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Introduction

Teagasc, the Agriculture and Food Development Authority, is the national body providing integrated
research, advisory and training services to the agriculture and food industry and rural communities
in Ireland. Established in September 1988 under the Agriculture (Research, Training and Advice)
Act, 1988, Teagasc is funded by state grant-in-aid, fees for research, advisory and training services,
income from national and EU competitive research programmes and revenue from farming
activities and commodity levies.

The overall goal of the Teagasc Advisory Programme is to support the on-going development of
sustainable family farms in Ireland, through efficient and effective knowledge transfer (KT)
activities. The programme currently supports almost 140,000 individual farmers with 44,000
farmers contracted to Teagasc for services annually.

Teagasc reviews each of its Advisory Regions on an approximate six-year cycle. The face-to-face
part of the review of the Roscommon-Longford Advisory Region took place in Teagasc Roscommon
Advisory Office on October 2" and 3 2023. Prior to that, the Peer Review Panel (PRP) had a
virtual Briefing Session on September 15" and a virtual Pre-Assessment workshop on September
26". The PRP (see Appendix 1 for panel composition) prepared this report based on the
information exchanged at the virtual meetings, in-person meetings with management, staff
representatives, enterprise specialists, farmer stakeholders and analysis of documents. The latter
included the Region’s Programme Description and Self-Assessment document, business plans,
the Roscommon-Longford Region Review 2021 and, the Teagasc Statement of Strategy, 2021-
2024.

The PRP met with a farmer stakeholder group that consisted of 5 farmers; 3 males and 2 females.
Two of the farmers were involved in dairying, with another raising dairy calf to beef. Another was a
mixed (cattle and sheep) farmer with the other farmer involved in horticulture/tilage (potatoes,
carrots and corn). Some of the farmers were involved either in the Signpost Programme, as host
farmers for Grass 10 or as part of Dairy Beef 500 programme. Most of the farmers were in
discussion groups. There are no tillage discussion groups in the region.

The objective of the review is to answer the following specific evaluation questions.
= What activities have been delivered to date, compared to expectations?
= How effectively and efficiently is the programme being delivered, managed and governed?
= To what extent are changes implemented on farms?
= What outcomes and impacts have been achieved to date?
= What factors enable or hinder implementation and progress towards intended outcomes?
= What are the key lessons to inform ongoing delivery and design of future interventions?
= How is the programme performing overall?

To help answer these questions the PRP use the following assessment criteria.
1. Management and organisational capability
2. Productivity and service delivery in relation to key performance indicators and outcomes
3.  Relevance and impact of services to the Region’s clients and stakeholders

A more detailed description of each criterion is outlined in Appendix 2.
The PRP conducted reviews of two Advisory Regions, Tipperary and Roscommon-Longford in

October 2024. It was noted by the PRP that the majority of issues arising, and therefore
recommendations, are similar between the regions and are reflected in the review reports as such.
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The linkages between the evaluation questions and the three assessment criteria are outlined in
the table below.

Evaluation Question Assessment Criteria
What activities have been delivered to date, compared to expectations? 2,
How effectively and efficiently is the programme being delivered, 1,2,3
managed and governed?

To what extent are changes implemented on farms? 2,3,
What outcomes and impacts have been achieved to date? 2,3,
What factors enable or hinder implementation and progress towards 1,2,
intended outcomes?

What are the key lessons to inform ongoing delivery and design of future 1,23,
interventions?

How is the programme performing overall? 1,23,

The remainder of this report contains:
1. A brief overview of the Roscommon-Longford Advisory Region
2. Presentation of the High Level Findings/Answers to the Evaluation Questions
3. Recommendations associated with each of the assessment criterion
4. Detailed comments on each of the assessment criterion.
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The Roscommon-Longford Advisory Region in Context

The Roscommon-Longford Advisory Region is predominantly a drystock farming region whose
farmers have a high dependency on off-farm employment. According to the 2022 Teagasc National
Farm Survey, the incidence of household off-farm employment income is 57% on cattle rearing
farms, 58% on other cattle farms and 59% on sheep farms. In 2022, based on National Farm Survey
data, the national average family farm income was €45,809. However, for the predominant
enterprises in this Roscommon-Longford Region, the national figures are much lower at €16,454
for sheep enterprises, €9,408 for cattle rearing enterprises (down 13% on 2021) and €18,811 for
cattle other enterprises (up 9% on 2021). Dairying at €150,884 (up 53%) skews the national
average.

The 2020 Census of Agriculture indicates that are 8,604 farms in the Region, which equates to
6.4% of the Republic’s farmers. By contrast, there were 8,914 farms in the Region in 2010, which
means there was a decrease of 310 farms or 3.5% over the period 2010 to 2020. The average farm
size is just over 28 hectares per holding with 45% of holdings at less than 20 hectares, compared
to the national average of 33.4 hectares holding. The average age of farmers in the Region is 58
years compared to 57 years nationally and 13% of herd owners are female; this is very similar to
the national figure of 13.4%. In terms of farming enterprises, 74% of farms in the Region are cattle;
8% are sheep; 2% are dairy; 8% mixed livestock and 8% mixed crops.

There are 73,820 suckler cows in the Region, 334,055 sheep and 21,150 dairy cows. Average
suckler farm size is 27 ha and there are 12 suckler advisors and 22 beef discussion groups.
Average dairy herd size is 83 cows with average farm size of 60 ha. There is one dairy advisor in
the Region and 4 discussion groups. There are 2,253 sheep flocks serviced by 5 advisors and 6
discussion groups. In Roscommon, forestry cover accounts for 11.7% of land area or 28,754 Ha.
In Longford, forestry cover accounts for 8.6% of land area or 9,517 Ha. Nationally 11.6% of land
area is in forestry.

The Region is ‘compact’ compared to other Teagasc Advisory Regions, relatively easy to travel
around and contains three offices — Roscommon, Castlerea and Longford. Clients in the extreme
south of the Region are serviced by an advisor in the Ballinasloe office in County Galway. Teagasc
has just over 3,000 clients in the Region or 35% of all farmers, a percentage that is similar to other
Teagasc drystock Regions. In 2022, the Advisory Programme was delivered to clients through
multiple KT channels including 2,365 client visits, 7,682 phone/office consultations, 2,943 BPS/SPS
applications, 24 discussion groups and 102 discussion group meetings, 34 derogation
plans/reviews, 15 farm walks, 52 local radio slots (one per week) and 30 press events. In addition,
in 2022 there were 633 client soil samples taken and 1,578 ACRES applications were submitted.

