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Aide memoire 

Kingdom of Bhutan 

Commercial Agriculture & Resilient Livelihoods Enhancement Programme 
(CARLEP) 

 Introduction 

 A mission from the International Fund for Agricultural Development (IFAD)1 undertook 

the fifth supervision of the Commercial Agriculture & Resilient Livelihoods Enhancement 

Programme (CARLEP) Project from the 4th to the 19th of October 2021. Due to the COVID-

19 pandemic, the mission was undertaken remotely. The objective of the mission was to 

review the overall performance of the Project, provide implementation support and review 

the progress on the recommendations of the 2020 Supervision Mission. 

 CARLEP aims to facilitate the transformation of a subsistence-based rural agricultural 

economy into a sustainable value chain and market driven productive sector by promoting 

climate smart approaches in agriculture, engaging private sector and strengthening 

capacities of communities and local institutions. The total project cost of US$30.357 million 

is financed over seven years and is made up of the following financing: IFAD (US$19.25 

million), and the Adaptation for Smallholder Agriculture Programme (ASAP) (US$5 million); 

RGoB (US$5.64 million); and beneficiaries (US$0.66 million). CARLEP became effective on 

11 December 2015 and will be completed – as a result of the approval of the Additional 

Financing (AF) - in December 2025. The CARLEP-AF was approved to cover the original 

financing gap, and to expand the outreach approach and to scale up outputs. 

 Prior to the mission, the CARLEP project team and main partners (ARDC, RLDC & 

RAMCO) prepared detailed Progress Reports, as well as several thematic reports relevant to 

project interventions, which facilitated the work of the remote supervision team. The mission 

interacted through direct video conferencing with project beneficiaries in all the six Project´s 

dzongkhags (districts) of Lhuentse, Mongar, Pemagatshel, Samdrup Jongkhar, 

Trashiyangtse and Trashigang. The CARLEP team supplemented this virtual interaction with 

the preparation of videos with beneficiaries regarding the various project interventions.   

 The mission assessed that the CARLEP project is rated as Moderately Satisfactory. 

Despite the lockdown, the project responded to most of the recommendations of the 2020 

supervision mission and has been able to extend support to beneficiaries within the target 

areas and deliver services to 20,250 HHs (10815 male and 9435 female HHs) out of the total 

target of 28,975 HHs. Some key achievements include: 

- 36 lead farmers (27 male and 9 female) were trained at ARDC and the training of 248 
lead farmers was initiated through the Dzongkhag. 

- 436.31 acres of land - including dryland terracing, wetland consolidation and 

 
1  Mission composition: Roshan Cooke, Country Director and Mission Leader; Rami Salman, Team Leader and Programme 

Management Specialist; Nirajan Khadka, Environmental Specialist; Pratul Dube, Financial Management Specialist; 
Tshewang Gyeltshen, Procurement Specialist; Mehry Ismaili, M&E and KM; Karan Sehgal, Renewable Energy Specialist; 
Thinlay Wangchuk, Land Management Specialist; Zahid Shakeel Qureshi, Infrastructure Specialist.   
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fallow land reversion - has been developed benefiting 449 households. 
- 7,340 km of electric fencing has been installed to combat the human-wildlife conflict and 

has benefited 1,483 households. 

- 250 households were supplied with sets of protected agriculture equipment (greenhouse 
with frame structure) for taking up commercial farming of high-value crops. 

- 415 improved cattle were procured and distributed to the farmers benefiting 339 
households in the dairy communities. 

- 394 cattle sheds were constructed. 
- 328.495 acres of land were bought under perennial fodder cultivation to improve 

animal nutrition and has benefited 1,315 households. 

- 560 chaff cutter/chopping machines were supplied and benefited 554 
households. 

- 196 units of family-sized biogas plants were installed. 
- 158 poor and vulnerable households were supported with the establishment of backyard 

poultry farms. 
- 2,390 doses of sex-sorted semen were supplied.  

