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Introduction 
 
Teagasc, the Irish 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. 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 Waterford-Kilkenny Advisory Region took place in the Kilkenny Advisory 
Office on October 17th and 18th 2022.   Prior to that, the Peer Review Panel (PRP) had a virtual 
Briefing Session on October 6th and a virtual Pre-Assessment workshop on October 14th.  The Peer 
Review Panel (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, 
PWC Teagasc Advisory Service Organisation Capacity Review, the Waterford-Kilkenny Regional 
Review 2021 and, the Teagasc Statement of Strategy, 2021-2024.  
 
The PRP met with a farmer stakeholder group that consisted of 6 farmers; five males and one 
female.  There was one farming couple among this number.  Four of the farmers were involved in 
dairying and there was one contract rearer and one beef & contract rearer. Four out of the six 
farmers were in discussion groups.  One of the dairy farmers had formerly been a beef farmer.  
Although there are nine Signpost Programme farmers in the region, none of the farmer stakeholder 
group were Signpost farmers. It was also unfortunate that there were no drystock or arable farmers 
included in the farmer stakeholder group. 
 
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. 
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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, 
managed and governed? 

1, 2, 3 

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 
intended outcomes? 

1, 2, 

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

1, 2, 3, 

How is the programme performing overall? 1, 2, 3, 

 
 
The remainder of this report contains: 

1. A brief overview of the Waterford-Kilkenny Advisory Region 
2. Presentation of the High Level Findings/Answers to the Evaluation Questions 
3. Recommendations flowing from each of the assessment criterion 
4. Detailed comments on each of the assessment criterion. 
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The Waterford-Kilkenny Advisory Region in Context 
 
There is a strong tradition of progressive farming in the Waterford-Kilkenny region and a historically 
strong advisory service within the region to support it. Dairying has been and continues to be the 
mainstay of the agricultural economy in the region; the region contains approximately 10% of the 
dairy farms in the country, Tirlán (formerly Glanbia) is the largest milk processor in the country and 
processes approximately one-third of the regions’ milk pool.  Reflecting the progressive nature of 
farmers in the region and the supportive advisory service, dairy cow numbers expanded by 50% 
since the abolition of milk quota in 2015. Relatedly, environmental-related advice and support is 
very important for this region with approximately 24% of all clients availing of Derogation.    

 
There are 6,173 farms in the region (CSO, 2020).  The most prevalent enterprises are beef with 
2,643 specialist producers followed by dairy with 1,530 producers.  There are 241 specialist sheep 
producers and 323 specialist tillage farmers.  The average size of farms is 46 ha which is above 
the national average of 34 ha’s. The number of partnerships and limited companies involved in 
farming is increasing in the region. 
 
In 2021, there were 3,010 Teagasc clients in the Waterford-Kilkenny region. Dairy farmers account 
for 55% of the client base with drystock farmers (beef & sheep) and tillage farmers making up 37% 
and 8% respectively. Approximately 90% of all dairy farmers in the region are Teagasc clients.  
Education provision in the region, namely the Level 5 Certificate in Agriculture and Level 6 Specific 
Purpose Certificate in Farming courses for over 23 year olds, is delivered through the part-time and 
distance education routes offered at Kildalton College.  In 2021, there were 122 distance education 
and 30 part-time students registered.  
 
There are currently 3 advisory offices in the region in Kilkenny, Dungarvan and Mullinavat.  In 2021, 
the Advisory Programme was delivered through multiple KT channels including 987 client visits, 
9,821 consultations, 52 discussion groups and 422 discussion group meetings, 2,777 SPS/BPS 
applications, 153 ePMs, 106 TAMS, 183 ASSP visits and 411 consultations, 679 derogation plans 
and 636 renewals. In addition, there were 5 grass discussion groups which held 53 meetings.  
Responding to the need for mandatory derogation courses there were 4 sustainability, 11 nutrient 
use efficiency and 11 grassland management courses delivered. One hundred and twenty 
participants attended an Options Programme event. More generally there were 15 farm 
walks/workshops, 12 seminars and 8 webinars. 
 