Two Education Officers both of whom are based in the Roscommon office deliver the Education
Programme. There are two courses delivered both of which leads to a Specific Purpose Certificate
in Farm Administration Level 6 Award (Green Cert). One course is delivered on a part time basis
to students who attend the Teagasc Roscommon Advisory office twice a week during term, and the
other is the Distance Learning course where there is less contact time with students in a classroom
and much of the course is delivered on line (23 contact days). There are typically 30 students on
each course each year. Short courses?

There are two dairy joint programmes in the Region, one with Aurivo and one with Lakeland Dairies.
Teagasc and Aurivo have established a focus farm in Strokestown Co Roscommon; this is also
one of the Signpost Programme farms. On the beef side other joint programmes and stakeholder
collaboration include Dairy Beef 500, Signpost farms, BETTER farm, Signpost Climate advisors,
links with Organic groups and Animal Health Ireland and Grass 10 through joint events. There are
six Signpost Farms in the Region. These include one dairy beef farm, one dairy farm, two Future
Beef Farms, one sheep farm and one mixed beef and sheep farm.
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Other stakeholders with links to the Roscommon-Longford Advisory Region include the Department
of Agriculture, Farmers Journal, AIBP, Dawn Meats, Kepak, FBD Trust, Drummonds Mills, Volac,
MSD Animal Health, Liffey Mills, Grassland Agro, livestock marts, local IFA, local vets, local
accountants and solicitors. These give input and direction to future advisory activities. This is
sometimes prescriptive as in a joint programme agreement with a local Co-Op or more informal
such as with farm organisations who ask advisors to attend local branch meetings or ask us to run
farm events such as an event on clover.

Teagasc staff are also involved with the Local Community Development Committees (LCDC’s) in
the counties of Longford and Roscommon. Teagasc staff play an important role on these
committees making valuable contributions to community development plans. These LCDC’s have
been approved as the group responsible for the delivery of the next Rural Development Programme
2022-2027 (LEADER). As aresult, Teagasc is involved in the development of a Local Development
Strategy for each county which focuses on job creation and enterprise, rural tourism, local
development, rural youth, and managing and protecting environment and energy resources.

The number of staff in the Region increased from 30 in 2020 to 42 in 2022. The staff complement
includes 25 advisors (15 B&T; 8 contract; 1 ASSAP and 1 Signpost Programme), 2 education
officers, 4.8 FTE administrative staff and one Regional Manager. At any one time there are typically
2 to 3 KT Walsh Scholars in the Region for 1 to 1.5 years and 3 third level students for 3 to 4
months. Expenditure in 2022 was €2.2 million of which €1.427m million (65%) was recovered from
advisory, education and other income. By contrast, expenditure in 2020 was €1.91 million of which
€0.738 million (39%) was recovered from advisory, education and other income charges. This
increase in income as a percentage of expenditure from 2020 to 2022 is largely due to significant
increase in income from the ACRES Scheme.
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High-Level Findings/Answers to Evaluation Questions

What activities have been delivered to date, compared to expectations?
The advisory and education activities as set out in the Strategic Plan have been largely delivered. This
delivery has been achieved through the hard work of all involved in the Region (advisory, education,
management and administration staff) including contract or support advisors.

The Roscommon-Longford Region is a predominantly drystock region. Approximately 35% of the 8,604
farms in the Region are Teagasc clients and drystock farms (beef, sheep and mixed) account for over
90% of all farming in the Region. The abolition of milk quotas has resulted in a significant expansion in
milk production in the Region. However, dairying only accounts for 2% of farms.

The Self-Assessment Report provided to the PRP outlined how the programme is delivered through
discussion group meetings, farm visits and consultations, local on-farm events, local press, local radio,
seminars and more recently webinars. In addition to these, the joint programmes with cooperatives,
industry, Signpost programme, the BETTER farm programme, the Teagasc Greenacres Calf to Beef
Programme, the Dairy Beef 500 programme account for significant activity in the Region. There is
significant development work ongoing also such as grass, sexed semen, contract rearing and grass
clover groups.

There are weekly slots on local radio, regular press articles and a very active social media presence
that contribute to delivering technical messages weekly.

How effectively and efficiently is the programme being delivered, managed and governed?

The Roscommon-Longford Advisory Programme is being managed to a high standard and the
programmes are being delivered in an effective and efficient manner. There is a very high demand for
access to schemes in this Region. For example, participation in organics by Roscommon-Longford
farmers is amongst the highest rate nationally.

The delivery of technical advice to clients is challenging due to a nhumber of factors such as the part
time nature of farming in the Region and the increasing advisor workload associated with schemes.
However, the important role that schemes play in the delivery of technical content was noted by the
PRP.

Improvements in the efficiency of service delivery could be made through streamlining of Teagasc
programmes, better use of technology, and greater delegation of responsibilities to PORs/others.

This Region is a very good example of how effectively technical messages can be delivered through
multiple media channels such as newsletters, social media platforms, local radio, local press, webinars,
farm events and seminars.

The ability to deliver education programmes at regional level has many advantages. However, the
governance of regional education in the wider organisation should be considered to ensure quality
control in curriculum design, learning outcomes and assessment strategies and standards.

To what extent are changes implemented on farms?
The Self-Assessment Report provided analysis of key metrics indicating improved farm performance in
the drystock and dairy sectors. However, actual changes at farm level prove difficult to quantify. An
example in the Self-Assessment Report of one discussion group shows significant improvements in
calving interval and calf mortality at birth and at 28 days.

Discussion groups are a proven method of knowledge transfer, however, encouraging drystock farmers
to participate in discussion groups is challenging, particularly in the absence of a funded KT programme.
Many drystock farmers are working part time or full time and their main focus is maximising participation
in relevant schemes. It was noted that schemes have an increasing technical content element, and this
plays an important role in the delivery of technical content to drystock farmers.
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What outcomes and impacts have been achieved to date?

The Self-Assessment Report and meeting with staff in the Region showed that there is significant
activity ongoing to support farmers and achieve stated objectives. However, it is difficult to assess actual
outcomes and impacts specifically attributable to Teagasc activities. Farmers interviewed during the
review process spoke very positively about their involvement in focussed discussion groups - grass,
sexed semen, contract rearing and grass clover groups.