 This Aide Memoire reflects the Mission’s key findings and recommendations which 

were shared with the Government at a wrap up meeting chaired by the Ministry of Agriculture 

& Forests on October 21st, 2021. The Mission would like to record its appreciation for the 

support provided by the Ministry of Agriculture and Forests, the OPM, ARDC, RLDC, 

RAMCO and all the partners in facilitating the Mission’s work.  

 Key mission agreements and conclusions 

 The key overarching agreements that emerged at the end of the supervision mission 

revolve around: Build capacities of farmers´ groups and cooperatives; Develop and 

implement a youth engagement action plan; Consider water availability as a pre-requisite for 

project investments; and Better streamline outputs under CARLEP Additional Financing to 

maximize impact. 

 Capacity development of farmers´ groups and cooperatives: The development of 

Farmers’ Groups (FGs) and cooperative is one of the important initiatives of CARLEP 

through the Regional Agricultural Marketing and Cooperatives Office (RAMCO). In the east, 

where commercialization is challenging, the formation and development of farmers' groups 

and cooperatives is the only approach to achieve the economies of scale for marketing. The 

success and sustainability of a group and/or cooperative is very much connected with the 

understanding and sense of ownership members have with respect to their enterprise. 

CARLEP has demonstrated success in the B2B linkages among some FGs, schools and 

traders (203 feeding schools & 19 hospitals). However, the Supervision Mission observed 

that those linkages could be jeopardized on the long run as several FGs and Cooperatives 

lack the sufficient capacity and leadership to function as business enterprises. Traders have 

expressed concern regarding irregular supply by FGs, inconsistent delivery, fluctuating 

prices, unreliable volumes and poor post-harvest management (18% loss as assessed by 

RAMCO).  Therefore, the mission recommends that FGs and Cooperatives be supported 

through mentoring on: financial literacy, governance and organizational development, 

entrepreneurship development, marketing, post-harvest management and access to finance. 

If well trained and developed, the FGs and Cooperatives are entities that can address the 

problem of the low scale of production and create expanded economic prospects. Moreover, 

women groups should be encouraged and prioritized in an effort to promote inclusive 

outreach. 
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 Youth engagement action plan: The RGoB is implementing a programme to attract 

rural youth to invest in commercial farming as part of the Land Use Certificate (LUC) scheme 

and the project is contributing to this activity through support in terms of technology, 

equipment and advisory services. CARLEP has several success stories involving youth 

businesses, mainly relevant to dairy enterprises and mushroom production.  However, the 

sustainability of youth involvement in LUC farming is sceptical due to the substantial drop out 

rate of group members to date because of remoteness of some lands and lack of water 

availability. Therefore, a mapping of youth needs, coupled with an action plan that builds on 

activities that could prove attractive for young entrepreneurs on the long run needs to be 

developed. This action plan needs to take into account activities beyond primary production 

and across the whole value chain, such as processing, storage, packaging... Avenues to be 

explored should also examine off-farm activities including on renewable energy, organic 

inputs (bio-compost, bio-pesticides), infrastructure maintenance, trading and aggregation, 

input and equipment supply…  CARLEP should also consider building capacities and 

supporting investments among youth for acquisition of various skills in an effort to promote 

diversified economic prospects. The youth trained as Community Artificial Insemination 

Technicians (CAIT), for example, have been able to make a difference in their communities, 

but the limited income opportunities have forced many of them to abandon their villages. The 

action plan is also expected to be a relevant entry point to operationalize the fallow and 

underutilized land assessment. CARLEP should capitalize on this youth action plan - when 

finalized and consulted upon - to support Government policy relevant to youth productive 

economic opportunities.   

