements of the past projects and programmes 

supported by IFAD in Bhutan, and, one of the most important lessons learned was the ‘poor 

progress reporting system’. (MAGIP, 2015).  

The conventional method of Annual Progress Reporting was tedious and time-consuming, often 

creating problems for the Programme Staff during the report compilation because of the ‘non-

uniform reporting formats.’ The issue of different reporting formats was evident despite 

continuous effort from the programme management side to maintain uniform progress reporting 

formats among the implementers.  

Therefore, as a remedy for the inconsistency in reporting format, the programme management 

office of CARLEP with the technical capacity from PSO (Project Support Officer) developed an 

‘Online Reporting System’ with the use of Google sheet for APR (Annual Progress Report). This 

online reporting system was formally institutionalized among the implementers of CARLEP and 

came into operation in September, 2016.  

   Figure 1: Programme Areas (Shaded ones).  
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2. Problems: 
The past method of progress reporting where the implementers had to manually record the progress 

data and submit annually to the Programme Management Office either through the post, fax or 

email was a long process. The reports on other hand were of limited use because of the non-uniform 

formats. Different implementers used their own sets of reporting formats. This practice resulted in 

loss of information because it could not be aggregated for overall or comparative analysis and 

could have otherwise helped develop a good knowledge product. 

Worst of all, some progress data weren’t even recorded in the absence of a certified system or the 

format to keep the records. The absence of proper data repository also affected the overall 

performance of the programme. In the process, many lessons and experiences were not captured 

or remained undocumented.  

Therefore, documentation and generation of knowledge products had been fairly poor in the 

previous IFAD projects in Bhutan.  The poor practice of documentation was most of the time 

associated with ‘poor progress reporting system’ and the absence of proper information repository.   

A prominent example of the non-uniform reporting formats used by different implementing 

agencies for the same activity in the past is screenshot below:  
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Trashi Yangtse and Mongar are two different programme Dzongkhags, both of which had the same 

agriculture activities implemented.  

However, two different Dzongkhags reported differently. While Trashi Yangtse Dzongkhag had 

every agriculture activity separately categorized like supports for Agriculture tools and equipment, 

irrigation system, electric fence…etc, Mongar Dzongkhag had only two categories; the physical 

and the financial progress.  

So, when these two sets of information and the formats had to compile to produce a single APR, 

it was often not easy to properly cumulate the information. In the process, a major chunk of 

information which otherwise could have been used to develop a good knowledge product was lost.  

To address the above-mentioned problems of non-uniform progress reporting system, to avoid the 

loss of information and the data, to save the time of implementers in reporting, to build a robust 

knowledge repository and to have an year-round accessibility to the data and information for 

documentation, an online reporting system with the use of Google sheet has been institutionalized 

among CARLEP implementing partners.  

3. Intervention:  
In 2016, the programme management office of CARLEP under the technical initiative of PSO 

designed the online reporting system with the use of Google sheet.  

The Google Sheet is an Online Excel spreadsheet files with high storage that enables authorized 

users with the right to write, edit, comment, view, share and protect the intended files. The sheet 

can be shared and edited online, making ideal for multiple agencies to work on a single file at the 

same time from any internet connected devices.   

Following are some of the visible advantages of Google sheet:  

 Accessible from any internet-connected computers and devices like phones  

  Allows the eligible user to enter or remove the data  

  Shared access and editing in real-time of online files  

 View the progress data of other agencies   

  Timely update of the progress reports 

 Working offline (viewing, editing and data entering) is possible   
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 Ability to create live database 

 Allows creating GPS based data maps.  

The Google sheet also permits the activity specification against each implementing agency. The 

different activity lists of the different implementing partners are comprehensively inserted into the 

google sheet.  

3.1 Intervention processes:  

Following the development of the Online Google Sheet for the progress reporting in August 2016, 

the team from Office of Programme Management visited some of the implementing agencies to 

familiarize them with the system and to incorporate their feedbacks and suggestions.  

Similarly, another round of hands-on training and operation of the system was given to the sector 

heads of the six Programme Dzongkhags and the representatives of the three central agencies 

(ARDC, RLDC and RAMCO) in December, 2016.  