The ASSAP programme has shown benefits in terms of drinking water quality in Longford with
consistent improvements since 2019.

The sexed semen group is novel and innovative involving a group of suckler farmers from Roscommon
for the last 2 years learning about sexed semen and its potential. There are currently 22 in the group
using sexed semen with the aim of breeding suckler cow replacements from their better cows.

There is a 100% increase in the number of dairy cows in the Region since 2010 and herd size has
increased by a similar percentage. The Self-Assessment Report shows improvements in milk solids
produced, six-week calving rate and milk price for Aurivo and Lakeland farmers involved in discussion
groups.

What factors enable or hinder implementation and progress towards intended outcomes?

The main factor that enables implementation and progress towards intended outcomes is the quality
and dedication of staff across the Region. Meeting with farmers and Teagasc staff during the review
process, it was evident that Teagasc staff across all levels in the Region care deeply about the farmer
clients and students they are serving.

The ability to employ contract advisors to work alongside advisors and relieve the increasing workload
associated with schemes has been a positive development and is essential for the continued delivery
of a quality service. The important role of students undertaking the UCD/Teagasc Masters in Innovation
Support (MAIS) was highlighted during the review in terms of their ability and willingness to take on
work and alleviate pressure on the Advisory staff and also their positive influence on the office
environment. The joint programmes with Aurivo and Lakelands are proving very successful, and farmers
engaged in discussion groups from those Co-ops show improved technical performance.

There are a number of factors that are hindering implementation and progress towards intended
outcomes. While farm numbers in the Region have slightly decreased since 2010, the number of
farmers engaged with Teagasc has increased slightly. There is increasing demand from farmers to avail
of Teagasc services. However, the ability to increase the number of clients further is limited by resources
in the Region. There is a very high number of farmer clients per advisor and an increasing workload for
advisory and administrative staff associated with schemes, impacting on the delivery of the technical
programme. The multiplicity of programmes in Teagasc (e.g. ASSAP, Signpost Programme, Grass10,
Future Beef etc.) is increasing the workload on individual advisors as individuals associated with those
programmes strive to meet programme KPlIs.

What are the key lessons to inform ongoing delivery and design of future interventions?

While the staff across all functions in this Region are operating to a high level, the overarching structure
of advisory services delivered by Teagasc needs careful consideration to be able to continue to deliver
a quality service to farmer clients and deliver on Teagascs’ mandate into the future. The development
of new programmes in Teagasc such as Grass10, ASSAP, Signpost Programme were welcomed by
regional staff and farmers. However, there is a need to streamline programmes to reduce confusion
amongst farmers and to reduce workload on advisors and administrators. Also, KPIs associated with
the Advisory Programme are effective at driving activity but more focus on impact is required.

While staff welcome the autonomy and flexibility afforded to them in their roles, the current flat
management structure and number of direct reports to the Regional Manager is not in line with best
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international management practice. In order to attract and retain talented people in Teagasc this needs
to be reviewed.

How is the programme performing overall?

The metrics provided in the Self-Assessment Report combined with the face-to-face meetings as part
of the review process show that the programme is performing very well overall. The staff in the Region
are providing an active and progressive service, despite increasing workloads.

The use of social media and interaction with local radio and newspapers is to be commended and is an
example of best practice that should be shared and implemented in other Regions.

The demand from clients in this Region is to maximise access to the various schemes and advisors are
very proactive in facilitating this. All staff are committed to delivering the best possible service to their
farmer clients and industry stakeholders. This is evidenced by the results of the Net Promoter Score
(NPS) of 59.6 which places the region in the ‘good to excellent’ category for client satisfaction.
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Recommendations

Based on its findings the PRP makes 17 recommendations divided across the three assessment
criteria of Management and Organisational Capability (8 recommendations), Productivity and

Service Delivery (6 recommendations) and Relevance and Impact (3 recommendations).

Recommendations are identified as either Priority (P) or Ordinary (O)

Management & Organisational Capability

P/O

1.

Management Structure:

To attract and retain talented people in Teagasc, a review of the management
structure is essential. The current flat management structure and number of
direct reports to the Regional Manager is not in line with best management
practice.

Consider greater delegated responsibility to those with POR to provide
opportunities for staff to build their CVs and their capabilities through
people/budget management responsibilities. This would also help to reduce
the workload for the Regional Manager.

Teagasc should consider the structure of grades to allow small steps in career
growth and to recognise success and to allow for the introduction of a cohort
of ‘technicians’ who could do some technical support work for advisors in
scheme and programme delivery.

A fast-track programme for those very high potential members of staff needs
to be considered. More recently qualified “high potentials” have significant
choice in the marketplace. Teagasc does not appear to have a clear process
to facilitate fast-tracking the brightest and most impactful new team members
with the associated salary scale a disadvantage.

A culture of “being a great manager and leader” needs to be fostered. While
there is some management training given to staff, it appears insufficient.
Ongoing training and development around managing and motivating the
advisory team is important, especially as Regional Managers need to work
with staff from different generations with widely differing expectations.

On a selective basis, altering the hours offices are open to the public would be
beneficial in facilitating regional meetings, for training and, particularly for
allowing focus time for administrators.

Workload:

The peak demands associated with deadlines for certain schemes and
programmes needs be carefully considered by Teagasc in consultation with
DAFM to maintain standards and service to clients.

Further assessment of metrics which aid future decision making about which
schemes add the most value for clients and which allow Teagasc to make the
greatest impact in the industry could be considered.

Switching on the Project Management module in the CRM system should be
considered to help with workflow and deadline management.

Digitalisation:

Digitalisation is an opportunity and bringing all staff and clients on the
digitalisation journey will require active leadership. Optimal use of technology
across the Region would improve efficiencies and potentially reduce
workloads on advisors and administrators. Training on the CRM system for
administrators and the use of tablets on farm to capture information/analyse
data in real-time would be of significant benefit to advisors and clients.
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e DAFM schemes are increasingly moving online and a consequence of this is
greater input from advisors and administrators in the administration of the
schemes. IT training for farmers would improve their own skills so they could
be more self-reliant.

Workshops within Region

e The involvement of the advisors and administrators within the Region to solve
problems, share best practice, share experiences, plan and discuss difficult
situations could be stronger. To facilitate such involvement, workshop-style
meetings would help staff feel empowered and will not only help the Regional
Manager but will prepare anyone looking for the next stage in their career.