The programme is integrated with stakeholders such as Tirlán and Dawn Meats through specific 
joint programmes.  Stakeholders are also involved through the Agricultural Sustainability Support 
and Advice Programme (ASSAP), Signpost Programme (there are 9 Signpost Farms in the region) 
and Dairy Beef 500 Programme.  There are also close working relationships with DAFM, Kilkenny 
and Waterford County Councils, Waterford LEADER Partnership, Kilkenny LEADER Partnership, 
the IFA and Animal Health Ireland.   The region is also involved in the Comeragh Upland 
Communities EIP (European Innovation Partnership) Project. 
 
The number of staff in the region increased from 34.5 in 2020 to 38.5 in 2022. The staff complement 
includes 22 advisors, 1 education officer, 4.5 administrative staff, 4 Walsh Scholars, 2 ASSAP 
advisors, one staff officer, 3 students and one regional manager. Expenditure in 2021 was €2.076 
million of which €1.153 million (56%) was recovered from advisory service charges.  By contrast, 
expenditure in 2020 was €2,016 million of which €1,275 million (63%) was recovered from advisory 
service charges.  
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High-Level Findings/Answers to Evaluation Questions  
 

1. What activities have been delivered to date, compared to expectations? 
The advisory and education programme has delivered on the activities in its Business Plan integrating 
research and knowledge transfer 

2. How effectively and efficiently is the programme being delivered, managed and governed? 
There is excellent collaboration between advisors, administration, specialists and management. Staff 
support one another and new advisors well, with the South East Advisory Meetings being an excellent 
‘bottom-up’ example of this. National programmes very well embedded in the Regional programme. 
However, there are opportunities for the expanded and more integrated use of digital technologies to 

increase administrative and advisory staff efficiencies. 
3. To what extent are changes implemented on farms? 

It is difficult to establish on-farm changes given the information presented or available. There was, 
however, acknowledgment from clients of the technical support provided by the Advisers in the region.  
Moreover, increased regulation and policy changes already are, and will continue to support, the 
implementation of required changes.  Linking these changes to specific KPI’s on productivity, 
sustainability and profitability would benefit delivery of this programme and a deeper understanding of 
this for both farmers and the general public.    

4. What outcomes and impacts have been achieved to date? 

There is a strong tradition of progressive farming in the region, a historically strong advisory service 

supporting it and a large proportion of farmers in the region are Teagasc clients. However, due to the 

nature of the Key Performance Indicators (KPI’s) applied it is very difficult to assess actual outcomes and 

impacts that can be attributed to Teagasc activities in the region. 
5. What factors enable or hinder implementation and progress towards intended outcomes? 

There is a strong working relationship with KT specialists supporting advisers to provide the best technical 
advice to their clients. The additional workload emanating from new schemes, and the increasing need 
to service the reporting needs of the ever expanding number of existing schemes each client is involved 
in, impacts on the time available to deliver technical services.   A strong and trusting relationship exists 
between regional staff and clients but excessive ‘handholding’ of clients in some cases is not always the 
best use of time and may impede the delivery of the programme.    

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

Optimising the new CRM system is critical as is devising a model that facilitates workload planning to 
achieve efficient delivery on schemes and technical advice to farmers by advisers, with appropriate 
employed colleague (including temporary) support.  The advisor is the key to the success of the client 
relationship with strong technical advisory support recognised. This needs to be maintained and 
prioritised and balanced with the increased schemes workload.  There is merit in the alignment of KPIs 
and cascading nationally, regionally, advisor.  Continue the strong collaboration that exists among all KT 
staff, advisors, administrators, specialists and different programmes such as ASSAP and EIP’s, which 
are all part of the ‘jigsaw’ of the overall advisory service delivered to the region’s clients.  Future 
interventions need to consider how they measure behaviour change by farms/farm households in an 
effort to better understand and assess the true impact of advisory and education services. 