However, it was found that the implementing agencies are still facing technical difficulties such 

as inability to open the files and the associated confusions in operating the system in the absence 

of a closer and adequate hands-on training. Therefore, another round of practical 

session/demonstration on the usage of the system was organized in July, 2017 for sector heads 

(DLOs and DAOs) and their representatives (ADLOs and ADAOs) and the focal person from the 

three central agencies. They were closely assisted, guided and thoroughly familiarized with the 

system. Furthermore, a step-by-step guide to use the online sheet is also made available in 

CARLEP’s website at: http://www.carlep.gov.bt/?page_id=182.  

In order to further validate the system, IFAD’s Implementation Support Mission (ISM) to 

CARLEP in March 2017 also reviewed the system and the necessary improvement was made 

according to their feedbacks and suggestions. Thus, the institutionalization of the online reporting 

system in CARLEP was started in all programme tesm as early as September 2016.  

3.2 Implementation challenges and limitations:  

No major challenges were faced during the implementation of the online reporting system except 

some technical limitations and the poor internet connectivity among few implementing partners. 

Nevertheless, listed below are some issues faced: 

http://www.carlep.gov.bt/?page_id=182
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1. Since the majority of CARLEP implementers are the field staff who have more obligation 

towards the field work rather than the table or the reporting works, fast familiarization to 

the system was a challenge.  

2. The implementing partners have multiple responsibilities, meaning, they are not only 

responsible for the programme but also have to manage other similar programmes and 

activities pf the ministry. The sector heads especially the DLOs & DAO have 

administrative responsibilities, giving them less time to work on progress reporting.  

3. The reports (data) can be updated only with the internet-connected PC or desktop.  

Unfortunately, the internet connection is fairly poor in most of the programme areas.  

4. In addition, with the online progress reporting system, the implementers are entering only 

the numerical figures and data. (With the Online reporting formats, Programme 

implementers are found entering only the numerical data. For example, the accessible data 

from ‘crop intensification activity’ in the Online Google sheets are the areas of land 

brought under crop intensification activity and the type of crops distributed. The narrative 

data like how was the site for crop intensification activity selected, when the activity was 

implemented, what are the impacts and benefits from this activity, what were the learnings 

and challenges etc. are not accessible with online progress reporting format.) Thus, 

accessing the narrative report against the figurative progress data is a limitation with the 

online reporting system.  

3.3 How have the challenges and limitations been solved;  

With the constant technical assistance and guidance from the office of the programme management 

in the usage of the online reporting system, the implementers are now well aware of the system. 

Most of the focal person from the implementing agencies who are responsible to do the progress 

reporting are familiar with the formats. In the case of some emerging technical issues on the system 

from the implementers, the office of programme management with the technical support of PSO 

ensures the problems are immediately resolved.  

Similarly, to avoid putting extra pressure on the sector heads at the end of the financial year and 

to avoid the data entry work to be on the pending list, the office of the programme management 

always recommends them to update the data on the same day of activity implementation. 

Additionally, to have consistency in reporting, it was resolved that the progress report for CARLEP 
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shall be done on a quarterly basis. The progress reports will be done four times in a year by all the 

implementing agencies. This will improve the accessibility to the latest and the updated figures 

and data for the creation of new knowledge products.  

To get the narrative report, the M&E section of the office of programme management continuously 

do the follow-up on whatever the data is reported. The CARLEP website; www.carlep.gov.bt is 

vibrantly used in presenting the narrative data on activities implemented in the field. The event 

coverage and news for most of the activities are uploaded on the website by the KM section of the 

OPM in collaboration with the respective implementers. The implementing agencies are also 

cooperative in providing the narrative information.  

However, the internet connectivity in the stations among the implementors is still poor. There is 

nothing much that the Programme Office can do to address this issue except to request the 

implementers to update the progress whenever the internet works. Nevertheless, the issue of not 

getting the progress report and especiallly the narrative reports is largely resolved after a Wechat1 

group is been created among the CARLEP’s implementing agencies.   