Adoption of best practice from other Regions

e Every Region will have examples of best practice that should be shared with
other Regions. Sharing best practice should be owned and driven by everyone
involved. Implementation and adoption of these best practices should be given
attention. How knowledge is shared between Regions is critical to this.

e This adoption can be facilitated by 1) creating a framework for the relevant
staff coming together once or twice a year to work through best practice. It is
important that this be facilitated and structured effectively; 2) short, regular
meetings (every week/fortnight) where an individual or group presents on
what they have developed / found success with / worked on; 3) allow time for
process development discussions at meetings (including administrators) —
what do we want to improve and what ideas are there to do this; 4) WhatsApp
groups for technical discussion.

Role of DAFM

The role DAFM plays at farmer and advisor level is pivotal. Teagasc’s relationship
with DAFM needs to be continually prioritised in terms of engagement on farmer
gueries and challenges, annual timeline of schemes, proliferation of schemes and
design of schemes.

Staff succession planning

Succession planning due to recruitment constraints is a significant issue. Where
people are retiring and an end date is clear, improvements in succession through
facilitating a handover period will make a difference to the successful incumbent
and, also to the farmer clients.

Communication

The model for delivering content to farmers needs to continually evolve. Adapting
and promoting Teagasc video, podcast and newsletters is important as is the
dissemination of information in visual format as opposed to text.

Productivity & Quality of Service Delivery

P/O

1.

Multiplicity of programmes

e The multiplicity of programmes in Teagasc, e.g. Signpost Programme,
ASSAP, Grass 10, Dairy Beef 500 has resulted in many advisors being outside
of the local structure. Streamlining of programmes and advisors involved is
recommended to avoid confusion to both farmers and staff in the Region.

e A mapping exercise of all programmes in the past decade is recommended to
highlight overlap and duplication and identify resource gaps.

Farmer segmentation

e A review of how farmers are segmented is recommended to provide a better
service and make better use of resources in the Region. For example,
focussed technical services will be more applicable for some farmers and
schemes more applicable for others. Segmentation of clients would allow for
an improved service delivery and would also serve to streamline work for
advisors. This can be done in a dynamic way using the CRM system that
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allows farmers interests/needs to be noted in several categories so a client list
can be pulled together that is specific to the opportunity or topic.

3. | Regional education

e The provision of education at Regional level offers great flexibility to learners.
However, Teagasc education programmes delivered in regional centres
should be reviewed to ensure that quality control in curriculum design, learning =
outcomes, assessment strategies and standards are consistent across the
organisation and in line with best practice.

e |n addition, the strategic role of education provision in those regional centres
with Teagasc and private colleges should be assessed and clarified.

4. | Use of technology

e Use of technology to give an improved service in an efficient way should be
considered. Payment processes, phone systems, CRM data entry are three
areas where efficiencies can be made.

e Further efficiencies could be gained in the Region/organisation with the
optimal use of the CRM technology. The project management module within p
Microsoft Dynamics is easily available but not currently used and should be
examined for managing workflows and scheme deadlines.

¢ Digital technology (tablets) could potentially reduce the workload of Advisors
and administrators also as data could be recorded in real time on farm. This
could benefit the farmers as analysis could also be provided in a timelier
manner.

5. | Payment and charging structures

e The payment and charging structures in Teagasc could be simplified and
needs to be made clearer to both farmers and advisors. o

e Benchmarking against private sector advisory is recommended to ensure that
Teagasc is charging an appropriate fee for specialist advice. This is particularly
true for more intensive commercial advisory engagements.

6. | Professional services delivery models

It is recommended that the Teagasc Advisory Service reviews private sector

(professional services models e.g. consultancy services) workload models of how o

work is shared within a team and how peak workload is managed. Such a review

may highlight areas for improvement or where workload efficiency gains can be

made.

Relevance and Impact P/O
1. | Measuring impact

e Many of the Teagasc programmes are metrics/outputs driven. The ability to
measure the impact of the programmes would be very valuable in designing
future initiatives. Embedding evaluation measurements in programmes at the P
development stage is recommended.

e |t is recommended that clear, quantifiable objectives and key performance
indicators (KPIs) are established at the outset alongside the collection of
baseline data for comparison.

e Qualitative and quantitative methods for ongoing monitoring and evaluation,
including feedback from stakeholders particularly farmers should be employed
to assess effectiveness and make continuous improvements.

¢ Finally, conducting a long-term impact assessment and sharing best practices
to enhance future programmes and regional education delivery would be very
beneficial.

2. | Appropriate KPIs and Technical Programmes
Appropriate KPIs and Technical Programmes are required for extensive farmers
with low stocking rates. The current profit monitor results are calculated on a per P

10
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ha basis. As a result, the results for extensive farmers will always look poor, albeit
that performance per livestock unit might be very good.

3. | AgTech

e The advancement in AgTech on farms is not being matched by the knowledge
of the advisors and farmers are increasingly depending on non- independent
advice when purchasing new technology.

e Increased training in this area is strongly recommended. Agtech will play a
significant role in the attainment of our sustainability targets and the Teagasc
advisory team must be aware and engaged in these new developments.

11
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Detailed Comments on Assessment Criteria

1.

Management & Organisational Capability

This section has five subcategories: management, technical leadership, resources, robustness and
sustainability.

Management

The Roscommon-Longford Advisory Programme is being managed to a high standard and
despite an increasing workload, among other challenges, staff in the Region feel they have
good autonomy and flexibility.

Delivering on the objectives related to the technical aspects of the programme are, however,
becoming more difficult due to the increasing time advisors spend on scheme work and
derogations. Further improvements in the efficiency of service delivery could be made through
streamlining of Teagasc programmes and greater delegation of responsibilities to PORs and
other staff.

Segmenting and targeting the clients rather than trying to present every scheme to every client
would help with workflow planning.

Digital technology (e.g. tablets) could potentially reduce the workload of advisors and
administrators as data could be recorded in real time. This could benefit the farmers as analysis
could also be provided in a timelier manner.

On a selective basis, altering the hours offices are open to the public would be beneficial in
facilitating regional meetings, for training and, particularly for allowing focus time for
administrators.

The relationship with DAFM is critical to the workload of advisors and administrators. For
example, bulk texting from DAFM to all farmers has a significant impact on workload.

The digitalisation of all schemes means that farmers are more reliant on advisors than ever
before, and this is having a significant impact on advisors in terms of workload and their ability
to deliver on technical advice.