 Water availability as an investment pre-requisite: During the course of the virtual 

field visits, the issues such as water shortage/scarcity, and/or lack of insufficient access to 

reliable and sustained availability of irrigation water were very often raised by the beneficiary 

communities. The initiatives related to coping efforts however were also observed such as: 

water storage tanks, rain water harvesting, the introduction of water efficient irrigation 

technologies drip/sprinkler sets and adopting water tolerant crops... The mission further 

noted that while implementing good infrastructure/agriculture interventions, it appeared that 

CARLEP is not taking into account a holistic and synergetic water scenario (source 

availability, capacity and its development, current and future consumptions with competitive 

demands –drinking water, agriculture, livestock etc.) not only for future development but 

even for current developmental interventions (greenhouses; drip/sprinkler irrigation 

schemes). Such situation, if sustained, may jeopardize the developmental outcomes and 

sustainability of project investments might be at risk. Therefore, the Mission recommends 

that assessing the sufficiency and reliability of water availability should be a pre-requisite for 

approving and initiating any program supported interventions (greenhouses, land 

development, sprinkler/drip irrigation etc.) that require irrigation water as an input 

 Maximizing impact of outputs under CARLEP Additional Financing: The 

additional financing for CARLEP is a very good opportunity to allow for scaling-up of 

successful interventions, promote youth entrepreneurship and engage the private sector 

along the entire value chain. In order to maximize the impact of this financing, the 

Supervision Mission advises that these activities be implemented in a holistic manner and 

recommends CARLEP to shy away from scattered interventions that have limited impact on 

the long run and that fail to foster effective agricultural enterprises. To do so, the project 

should appraise viability of interventions (for aquaculture production, HMAP intensification…) 

through identifying the main target beneficiary group, valuating opportunities and risks and 

assessing marketing potential.  With ample time left before completion, this is also good 
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opportunity to streamline interventions – based on CARLEP´s successful initiatives - in an 

effort to sustainably transform the rural agricultural economy. 

 Key Recommendations 

 The key actions/recommendations that emerged from the findings of the Supervision 

Mission are listed below. The detailed supervision report includes detailed description of 

these findings.  

 

Overview and Project Progress 

 

Effectiveness and Development Focus 

Actions Responsibility Deadline Status  

Strengthening O&M Training Mechanism 

Current practice of informal O&M trainings is strengthened, for 
both types of infrastructure, by developing and integrating 
such trainings with the overall training plans and should be 
reflected in AWP&B.   

OPM 
March 
2022 

Agreed 

Piloting an Alternate Design for Electric Fencing  
Program may support piloting 2-3 fencing schemes, 
particularly at high monkey concentration areas, with alternate 
designs for assessing effectiveness, related economics 
(avoided crop losses versus initial capital cost); and possible 
up-scaling, if results found promising.  

OPM April 2022 Proposed 

Hire an Engineering Consultant 

Program should engage an engineering consultant with 
procurement experience, at least within OPM, for taking lead, 
guide and oversee on all engineering and procurement 
aspects 

OPM 
January 
2022 

Agreed 

Support Entrepreneurship Through Matching Grants 

Promote agri-entrepreneurs through implementation of 
CARLEP matching grant facilities 

OPM Continuous Agreed 

Streamline new outputs under additional financing to 
maximize impact 

Review new outputs under additional financing (aquaculture 
production, HMAP intensification…), assess viability and present 
to IFAD a proposal for streamlining interventions in an effort to 
foster effective and sustainable agricultural enterprises. 

OPM/IFAD 
March 
2022 

Agreed 

Actions Responsibility Deadline Status  

Inclusive and Gender-sensitive Targeting  
 

Improve on the current practice of targeting by incorporating 
inclusive and gender sensitive eligibility checklist and criteria. 
The Gender focal person, other OPM staff and key 
implementing partners to be trained on gender knowledge and 
on how to effectively undertake gender mainstreaming 
programming, gender targeting, gender sensitive reporting and 
gender auditing.  

OPM  
December 
2022 

Agreed  

Gender Mainstreaming  

A concise training module covering key concepts of gender 
awareness to be developed and taken up as an integral part of 
training and capacity building initiatives. Subsequently, the 
knowledge should be part of roll out trainings in villages through 
extension officers and lead farmers. 