The Wechat group has the implementing agencies as the members, where they share information 

about all the Programme activities, both formally and informally. The KM team in the programme 

management office then collects the information and does the in-depth documentation based on 

the relevancy and appropriateness of the content.   

This approach of creating the Wechat group to share and disseminate the information online among 

the programme implementers has somehow reduced the severity of poor internet connection across 

the programme Dzongkhags.  

Wechat1 is a mobile app developed by the Chinese government that enables instant messaging. 

The app allows text messaging, hold-to-talk voice messaging, video conferencing, sharing of 

photographs and videos and other video games. It also enables the formation of “group” with 

unlimited members among the users.  

Thus, CARLEP has created a Wechat user group among the implementing partners to share the 

programme updates.  

In that Wechat group, the field staff shares whatever they are implementing in their respective 

station. They mainly provide the basic information of the activity such as: what, when, why, how 

and the beneficiaries of that particular activity.  

http://www.carlep.gov.bt/
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From that Wechat group, the KM section in the OPM compiles the information and properly 

structure and document the cases.  

This practice of using social media like Wechat where the Programme implementers informally 

interact each other to share the Programme progresses and the updates have significantly helped 

to communicate each other, share and disseminate any Programme related information.   

Recently, the group has also started using the Whatsapp and the Telegram for the similar purpose.  

Moreover, viewing, editing and entering the data in the sheets is possible offline. But the PC or 

the desktop has to have the google drive app installed. However, the online update will happen 

only when the PC is connected to the internet. The guideline to install the google drive to update 

the progress report offline is available at: http://www.carlep.gov.bt/?page_id=182.  

  4. Results: 
Through a seemingly simple solution to improve programme’s progress reporting, the 

institutionalization of the online reporting system is a milestone taken both for CARLEP and IFAD 

portfolio in the country. It has facilitated a win-win situation for both the implementing agencies 

and the programme management office, and also the donor agencies like IFAD.  

“Introduction and institutionalization of an Online Reporting System in CARLEP is the pioneer 

initiative undertaken for the better reporting mechanism at all levels of the Programme.” Said the 

Programme Director of CARLEP.  

“The Online Reporting System is a corner stone to determine that the Programme implementation 

is aligned with the overall goals and objectives. It also is a source to generate various knowledge 

products.” He added. 

In CARLEP, the issue of non-uniformity in the reporting system has been addressed since the 

institutionalization of Online Reporting System. Every implementing agency has access to uniform 

reporting formats for each activity.  

“Compared to the past method of reporting that used to be done either by post, fax and emails,  

the Online Reporting System is comparatively convenient. We can instantly update, validate, edit, 

view and access to the real-time reports from any internet-connected devices like phones and PCs. 

The process is also cheap and reliable.” Said Mr. Tashi Phuntsho, the senior Agriculture Officer 

of ARDC.  

http://www.carlep.gov.bt/?page_id=182
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However, not everybody can view the system unless authorized by the CARLEP M&E section. 

M&E section in CARLEP is the full-fledged owner of the system having full access right. The 

files can be viewed, edited and the data can be entered only by those people who are given the 

User Rights Permission.  

In the current practice, the M&E section has given the User Rights only to the selected focal person 

from each implementing agency. Four persons (DLO, ADLO, DAO, ADAO) from each 

Dzongkhag can access the system and a focal person each from ARDC, RAMCO, FCBL and 

RLDC can access. In the Programme Management Office, all the 3 Component Managers 

(Agriculture, Livestock, Value chains & Marketing), and other staff can access.  

5. Impacts of the Online reporting system:  
Following are some of the visible changes that have resulted from the institutionalization of online 

reporting system: 

5.1 Increased effectiveness of reporting:  

The annual progress reporting of the 2016-17 fiscal years was done through Online reporting 

system, whereby, the respective implementers updated their progress report Online from their own 

stations and the Programme management office compiled the data and produced a set of APR.  

On this process, both the implementers and the programme management office are with the same 

view that online reporting system is effective means of reporting considering the following 

parameters.  

5.2 Reduced time in reporting  

With the past practice of progress reporting, where the reports had to reach the programme 

management office either in hard copies (post, fax) or through emails, a lot of time was consumed 

in the process. 