Technical Leadership

In this Region, it is difficult to meet KPIs for technical content as there is a very high demand
for schemes. However, schemes include an increasing amount of technical content and
technical content is being delivered in this way.

The Specialist Advisors provide timely technical training sessions and one-to-one trouble
shooting which was recognised and appreciated by the advisors.

Further assessment of metrics which aid future decision making about which schemes add the
most value for clients and which allow Teagasc to make the greatest impact in the industry
could be considered. For instance, monitoring the number of applications made, applications
successful, value gained for the client and time spent on applications.

Resources

The dedication of staff across the Region who care very much about farmer clients and students
they are serving is evident across all levels of the organisation.

Staff and co-op members value the joint programmes with the co-ops.

Many advisors are carrying a very large numbers of clients with increasing workload associated
schemes. This is impacting on the delivery of the technical programme.

DAFM schemes are increasingly moving online and a consequence of this is greater input from
advisors and administrators in the administration of the schemes.

12



Roscommon-Longford Advisory Regional Review 2023

Robustness & Sustainability

The robustness of the advisory service in the Region will continue to be tested over the coming
years with increasing schemes, derogation changes and applications and an increased
requirement from farmers for more on-farm technical advice in some parts of the Region.
Student numbers in Roscommon-Longford have been under pressure in recent years. The
robustness of the education services will continue be tested as a result of increasing competing
offerings outside of Teagasc.

There is considerable concern amongst the staff that resources are not adequate to meet new
and increasing client demands for schemes and technical content.

The multiplicity of programmes in Teagasc (e.g. ASSAP, Future Beef, Signpost Programmes
Grass 10, Dairy Beef 500 etc.) is increasing the workload on individual advisors as individuals
leading those programmes strive to meet programme KPIs.

Feedback from the Net Promoter Score (NPS)-based survey of the client satisfaction with the
regional advisory service indicated that the cohort of clients that the region should target to
improve overall satisfaction levels in the future (those identified as ‘passives’ by the survey)
would like more contact/farm visits and for the service to be more proactive in addressing their
needs. They also identified the price/value of the service. In addition, they identified that the
support & advice needs to be more helpful, with them requiring more/diverse/variety of
information. They also feel that they would like advice to be more specific to their farms.
General comments about poor service and advice were also made.

A workshop with Regional Staff reflecting on the NPS-based survey findings and held in
advance of the regional review, identified several possible actions that the Region could
undertake based on ease of implementation and extent of impact. These actions included:
delivering more webinars and radio slots; targeting programmes to less intensive farmers
(those stocked at less than 1 LU/Ha); restarting of discussion groups/project groups; a cluster
of actions concerned with workload such as a lower number of clients per advisor and carrying
out more farm visits. There were three other actions in this cluster, dropping some non-client-
facing workload and advising/promoting alternative options such as organics and energy and,
allocating more specific roles to advisors/more specialisation among advisors.

Recommendations

See Management & Organisational Capability Recommendations on page 8

2.

Productivity and Quality of Service Delivery in the Region

This section has two subcategories: productivity and quality of service delivery.

Productivity

The Roscommon-Longford Region is providing an active and progressive advisory service, with
staff at all levels committed to delivering the best possible service to their farmer clients and
industry stakeholders.

There are significant activities ongoing in the Region, including an increasing level of scheme
work, discussion groups and farm walks.

There is limited evidence to demonstrate benchmarking of advisor's productivity and how
their targets/achievements are set and assessed.

It is essential to manage the delivery of programmes and schemes in a customer centric way.
The farming business is a single concern and not split into programmes so for the best client
service, there should be more merged/blended delivery of programmes rather than individual
programmes e.g. Signpost Programme, Grassl10, Future Beef, Dairy Beef 500, ASSAP
standing on their own.
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e The payment and charging structures in Teagasc need to be made clearer to farmers and
advisors. Benchmarking against private sector advisory is recommended.

Quality of Service Delivery

e The Net Promoter Score of 59.6 places the Region in the ‘good to excellent’ category for client
satisfaction.

e During the review process, strong evidence of quality-of-service delivery was presented from
staff presentations supported by plans and the farmer discussion session.

e The dedication of staff across the Region is evident across all levels of the organisation. This
was supported by the conversations with farmers as part of the review process.

o Every Region will have examples of best practice that should be shared with other Regions.
Sharing best practice should be owned and driven by everyone involved. Implementation and
adoption of these best practices should be given attention. How knowledge is shared between
Regions is critical to this.

e Areview of how farmers are segmented is recommended to provide a better service and make
better use of resources in the Region. For example, focussed technical services will be more
applicable for some farmers and schemes more applicable for others.

e A review of private sector models should be undertaken in terms of how workload is shared
amongst a team. In many professional service models, a model of graduate, executive,
manager and partner will be used on a client case. It ensures those with most experience work
on more complex pieces of work. It is recommended that the Teagasc advisory service reviews
these models and take learnings from them as they work on the next 5-year strategy.

e While the staff across all functions in this Region are operating to a high level, the overarching
structure of advisory services delivered by Teagasc needs careful consideration to be able to
deliver a quality service to farmer clients and deliver on Teagascs’ mandate into the future.

e Better use of technology across the Region/organisation would improve efficiencies and
potentially reduce workloads on advisors and administrators. Training on the CRM system for
administrators and the use of tablets on farm to capture information/analyse data in real-time
would be of significant benefit to advisors and clients.

e Segmentation of clients would allow for an improved service delivery and streamline work for
advisors.

Recommendations

See Productivity & Quality of Service Delivery Recommendations on page 9
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3.

Relevance and Impact in the Region

This section has three subcategories: programme relevance, knowledge transfer and reputation.

Programme relevance

Farmers are very positively disposed to the advisory service in the Region in terms of both
technical and scheme delivery.

The ‘independent’, non-commercial focus of the Teagasc advisory service was valued by
Farmers.

The development of new programmes in Teagasc such as Grass10, Future Beef, ASSAP,
Signpost Programme were welcomed by regional staff and farmers. However, there is a need
to streamline programmes to minimise confusion and to reduce workload on advisors and
administrators.