OPM  
December 
2022 

Agreed  

Empowering Women Leaders 
 

Organize a regional women leadership/ empowerment program 
for learning and sharing purposes in collaboration with national 
agencies working on women empowerment such NCWC, 

OPM  
December 
2022 

Agreed  
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Sustainability and Scaling-up 
 

 
Environment, Natural Resources and Climate Change Adaptation 

 
2 Respect, Educate, Nurture and Empower Women - NGO 
3 Bhutan Association of Women Entrepreneurs- NGO  
4 Bhutan Network for Empowering Women- NGO 

RENEW2, BAWOE3, BNEW4 for identified women lead farmers, 
women FG executives, women beneficiaries, and young female 
entrepreneurs. 

Viable Protected Agriculture 
 

Conduct proper feasibility study, including water availability etc., 
for establishment of protected agriculture infrastructure. Where 
feasible, distribute more greenhouses to the FGs for improving 
profitability 

 

OPM with partners 
December 
2021 

Agreed 

Land Development to Ensure Soil Fertility 

Remove topsoil and save it for spreading over planting area 
upon completion of terracing 

 

OPM with partners 
Continuous Proposed 

Enhance Linkages Between Renewable Energy 
Applications and Youth Enterprise Activities.  
 

Identify at least 5 youth farmers or groups interested in the 
development of renewable energy enterprises 

OPM, ARDC February 
2022 

Agreed 

Actions Responsibility Deadline Status  

Initiate Preparation of CARLEP Exit Strategy 
 

Develop an annotated outline and start preparing a draft 
CARLEP Exit Strategy  

OPM 
December 
2022 

Agreed 

Build Entrepreneurial Capacities of Farmer Groups and 
Cooperatives 
 

FGs and Cooperatives should be supported through trainings 
on: financial literacy, governance and organizational 
development, entrepreneurship development, market research 
and access to finance. Moreover, women groups should be 
encouraged and prioritized in an effort to promote inclusive 
outreach 

OPM/RAMCO/FGs 
January 
2022 

Agreed 

Youth Engagement and Entrepreneurship 
 

Develop a youth engagement plan across the food system and 
beyond primary production, and explore further agricultural 
support businesses, including on renewable energy, bio-
compost, trading and aggregation... Undertake broad 
consultation on the action plan with relevant Government 
institutions and partners. 

OPM/DLOs/Youth 
March 
2022 

Agreed 

Support Evidence-based Policy Dialogue  
Capitalize on the youth action plan and CARLEP success 
stories with youth entrepreneurship to generate a roadmap for 
addressing critical bottlenecks to support Government policy 
relevant to youth engagement in agricultural commercialization. 

OPM with other 
partners 

October 
2022 

Agreed 

Scaling-up B2B Across Institutions 
 

Linking remaining schools, colleges, hospitals, armed force, 
religious institutes with Vegetable/Dairy/Poultry Groups and 
Traders    

OPM with other 
partners 

March 
2022 

Agreed 

Actions Responsibility Deadline Status  

Assess Water Availability as an investment Pre-
requisite 

Assessing the sufficiency and reliability of water availability 
should be a pre-requisite for approving and initiating any 
program supported interventions (greenhouses, land 
development, sprinkler/drip irrigation etc.) that require 
irrigation water as an input. Foster suitable interventions for 
locations with water shortage, such as bee farming and off 
farm activities.   

OPM Continuous Agreed 
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Project Management 
 

 

Monitoring and Evaluation 

 

 
Financial Management and Execution 

Facilitate Establishment of Permaculture Demonstration 
Sites  

Select and support youth lead farmers to upgrade their farms 
as permaculture learning sites. Collaborate with experienced 
projects like ASHA in Nepal to capacitate lead farmer and 
learn/replicate best practices, assist lead farmer to train other 
smallholders. 

OPM, IFAD, 
ARDC 

July 2022   Agreed 

Commercialization of Solar Dryers  

Monitor the piloted solar dryers, prepare report on technical 
aspects (temperature, humidity, moisture content, available 
solar insolation, wind velocity, frequency and duration of 
rain…) and consider options for commercializing the 
technology.  