7. How is the programme performing overall? 
The Regional Programme is performing to a very high standard as borne out by the high levels of farmer-
clients’ reported satisfaction in the service and the relatively high levels of farm development and 
performance reported for the region. Exceptions are the number of farm visits made in light of the 
feedback from the client survey of the need to prioritise contact: the low uptake of profit monitors and the 
decline in discussion groups outside of dairying. Very high levels of development, especially new dairy 
entrants, and of performance reported.  However the evidence which supports Teagasc influence on 
farm-based changes is weak and merits more attention, especially in the context of the new CAP and its 
proposed changes. 
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Recommendations  
 

Based on its findings the PRP makes 19 recommendations divided across the three assessment 
criteria of Management and Organisational Capability (9 recommendations), Productivity and 
Service Delivery (3 recommendations) and Relevance and Impact (7 recommendations).   
 
Recommendations are identified as either Priority (P) or Ordinary (O) 
 
 
 

 
 
 

 
 
 

Management & Organisational Capability P/O 

1. Teagasc should explore the extension of client information (e.g. age, presence of 
successor etc) that might be included on the CRM system in order to help in the 
better targeting of services, and to support the work of Advisors and Admin staff. 

P 

2. Teagasc should expand the use of Clear Bookings/Eventbrite and more generally 
move to the use of digital as opposed to paper records, applications, registrations 
etc. 

P 

3. Teagasc should request DAFM to move towards electronic platforms for schemes 
and ensure that all farming structures (Partnerships, Ltd Companies) are catered 
for. Such moves to be mindful of those farmers who may be less comfortable with 
technology and/or have poor broadband connections, hence a dual system with the 
option of paper application forms should be provided 

P 

4. The outcome of this review process including the recommendations and associated 
actions proposed by Regional Management in response to the recommendations, 
needs to be clearly communicated to all regional staff.    

P 

5. A review of the types and extent of ‘hand-holding’ be undertaken with a view to 
reducing the demand on staff time for Admin and Advisory staff.   

P 

6. When Teagasc advisors are unavailable to take phone calls, their calls should be 
diverted to admin staff so that client contact is maintained.   

O 

7. Electronic filing would provide for access to data by Advisers while on farm 
supporting them in conducting more on-farm visits and reducing the need to follow 
up on paper work in the office.  

O 

8. Remote access to CRM should be considered for advisers to enable them to access 
and update client information and document recommendations/outcomes as “One 
and Done” while with the client on farm.  

O 

9. Any IT system upgrade should incorporate administration prompts re client 
interaction e.g. courses to be completed, date since last visit etc. Appropriate 
training for admin staff should be put in place. 

O 

Productivity & Quality of Service Delivery   

1. Acknowledging recent experiences, consideration should be given to expanding the 
number of, and revisiting the format of, Succession & Inheritance clinics. 

P 

2. Teagasc should consider more system focused discussion groups (e.g. contract 
rearing; dairy calf to beef; uplands) for the drystock sector.   Also financial 
management be integrated into discussion groups for dairy & drystock farmers. 

P 

3. An adaptable, easy to use reflection process, such as an After Action Review, 
should be regularly used to draw out the learning from events, programmes and 
other regional activities.  Training could be provided by Teagasc’s Evaluation Unit.  

P 
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Relevance and Impact   

1. Given the escalating time demands and pressure on advisors and administrative 
staff from delivering a technical service and increasing number of schemes, 
Teagasc should review its advisor model and devise a model which takes account 
of the reality of these escalating demands. 

P 

2. Complementary to the previous recommendation, amass an evidence base to 
enable a business case to be made to DAFM for the resourcing of/support for, this 
future advisor model. 

P 

3. Teagasc and other stakeholders, where possible, should jointly deliver farm walks 
and events, in order to ensure consistency of messages and avoid multiple events 
advertised to the same cohort of farmers and resulting mixed attendance by 
farmers. This should be considered while also acknowledging the importance for 
Teagasc to retain its independence. 

P 

4. In particular, clear and consistent messaging across multiple platforms, targeted at 
both farmers and the general public is needed emphasising that many of the same 
KPI’s that drive productivity and profitability also drive sustainability improvements.  

P 

5. The provision of and farmer demand for financial management support against a 
background of reduced use of profit monitors needs to be creatively addressed by 
Teagasc, so that the benchmarking and farm management aspects of the monitor 
can be useful and uptake increased. The redesign and rebranding of the profit 
monitor should be explored. 