In advance of the regional review, a workshop was held to reflect on the experience in the
Region of delivering a technical programme and to make suggestions for the future delivery of
such a programme. Workshop feedback identified that it is important not to chase numbers of
clients for inclusion into incentivised technical programmes, particularly those based on groups.
Relatedly, it would be better to be working with a smaller number of voluntary, engaged farmers
who wish to progress. Therefore, there is an opportunity with the forthcoming Group Scheme.
Initial reaction from some clients to the outline of the scheme is positive. The Advisory Service
can shape the tasks/activities of the groups more and perhaps be a bit more selective in who
joins the groups. The new groups won’t be as ‘paper’ intensive. Also, there is a need to consider
what time of day/evening meetings are held so as to maximise attendance. Previous group-
based schemes were perhaps too much driven by numbers.

More broadly, appropriate KPI's are required for extensive farmers with low stocking rates. With
profit monitors, the results come out on a per ha basis. As a result, no matter what an extensive
farmer does their results will look poor although their performance per livestock unit might be
very good. Relatedly, there is a need for a technical programme that services/meets the need
of farmers with 1 LU/ha or less.

The governance of regional education in the wider organisation should be considered to ensure
quality control in curriculum design, learning outcomes and assessment strategies and
standards.

Advisors associated with specific programmes (e.g ASSAP and Signpost Programme) are
making a positive impact with the farmers they are working with, but as individual advisors in
the Region, integration and collaboration is key to increasing the impact of these advisors and
the programmes.

The advancement in AgTech on farms is not being matched by the knowledge of the advisors
and farmers are increasingly depending on non-independent advice when purchasing new
technology. AgTech has a role in sustainability and efficiency at farm level. As with being able
to advise on cow or sheep management, advisors should be enabled to give a perspective on
what agtech is sensible for a particular farm. Not having a perspective as an advisor will reduce
the impact of the service over the next decade. The risk of the service looking out-dated and
out of touch with commercial farming will be high.

The use of social media and in local radio is very good in this Region. The model for delivering
content to farmers needs to continually evolve. Adapting and promoting Teagasc video,
podcast and newsletters is important as is the dissemination of information in visual format as
opposed to text.

The ability to measure impact of Teagasc programmes would be very valuable in designing
future initiatives. Embedding evaluation measurements in programmes at the development
stage is recommended. This would facilitate the sharing of best practice in the delivery of
technical programmes and education across Regions.
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Knowledge Transfer

Discussion groups remain a very successful tool in KT and alongside the exchange of technical
information, include an important social aspect which is key to social sustainability. However,
it is difficult to incentive time-poor drystock farmers in the absence of a KT funded programme.
There is a high uptake of in-service training and interaction with Specialist Advisors which
supports and strengthens the knowledge transfer activities undertaken by staff in the Region.
The growth in the number of schemes and the demand for advisor time to deliver on scheme
work is a concern to advisors in terms of being able to deliver on the technical aspects of the
programme that are critical to on-farm profitability and overall sustainability.

Reputation

Farmer clients in the Region have great respect for their advisors, Specialist Advisors and the
administrative staff and see them as having an important role in their decision making on farm.
Farmer clients are very positively disposed to the advisory service in the Region and value the
relationship they have with their advisors and staff in the advisory office.

There is a very high number of farmer clients per advisor and an increasing workload for
advisory and administrative staff associated with schemes and Teagasc Programmes,
impacting on the delivery of the technical programme.

The peak demands associated with deadlines for certain schemes and programmes needs
be carefully considered to maintain standards and service to clients.

Succession planning due to recruitment constraints is a significant issue. Handover periods
rarely happen. Where people are retiring, and an end date is clear, improvements in succession
and handover practices will make a difference to the successful incumbent and also to the
farmer clients.

Recommendations

See Relevance & Impact Recommendations on page 11
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Appendix 1 Advisory Regional Review Panel

Function / Role

Name

Chair

Karina Pierce is Professor of Dairy Production and Director
of External Relations in UCD's School of Agriculture and
Food Science. Karina is also Programme Director of the
BAgrSc in Dairy Business. Her research programme
focuses on the sustainability of dairy production systems.
She is a Board Member of An Bord Bia and AgriAware and
a previous member of the Teagasc Authority. Karina is also
a 2019 Nuffield Scholar and her Nuffield report focussed
on future proofing the agri-food sector through robust
research.

Industry stakeholder

David Leydon is Head of Food and Agribusiness with ifac.
He works with a range of leading food and agribusinesses
on advisory and consultancy projects. Previously, David
spent 11 years with the Irish Farmers Journal group, four
of which as Commercial Director. He holds and MSc in
Business and IT from DCU and an MBA from Henley
Business School, London. He is a founding director of
Agtech Ireland.

KT Professional with Advisory
and/or Education background

Victoria McDowell is the Head of Advisory Services for
SAC Consulting, the commercial arm of Scotland’s Rural
University College (SRUC). Responsible for strategic,
commercial and operational performance of the technical
agricultural advice service delivered through a network of
24 offices throughout Scotland, plus a new team in
England. Also leads the marketing and communications
function and training & development throughout SAC
Consulting.  Creating  business  growth  through
collaborative customer projects and relationships is a key
strength

Independent Teagasc
Representative & Secretariat

Kevin Heanue Teagasc’'s Evaluation Officer, leads the
development of an evaluation culture in Teagasc through
the cyclical evaluation of its research programmes,
extension activities and once-off evaluations of
organisational activities and functions. He provides a
secretariat to the Peer Review Panel.
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Appendix 2  Advisory Regional Review High Level Evaluation Criteria

1. Management and Organisational Capability

Management and Organisational Capability refers to the coordination and administration of
activities in the Region. The focus in this area includes how the organisation structure in place
supports programme delivery, communication between staff and management (including staff in a
coordinating role), the extent to which staff feel that their role is well defined, the scope for them to
develop professionally and personally while contributing to programme objectives. How well
regional objectives, resources, activities, and outputs are communicated internally and externally.

The Region’s capacity to plan for and respond to present and future challenges. Included in this
are resources, expertise, and strategy in place. The strengths, opportunities, threats and
weaknesses of the Region are taken into account.

2. Productivity and Service Delivery

Productivity reflects the relationship between input and output. Output should always be judged in
relation to the mission and resources of Teagasc and the Region and the needs of the customer.
When looking at productivity, a verdict is usually quantitative in nature. In this case the list will
include metrics such as client numbers, visits, discussion groups, meetings held, Teagasc eProfit
Monitors, derogations, farm plans and so on. The panel are asked to include other forms of
(qualitative) information in their assessment. The suitability of service delivery methods to customer
needs and regional resources should also be assessed.