For instance, in the past, it used to take a minimum of three days just to reach the ‘activity 

completion report or the update’ from the field to the Programme management office through fax 

or post. But with the current method, the real-time report is instantly reached to the Programme 

management office. Similarly, in the past, to get the update on any missing and the errored 

information, it equally used to take a minimum of three days to get it corrected. But with the current 

method, immediate corrections can be made.  
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The exact amount of time reduced in reporting because of the institutionalization of Online 

Reporting System can be comprehended with the table below: 

Reporting Past method Current method 

Time taken in pre-

reporting.  

In the past, a minimum of two 

days is required to in preparing 

for the pre-reporting like printing 

and binding the reports in hard 

copies.  

No pre-reporting preparation like 

printing and binding the reports is 

required.  

A maximum of three hours is 

required to enter the data online.  

Time taken in reaching 

the reports to the nearby 

post and fax stations.  

At least a day is taken to reach the 

reports to the nearby fax and post 

stations to send it to the 

Programme management office.  

No need of going to the post and 

fax stations.  

Time taken in reaching 

the reports in the 

programme 

management office.  

Another three days in minimum is 

taken to reach the reports to the 

Programme Management Office 

from the posts and faxes.  

Reports are directly and instantly 

reached to the Programme 

Management Office.  

 

Time taken in filling the 

missing, errored and the 

additional information.  

With the past method, getting the 

reports corrected on any missing 

or errored information had to 

channel down from asking the 

field staff and again continuing 

the above process of printing, 

binding, taking to the post and fax 

stations.  

So, at least three days is taken to 

get everything on set.  

Immediate corrections can be 

made online. 

A maximum of three hours is 

required to do the necessary 

corrections and editing.   

Conclusion: In the past, an average of nine working days are required to reach the complete 

field reports to the Programme management office. However, with the institutionalization of 

Online Reporting system, the works of the nine working days can be done in an average of 12 

hours.  
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Refer Figure 2 for the process involved in the past method of progress reporting and its 

comparison to the present method of Online Reporting System.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

            Figure 2: Past method of progress reporting & the online reporting.  
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5.3 Reduced burden of the staff.  

The burden of the staff both at the implementation level and the programme management level has 

been greatly reduced with the institutionalization of the online reporting system. Unlike the past, 

the staff at the field level needn’t have to compile the annual data, print it and send it to the 

programme management office. They just had to enter the data online and everything gets ready. 

Similarly, the burden of the staff at the programme management office has been reduced 

specifically after the issue of non-uniformity in the report formats was addressed.  

At the closer look, the reduction of staff burden of the staff in reporting can be easily 

comprehended with the table below: 

Staff involved 

in reporting 

Past method of reporting Present online method of 

reporting 

Staff 

responsible for 

updating the 

progress  

In the past method of reporting either 

through emails, post and fax, the field 

staff particularly the sector heads and 

their representatives had to wait at least 

a week or more to get their progress 

reports reach to the intended audiences.  

Moreover, they had to travel till the 

post and the fax stations to transfer the 

progress reports.  

Similarly, the non-uniformity of the 

progress reports maintained by each of 

the field staff narrowed the chance to 

discuss the result among each other.  

In addition, in some cases, the field 

staff had to repeatedly send the 

progress report in the absence of proper 

repository. And they wouldn’t be able 

to make the changes once the report is 

submitted.  

With the online reporting system, 

the field staff can directly enter the 

data online from any internet-

connected devices and the result 

will be instantly reached to the 

intended audience. 

The field staff also needn’t have to 

travel anywhere. Data can be 

reported in real-time.  

In addition, the uniform progress 

report format in the online system 

has opened the forum to discuss, 

tally and deliberate among staff 

members.  

Similarly, the field staff can access 

reports anytime they want. They 

can make the changes as needed.  
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Staff 

responsible for 

compiling the 

progress reports 

The progress reports are usually 

compiled at Programme Management 

Office.  

With the past method, the staff at 

Programme Management had a 

difficult time in manually compiling all 

the progress data.  

Moreover, the non-uniform nature of 

the report formats maintained by each 

implementing agency made it 

laborious for staff responsible for 

compiling. 