P 

6. Closer alignment with Department on nitrate and environmental legislation with 
Teagasc leading out what this means at farm level and promoting farm practices to 
support farmers ensuring compliance and/achieving these ambitious targets.  

P 

7. Develop a spreadsheet/Gant chart which not only identifies scheme deadlines but 
also the time commitment (task input and task follow up) associated with each 
scheme.  For example, for Derogation – September (soil sampling) to March 31st 
(record and plan submission), courses in summer (Grassland Management/Pasture 
Base Ireland) and DAFM Derogation Inspection follow up works in Autumn. 
Environmental courses delivered in November/December.  

O 
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Detailed Comments on Assessment Criteria  
 
 

1. Management & Organisational Capability  
 
This criteria has five subcategories: management, technical leadership, resources, robustness and 

sustainability.  

Management 

 The Review Panel acknowledges and complements the Regional Management and all staff 

in the region for the way they put the client at the heart of everything they do and their 

collaboration and support to each other to deliver the best service possible to their clients.   

 There is a strong ethos of looking after clients despite the oftentimes additional time 

commitment of this. A strong bond of trust and respect between staff and clients was very 

evident from discussions with both. Allied to this, however, was the observation that some 

clients require more “hand-holding” than others do and that the level of such “hand-holding” 

might need to be revisited in order to free up staff time. 

 The Review Panel were impressed by the collaboration that existed among all KT staff, 

advisors, administrators, specialists and different programmes such as ASSAP and EIP’s, 

which were all part of the ‘jigsaw’ of the overall advisory service delivered to the region’s 

clients.  

 The Review Panel heard how the increasing use of online booking platforms such as Clear 

Bookings/Event Brite by farmers for training, but not necessarily for attending events, had 

substantially reduced administrative burden, and the expanded use of such platforms 

should be promoted. 

 The Review Panel is convinced that the advisor role at the centre of all discussions with 

clients is critical and, therefore, even if advisors sometimes encourage clients to directly 

contact specialists, the advisor needs to be included in that discussion. As far as possible, 

all questions to specialists should be made via the advisor  

 Given the ever-increasing workload demands for regional staff, which the Review Panel 

consistently heard from all staff they met with and from their farmer clients, the Review 

Panel encourages all staff to dedicate one hour per week to planning their diary and 

prioritising their work for the following week and beyond. 

 The Review Panel learnt that staff were not clear about the status of the next steps/process 

improvements contained in the recent PWC-led report on the workload of Teagasc advisory 

staff based on a sample of four representative Teagasc Advisory offices of which 

Dungarvan was one. More broadly, staff requested that a process be put in place to ensure 

that they receive the findings, recommendations and action plans from any review process 

carried out in the region.  
 

Technical Leadership 

 The Teagasc Knowledge Transfer Heads of Departments who met with the Review Panel 

were very complementary about the proactive nature of the regional advisors in delivering 

Teagasc’s KT programmes in the region.  

 In addition, local advisors play a key role in the delivery of KT events in the region through 

presentations at events, the promotion of the events, looking after logistics and helping to 

overcome farmers’ inertia in attending such events.  

 The Review Panel heard how Teagasc KT specialists play a key role in providing training 

to new advisors and in service training to all advisors on a continuous basis. This 

constitutes 80 percent of their time with 20 percent dedicated to industry support. 
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 The KT specialists provide technical support to the advisers and it was noted that best 

practice is for the adviser to liaise directly with the KT specialist on a client query rather 

than referring the client directly to the KT specialist. This increases the adviser’s knowledge 

and reaffirms their “trusted technical adviser” relationship with their client. 

 The Review Panel considered the setting up of a women’s’ discussion group in the region 

as a very positive initiative, which should be replicated both within the region and in other 

Teagasc Advisory Regions.   

 The short weekly meetings among advisors that facilitate the discussion of topical 

challenges, and the sharing and learning of how to address these challenges are 

particularly useful for new advisors.  These weekly meeting are underpinned by monthly 

meetings with specialist involvement.   