3. Relevance and impact

Relevance and Impact refer to how well the services delivered by the regional staff are aligned to
national Advisory and Education Programme priorities, and the needs of the Region’s customers.
The extent to which staff from the Region collaborate with community actors is also relevant in this
context. The extent to which customers have improved their economic activities resulting from
interaction with Teagasc is relevant, if this information is available. Feedback from customers and
stakeholders gives an insight to the Region’s reputation with stakeholders and customers.
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Appendix 3  Action Plan

Review of Roscommon-Longford Advisory Region 2023

Action Plan for Implementation of Recommendations

Date: February 8%, 2024

Submit to: Dr. Stan Lalor, Director of Knowledge Transfer; Tom Curran, Head of Advisory Service
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This action plan outlines the priority and ordinary recommendations from the report on the Roscommon-Longford Advisory Region Review 2023. To
complete this action plan please specify the actions to be taken, if any, to implement the recommendations outlined, allocate responsibility for these actions

and set a target date by which the recommendation is to be implemented.

1. Recommendations for Management & Organisational Capacity

particularly for allowing focus time for administrators.

education.

No. Priority Recommendation Actions to be taken Person Date for
or responsible completion
ordinary
1 P Management Structure:

e To attract and retain talented people in Teagasc, a review of the | Additional Regional Unitsis | Head of 2024
management structure is essential. The current flat management | proposed to reduce direct Advisory
structure and number of direct reports to the Regional Manager is not in | reports.
line with best management practice.

e Consider greater delegated responsibility to those with POR to provide | Two new POR'’s to be Regional 2024
opportunities for staff to build their CVs and their capabilities through | appointed in 2024 with Manager
people/budget management responsibilities. This would also help to | additional duties.
reduce the workload for the Regional Manager.

e Teagasc should consider the structure of grades to allow small steps in
career growth and to recognise success and to allow for the introduction | Advisory strategy pilots are
of a cohort of ‘technicians’ who could do some technical support work for | planned and will allow for Head of 2025
advisors in scheme and programme delivery. support type roles for Advisory

e A fast-track programme for those very high potential members of staff | advisors
needs to be considered. More recently qualified “high potentials” have . . .
significant choice in the marketplace. Teagasc does not appear to have a | /A consideration for Teagasc | Teagasc HR | Ongoing
clear process to facilitate fast-tracking the brightest and most impactful HR
new team members with the associated salary scale a disadvantage.

e A culture of “being a great manager and leader” needs to be fostered.
While there is some management training given to staff, it appears | siaff have options for Regional Ongoing
insufficient. Ongoing training and development around managing and | training in particular LDP Manager
motivating the advisory team is important, especially as Regional | and CECRA which is
Managers need to work with staff from different generations with widely | encouraged
differing expectations.

e On a selective basis, altering the hours offices are open to the public | This already happens for
would be beneficial in facilitating regional meetings, for training and, | KT group meetings and Staff officer As required
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difficult situations could be stronger. To facilitate such involvement,
workshop-style meetings would help staff feel empowered and will not only
help the Regional Manager but will prepare anyone looking for the next
stage in their career.

and business planning
workshops. With additional
POR'’s this will be easier.

No. Priority Recommendation Actions to be taken Person Date for
or responsible completion
ordinary
2 P Workload: DAFM control scheme
e The peak demands associated with deadlines for certain schemes | deadlines and no influence Advisory staff | Ongoing
and programmes needs be carefully considered by Teagasc in | from Teagasc will change
consultation with DAFM to maintain standards and service to clients. | that. Staff receive excellent
e Further assessment of metrics which aid future decision making about tralnln”g :je schemes as they
which schemes add the most value for clients and which allow :;feiczgn?d(glwéglirflssl::rﬁemes
Teag_asc to make the greatest impact in the industry could be Farmer expectation is to
considered. maximise scheme
e Switching on the Project Management module in the CRM system | participation and income.
should be considered to help with workflow and deadline
management.
3 0] Digitalisation:
« Digitalisation is an opportunity and bringing all staff and clients on the | This is being discussed with | Regional 2025 earliest
digitalisation journey will require active leadership. Optimal use of | advisors —digital training for | Manager and
technology across the Region would improve efficiencies and | clients. DAFM are upgrading | advisors
potentially reduce workloads on advisors and administrators. Training thgwlacce.ss portal ?“d
on the CRM system for administrators and the use of tablets on farm gglerllrslga\;vglvte)itcon&dered
to capture information/analyse data in real-time would be of significant ’
benefit to advisors and clients.
e DAFM schemes are increasingly moving online and a consequence
of this is greater input from advisors and administrators in the
administration of the schemes. IT training for farmers would improve
their own skills so they could be more self-reliant.
4 O] Workshops within Region
The involvement of the advisors and administrators within the Region to | This already happens with Regional Ongoing
solve problems, share best practice, share experiences, plan and discuss | frequent small office meetings | Manager
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The model for delivering content to farmers needs to continually evolve.
Adapting and promoting Teagasc video, podcast and newsletters is
important as is the dissemination of information in visual format as
opposed to text.

excels in this area with an
excellent radio and social
media presence.

No. Priority Recommendation Actions to be taken Person Date for
or responsible completion
ordinary
5 0] Adoption of best practice from other Regions
e Every Region will have examples of best practice that should be | This is happening already; POR’s Ongoing
shared with other Regions. Sharing best practice should be owned | there are many working
and driven by everyone involved. Implementation and adoption of | groups that are assigned
these best practices should be given attention. How knowledge is | specific topics to report back
shared between Regions is critical to this. on — for example running an
e This adoption can be facilitated by 1) creating a framework for the | eventin the region. There
relevant staff coming together once or twice a year to work through | may be options to further
best practice. It is important that this be facilitated and structured | develop this with POR’s
effectively; 2) short, regular meetings (every week/fortnight) where an | around the Regions. There
individual or group presents on what they have developed / found | are weekly calls already for
success with / worked on; 3) allow time for process development | advisors where there is an
discussions at meetings (including administrators) — what do we want | element of sharing
to improve and what ideas are there to do this; 4) WhatsApp groups | experiences and peer to peer
for technical discussion. learning. There are
WhatsApp groups among
advisors — eg ACRES and
Derogation/ TAMS groups.
6 0] Role of DAFM The Director of KT has begun | Director of KT Ongoing
The role DAFM plays at farmer and advisor level is pivotal. Teagasc’s this engagement with some
relationship with DAFM needs to be continually prioritised in terms of success. This needs to
engagement on farmer queries and challenges, annual timeline of continue.
schemes, proliferation of schemes and design of schemes.
7 (0] Staff succession planning This would be ideal but not Teagasc HR Ongoing
Succession planning due to recruitment constraints is a significant issue. | usually possible. Generally
Where people are retiring and an end date is clear, improvements in existing staff assist in a
succession through facilitating a handover period will make a difference handover period and help
to the successful incumbent and, also to the farmer clients. replacement staff settle in.
8 O] Communication | believe the RNLD Region PR POR Ongoing
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Recommendations for Productivity and Quality of Service Delivery