Similarly, in the absence of a proper 

report repository, the staff at 

Programme management office had to 

constantly ask field staff for any 

missing information. 

In the current method of Online 

reporting, all the data are is 

computed and digitalized. There is 

no requirement of manual 

compiling of the information.  

Similarly, the uniform report 

format has considerably eased the 

staff burden in analyzing data at the 

Programme management office 

which is possible instantly.  

Since everything is readily 

available online, the programme 

management office needn’t have to 

constantly disturb field staff asking 

for information. Whatever is 

needed can be directly picked from 

the online sheets at any time.  

Staff 

responsible for 

supervising  

There is no staff who are set to do or 

perform the supervisory action in 

regard to the progress reportings. The 

APR is shared with all the stakeholders 

(IFAD, MoAF, MoF, the 

implementing partners) involved in the 

overall programme.  

However, the extensive supervisory 

actions on the APRs are done usually 

during the IFAD Supervision missions.  

With the past method of reporting, the 

staff at Programme management office 

had to manually go through all project 

related information and reports to 

The Online reporting system also 

functions as a large information 

repository. We can rely on the 

system for 24*7 to extract or refer 

to any information needed 

pertaining to the Programme's 

Progress data.  

The online reporting system can 

always be the reference and also the 

pivot to determine if the 

programme is progressing at 

designed. 

In addition, to increase the 

accessibility of narrative reports, 
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reference different sources of 

documents for the stated needs of the 

mission. 

Such practice was often inconvenient 

especially for the visiting team because 

in the absence of a channelized 

information, different sources fed with 

different information leading to the 

errors and confusions.  

some of the relevant web articles 

from carlep.gov.bt are linked 

against the activity column in the 

online reporting system.   

It can also be used to share the 

Programme’s information with 

visiting teams like IFAD 

Supervision Missions and other 

external visitors to extract whatever 

information they may want. 

 
5.4 Increased accuracy.  

The information accuracy in the online reporting system can be ensured. It is because the online 

reporting system permits the cross-checking of the existing data. Concurrently, any deletion or the 

edition can be made accordingly. Moreover, the information entered by other implementing 

agencies can be viewed thereby allowing them to make comparisons among each other and take 

up the necessary actions.  

In addition, the data to be entered are mostly specified by the units. So, it is easy to trace any typo 

error and other missing information.  

5.5 Faster retrieval of the information.  

In the past reporting practices where all the reports are maintained at Programme Management 

Office, it was often difficult to have the faster availability and direct accessibility to the programme 

related information. But the institutionalization of Online reporting system has ensured that all the 

information is easily and freely available online. One can view and use the data at any time, from 

anywhere. Moreover, one needn’t have to contact and wait for the implementers to feed the 

information unlike in the past. Everything related to the programme is presented in the online 

reporting system.  

5.6 Reduced paper usage:  

Nationally, the heavy paper usage for official purposes is a concern. The government is promoting 

e-conversations and digitization of the documents to reduce the paper usage, which is harmful to 
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the environment. Thus, the institutionalization of the online reporting system matched the national 

concern of reducing paper usage. Since all the reporting in CARLEP is done online, the usage of 

paper has reduced substantially.  

Though no detailed study has been conducted yet on the exact reduction of the paper usage since 

the institutionalization, the M&E Officer who has been the part of the past reporting system 

submits paper usage has reduced by about 60% in one year.  

5.7 Increased transparency and visibility of the Programme: 

Since all the detail of each activity including the target, fund use, beneficiaries (male, female), and 

outputs are online, the accountability, transparency and visibility aspects of the Programme are 

expected to increase.  

Moreover, any disparities in the information like typo error, mismatch of the data against the target 

or anything not relevant to the Programme can be spotted or tracked down. In a way, the online 

reporting system can also define the overall performance of the project and also help to increase 

the transparency and the visibility.  

A commentary on reporting procedures and time taken in the past and the present: 

Mr. Karma Tenzin, now the M&E Officer in CARLEP has worked as Component Manager in the 

past Projects. He said, “Institutionalization of an online reporting system is a paradigm shift, 

which brings out win-win situation at all levels of programme implementation.” 