ARDC March 2022 Proposed 

Spring-shed Protection 

Identify perennial streams and initiate spring-shed protection 
program in collaboration with Watershed Management Division 
(WMD) of DoF 

OPM with WMD & 
ARDC 

June 2022 Proposed 

SECAP Training 

Ensure that all staff and partners are trained on SECAP, and 
able to undertake proper assessment and monitoring of 
implemented activities.  

 

OPM  

 

June 2022 

 

Agreed 

Actions Responsibility Deadline Status  

Improving Knowledge Management 
KM Officer should be enrolled in trainings for strengthening 
skills and knowledge in innovative communication tools. 
 

OPM/IFAD March 2022 Agreed 

Actions Responsibility Deadline Status  

AWPB Template 

Modify the template of the AWPB to show information 
related to components, unit costs and co-financiers in the 
same distribution line 

OPM March 2022 Agreed 

MIS System 

Provide training to extension staff to ensure completeness of 
data in the system   

OPM December 2021 Agreed 

M&E Action Plan 

Prepare and update on annual basis the action plan with 
clear roles and costs 

OPMS January 2022 Agreed  

Actions Responsibility Deadline Status 

Justification of the Authorized Allocation 

Justify the Authorized Allocation in respect of the original 
Loan and Grant and the ASAP Grant against the next WA.  

 

AO, FMD  

 

31 Dec 2021  

 

Agreed 

Contract Register 
 

Maintain Contract Register to monitor contracts and also to 
plan the cash flow for ongoing contracts 

All Implementing 
Units 

June 2022  
Agreed 

Audit Report 
 

Ensure that the project financial statements and the audit 
report complies with IFAD’s reporting requirements, is 
accurate and is submitted within the stipulated time 

RAA 31 Dec 2021  
Agreed 
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Procurement Arrangements 

 

 Conclusion  

 The Mission was pleased to observe that despite the complex situation due to COVID-

19, CARLEP still made very good progress on the ground and vulnerable households 

continued to realise benefits from project interventions. The CARLEP team is moving at full 

speed to implement project activities, including the outputs under the additional financing, 

and should proceed with no delay to deliver on the actions recommended by the mission to 

ensure that implementation is not stalled.  

 Although the pandemic evidently slowed down the implementation of some project 

activities, the physical progress for the 2020/2021 fiscal year was around 70% and the 

financial progress was at 69% (with an increase of 5% compared to last year). The project is 

in its 6th year of implementation and its current level of disbursement is around 51% of the 

overall financing. There has been an extension of three years coupled with additional 

financing by IFAD. 

 CARLEP is capitalizing on its potential to scale-up innovative activities and has 

demonstrated success across numerous initiatives. Moreover, the project management has 

drawn up an ambitious implementation plan and is achieving beyond the set targets for 

several outputs. The Mission urges the OPM and all partners to keep that the strong 

momentum which will ensure that CARLEP achieves its development objective. 

 IFAD and the Government of Bhutan endorse the implementation of the agreed actions 

of this Aide Memoire. 

 

 

 

 

 

Mr Roshan Cooke 

Country Director, IFAD 

  

Mr. Thinley Namgyel 

Secretary, MoAF 

 
21st October, 2021  21st October, 2021 

Date Date 

Audit Issues 
 

Resolve all outstanding audit issues and document the 
same in the audit log and get it validated by the auditor 

OPM/RAA 31 Dec 2021  
Agreed 

Actions Responsibility Deadline Status  

Deliver Procurement Training 

Provide procurement training to Procurement Officers, 
Engineers and other officials (Evaluation Committee Members) 
handling the project procurement. 

OPM December 2021 Agreed 

Upgrade APP and use APP as Monitoring Tool 

Update procurement schedule in APP [Planned vs Actual], and 
utilize APP as monitoring cum review tool.  

 

OPM 

April 2022 

 
Agreed 



Kingdom of Bhutan 
Commercial Agriculture & Resilient Livelihoods Enhancement Programme (CARLEP) 
Supervision Mission: 4 – 19 October 2021 
Aide Memoire 

 

8 

 