No. Priority Recommendation Actions to be taken Person Date for
or responsible completion
ordinary
1 P Multiplicity of programmes
e The multiplicity of programmes in Teagasc, e.g. Signpost
Programme, ASSAP, Grass 10, Dairy Beef 500 has resulted in | This is potentially a job for HOD/Specialists | 2025
many advisors being outside of the local structure. Streamlining of | the specialist team and/or
programmes and advisors involved is recommended to avoid | HOD for each enterprise
confusion to both farmers and staff in the Region.
e A mapping exercise of all programmes in the past decade is
recommended to highlight overlap and duplication and identify
resource gaps.
2 P Farmer segmentation
e Areview of how farmers are segmented is recommended to provide
a better service and make better use of resources in the Region. For | This is incorporated in the Head of Advisory | 2024/2025
example, focussed technical services will be more applicable for | new Advisory Strategy with
some farmers and schemes more applicable for others. | anincreased focus on Regional
Segmentation of clients would allow for an improved service delivery | specialisation and targeted Manager
and would also serve to streamline work for advisors. This can be | service for clients
done in a dynamic way using the CRM system that allows farmers
interests/needs to be noted in several categories so a client list can
be pulled together that is specific to the opportunity or topic.
3 P Regional education
e The provision of education at Regional level offers great flexibility to
learners. However, Teagasc education programmes delivered in | Education in the Regions Head of Ongoing
regional centres should be reviewed to ensure that quality control in | meets the same exacting Education

curriculum design, learning outcomes, assessment strategies and
standards are consistent across the organisation and in line with
best practice.

e In addition, the strategic role of education provision in those regional
centres with Teagasc and private colleges should be assessed and
clarified.

standards as in Colleges. All
are externally verified to the
same standard and the
curriculum is standard.
Education are looking at the
interaction with Regional
colleges
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workload efficiency gains can be made.

constraints we manage
workload with short term
contracts subject to DAFM
approval.

No. Priority Recommendation Actions to be taken Person Date for
or responsible completion
ordinary
4 P Use of technology Phone systems are currently
e Use of technology to give an improved service in an efficient way | changing from LYNC to
should be considered. Payment processes, phone systems, CRM | Teams. Tablets have been Teagasc ICT Ongoing
data entry are three areas where efficiencies can be made. trialled in 2 Regional units
e Further efficiencies could be gained in the Region/organisation with | and will in time replace the
the optimal use of the CRM technology. The project management | current laptops — which are
module within Microsoft Dynamics is easily available but not currently | quite new right now. This
used and should be examined for managing workflows and scheme | would be of benefit to
deadlines. advisors in the field.
e Digital technology (tablets) could potentially reduce the workload of
Advisors and administrators also as data could be recorded in real
time on farm. This could benefit the farmers as analysis could also be
provided in a timelier manner.
5 (0] Payment and charging structures Teagasc are restricted in Head of Ongoing
e The payment and charging structures in Teagasc could be simplified | what they can charge. All Advisory
and needs to be made clearer to both farmers and advisors. charge changes must be
e Benchmarking against private sector advisory is recommended to | approved by the Minister and | Regional
ensure that Teagasc is charging an appropriate fee for specialist | SO is not at our discretion. We | Manager
advice. This is particularly true for more intensive commercial advisory | do need to correctly charge
engagements. for all services. Our service
delivery to clients should be
clarifiers at contract renewals
— clarity on what a client is
actually paying for.
6 (0] Professional services delivery models The proposed advisory Head of Ongoing
It is recommended that the Teagasc Advisory Service reviews private | strategy will help workflow Advisory
sector (professional services models e.g. consultancy services) workload | with increased specialisation
models of how work is shared within a team and how peak workload is | and resulting efficiencies. Regional
managed. Such a review may highlight areas for improvement or where | Due to recruitment Manager
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3. Recommendations for Relevance and Impact

No. | Priority or Recommendation Actions to be taken Person Date for
ordinary Responsible Completion
1 P Measuring impact

e Many of the Teagasc programmes are metrics/outputs driven. The | This is an area the Teagasc Ongoing
ability to measure the impact of the programmes would be very | specialists could look at in Specialists
valuable in designing future initiatives. Embedding evaluation | designing programmes.
measurements in programmes at the development stage is | Plenty of data is captured
recommended. during programmes — for

e It is recommended that clear, quantifiable objectives and key | example epm each year,
performance indicators (KPIs) are established at the outset | PBIinformation, breeding
alongside the collection of baseline data for comparison. improvements on

e Qualitative and quantitative methods for ongoing monitoring and | pProgramme farms etc.
evaluation, including feedback from stakeholders particularly
farmers should be employed to assess effectiveness and make
continuous improvements.

e Finally, conducting a long-term impact assessment and sharing
best practices to enhance future programmes and regional
education delivery would be very beneficial.

2 P Appropriate KPIs and Technical Programmes

Appropriate KPIs and Technical Programmes are required for extensive | Should be possible to Advisors/specialists | Ongoing

farmers with low stocking rates. The current profit monitor results are | measure performance on a

calculated on a per ha basis. As a result, the results for extensive | per animal basis

farmers will always look poor, albeit that performance per livestock unit

might be very good.

3 O] AgTech

e The advancement in AgTech on farms is not being matched by the
knowledge of the advisors and farmers are increasingly depending | Training is ongoing in the Specialists Ongoing
on non- independent advice when purchasing new technology. tech world be it PBI, EPM,

e Increased training in this area is strongly recommended. Agtech | NMP, ICBF, Agri snap,
will play a significant role in the attainment of our sustainability | tablets etc
targets and the Teagasc advisory team must be aware and
engaged in these new developments.

End
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