 According to him, the past practice of reporting system didn’t comply with the changing 

environment where the use of ICTs is booming in the country. “With the past method of reporting 

through postal services and emails, it used to take at least a month in an average to reach the field 

report till the Programme Management Office especially in the absence of proper e-mailing 

system.” He added.  

Mr. Karma also said that the lack of proper information repository in the past always required 

them to make a call to the field staff and ask for any additional or missing information as required 

which was often not convenient. “However, the online reporting system has addressed all the 

issues of delayed reporting, non-uniform formats, constricted accessibility and availability of the 

information.” He said. 
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6. General Constraints about the Online Reporting System:  
Online Reporting system is a new and innovative way of reporting especially in the country like 

Bhutan where the technological advancement is still in a juvenile stage. The internet connectivity 

is weak in many parts of the programme areas.  

In addition, the field staff who are responsible to do the progress reporting holds a multiple-tasks 

which limits them to strictly concentrate on reporting works. This also retards the fast acceptability 

and the replicability of any new systems or the interventions.  

Similarly, at the current practice of Online Reporting, only the raw database is available in the 

system. There is no separate formats for the analysis. Therefore, an Online and instant 

interpretations of the available data is a challenge.  

7. Lessons learned:  
Institutionalization of an online reporting system is convenient and efficient and can be adopted 

especially by the performance-based funding programme like CARLEP. CARLEP is a 

performance-based funding Programme, which means, higher the performance, higher will be the 

funding.  

With the online reporting system, it is quick and easy to trace down how the Programme is 

progressing, where is it going wrong, how has the target achieved, outputs, funds etc, thereby, 

giving the donor agencies a clear status of the Programme.  

Moreover, the online reporting system is easily replicable. (In fact, the Agriculture sector of 

Trashigang Dzongkhag has already replicated the practice of Online reporting towards July, 

2017. The sector is now using the Online format similar to the CARLEP to get the update from the 

Agriculture focal person working in the Dzongkhag.)  

The Google Sheet is a free excel sheet with high storage that comes with the google drive. Anybody 

who is running a similar programme to CARLEP or having problems of unsynchronized reporting 

trend can adopt the Online Reporting System.  

However, to obtain the full benefits of institutionalizing this approach, there is a need for proper 

internet connectivity and that all staff is familiar with its applications.  
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“Institutionalization of the Online reporting system is a helpful initiative. But it is quite 

complicated to the field staffs in the absence of adequate training and awareness on the application 

of the system.” Said Sha Bdr, an Agriculture Extension Officer of Pemagatshel Dzongkhag. 

Therefore, any new initiative needs to be closely consulted with the Programme implementers and 

the field staff needs to be made familiarized with it. 

In general, the advantages of Online reporting system outweighs its only disadvantage of needing 

the internet connectivity. The Online reporting system is a tool to generate the better change in the 

documentation and the knowledge products.  

8. Conclusion:  
CARLEP is in the 2nd year of its 

seven years of implementation. 

And the introduction and 

institutionalization of online 

reporting system with the use of a 

google sheet is a big achievement 

especially in contributing towards 

a robust and almost real-time 

M&E framework.  This will also 

prove to be a good source for 

knowledge production.  

The system is cost-effective, efficient and user-friendly, and replicable. No monetary investment 

is incurred during the set-up of the online reporting system except in training and familiarizing the 

staff with the system.  

Reporting Online is very efficient in data transferring, information sharing and analyzing data. 

There is limited scope for the data loss and it is easier to trace errors for correction.  Information 

sharing can be done within a short span of time.  

In addition, the online reporting system is user-friendly. It is not necessary to use sophisticated 

systems and software. Anybody who owns a Google mail account or the g-mail account can 

operate the system from any internet-connected devices. The online Google system is also 

Image 1: Participants attending the training on Online Google sheet 
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replicable. Any agencies or projects that are facing difficulties in progress reporting can start with 

the similar intervention of CARLEP to increase the programme’s visibility, accountability, 

efficiency, vibrancy and documentation (generation of KPs).  