 For advisors who are new in the job/recently graduated, there is a need for a transition 

period of on the job training to build confidence and skills before they are asked to take on 

critical responsibilities such as facilitating a discussion group. Relatedly, the Review Panel 

heard, and agree, that the preparation done by the advisors/facilitators in advance of 

discussion groups is critically important and sufficient time should be allocated to this, but 

that sometimes this was a challenge due to workload.   

 

Resources 

 Given the stress and pressure of a burgeoning workload, ways to recognise the 

commitment of regional staff to their work through, for example, study trips, personal 

development opportunities or other innovative initiatives should be regularly considered 

and implemented by Management.   

 The Review Panel considered the establishment of the South East Advisory Group 

(Wex/Wick/Carlow & Waterford/Kilkenny Advisory Regions), which meets every 4 to 6 

weeks and where young advisors receive support from other advisors and specialists, as 

a great example of a bottom-up, informal support structure for Teagasc staff.  Other 

advisory regions should consider whether a similar initiative might work for them.  

 The delivery of a technical service together with the provision of support for a variety of 

agri-schemes, along with the integrated nature of the Environment Programme across all 

advisory programmes, is presenting challenges in terms of workload.   

 Concern was expressed during discussions about the changing attractiveness of the role 

of a Teagasc advisor and how this might impact on the recruitment of commercial, 

progressive, ambitious graduates.  The image presented was of an advisor sitting at a desk 

with a stack of files beside them rather than meeting farmers and technically advising them. 

 The Review Panel heard from the advisers about the challenge and pressure they feel to 

meet Scheme deadlines with no flexibility from DAFM, while also providing technical 

support to their clients.  Advisors want to do it all but there are capacity issues. 

 The Review Panel noted the challenge of reliance on temporary staff, sub-contractors and 

students to provide short-term support for the provision of soil sampling services, 

derogation planning and now for ACRES, and heard concerns from regional staff about the 

impact this has on the delivery of services to clients.  Also, due to competition, it is getting 

harder to recruit temporary staff.  Moreover, Teagasc is losing its attractiveness.  
 Joint programmes between Teagasc and other organisations could be enhanced if it was 

possible to put in place an appropriate information sharing and referral system, which of 

course, would have to adhere to GDPR and any other data sharing regulations. 
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Robustness & Sustainability 

 The Review Panel heard from both farmers and staff about the need for adequate and 

timely reflection on events, programmes, processes and schemes to learn about what 

worked, what improvements could be made and how things could be changed for future 

iterations.   

 The regional staff identified many good ideas to help them work smarter.  These included 

the use of shared inboxes, shared calendars across the region, moving more administrative 

tasks online, expanding the use of Clear Bookings and expanding the use of tablets for 

advisers (currently being trialled in the H2020 FAIRSHARE project).   

 There was a lot of discussion about the potential of the Client Relationship Management 

(CRM) system if the existing data in the system could be used to its full potential. Also, if 

new data could be efficiently added to the system that would allow a better segmentation 

of clients’ needs and services and, if the CRM was used to provide the foundation for a 

more focused management of the relationship with clients.  Appropriate ongoing training 

for users of the CRM system needs to be provided, so that the full potential of the CRM 

system could be realised.  

 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) wanted more contact/farm visits and for the service to be more proactive in 

addressing their needs.  Those clients also identified that the support & advice needs to be 

more helpful; they require more/diverse/variety of information, and better value for money 

from the service.  This group also reported that they would like advice to be more specific 

to their farms and that there should be more advisors who were accessible and responsive.  

 A workshop 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 a) personalised 

communication from advisors/advisory teams which was identified as having high impact 

and being easy to implement; b) delivering specific events with high relevance for clients 

was considered relatively easy to implement with medium level impact; c) social media 

activity was considered easy to implement but with lower impact and, d) two actions were 

considered more difficult to implement but had potential high impact.  These were the 

specialisation of advisors to focus on either schemes or technical advice and the other was 

more one to one contact with clients. The Review Panel heard that the personalised 

communications was being implemented.  

 In advance of the regional review, a workshop was held to reflect on the experience in the 

region of delivering grassland management courses for derogation clients, and to make 

suggestions for the future delivery of such courses. The grass management courses are a 

mandatory requirement from the Department of Agriculture, Food and the Marine (DAFM) 

if farmers wish to avail of derogation.   The workshop was carried out as an After-Action 

Review (AAR).  The RP encourages the regular use of such simple, reflective processes.  

 Workshop feedback identified that ClearBookings was a huge improvement on the 

previous booking system but there were some issues with the registration of farmers and 

payments from them.  The courses, which were a DAFM-imposed requirement, had to be 

delivered although full work programmes had already been agreed at regional level.  Data 

systems  were not always linked. So for instance, some farmers were registered for Pasture 

Base and already measuring grass and, therefore, did not have to do the course.  But, 

advisors do not always know this and may be chasing the farmer to sign up for the course. 

The compilation and accessibility of data on course attendance could be improved.   There 

was a lot of staff time spent chasing up farmers to do the course especially as time went 

on and the initial cohorts of most engaged farmers had completed the course. The 
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interaction from farmers on the water course/quality course was positive and surpassed 

expectations. There were lots of questions and queries for some advisors and a lot of follow 

up farm visits emerged from this interaction. However, they were not satisfied with the 

amount of effort and time going into getting the courses set up, chasing up farmers to 

register and then following up to see if they were implanting grass measures.   Although 

the workshop discussion was about these specific grazing management courses, these 

findings are transferable to other courses delivered in the region. It might be a good idea 

not to provide ‘clean up’ courses at the end of the year for those farmers who have not 

done the courses despite requests, and let farmers sort it out for themselves.  This formed 

part of a broader discussion, not just about the grazing courses, about the amount of 

handholding that should be available to clients from advisors and administrators.   A 

suggested approach is that the handholding of clients should be structured so that: 1) all 

advisors provide the same level of task support to clients, 2) it should be clear to clients 

what an advisor will and will not do and 3) there is more onus put on farmers to take 

responsibility for tasks. 

 The planned workload and the actual workload arising from new schemes makes planning 

difficult, increases advisor stress and dilutes the capacity to deliver a technical advisory 

service to clients.  Timeline pressures take priority over technical services because of over-

lapping deadlines.   

 The suggestion was made by both regional staff and the farmer panel that Teagasc should 

challenge/push back on the Department of Agriculture, Food and the Marine around some 

process issues. A few different examples were mentioned: 

o One example offered was the experience of registering/signing up for the AETS 

scheme.   Although farmers had logged in online with Agfood details, they then 

had to go to a Teagasc office to fill out paper questionnaire. This took up valuable 

Teagasc admin and advisor time when it could be completed online.  

o Department IT systems have not evolved to cater for new farming structures  such 

as limited companies, hybrid companies and partnership structures.  

o Other example was around GLAMS and the live testing of the IT system. 

 The panel heard about the opportunities for dry stock farmers in relation to social farming, 

agritourism, alternative enterprises.     
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Recommendations  

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Management & Organisational Capability P/O 

1. Teagasc should explore the extension of client information (e.g. age, presence of 
successor etc) that might be included on the CRM system in order to help in the 
better targeting of services, and to support the work of Advisors and Admin staff. 

P 

2. Teagasc should expand the use of Clear Bookings/Eventbrite and more generally 
move to the use of digital as opposed to paper records, applications, registrations 
etc. 

P 

3. Teagasc should request DAFM to move towards electronic platforms for schemes 
and ensure that all farming structures (Partnerships, Ltd Companies) are catered 
for. Such moves to be mindful of those farmers who may be less comfortable with 
technology and/or have poor broadband connections, hence a dual system with the 
option of paper application forms should be provided 

P 

4. The outcome of this review process including the recommendations and associated 
actions proposed by Regional Management in response to the recommendations, 
needs to be clearly communicated to all regional staff.    

P 

5. A review of the types and extent of ‘hand-holding’ be undertaken with a view to 
reducing the demand on staff time for Admin and Advisory staff.   

P 

6. When Teagasc advisors are unavailable to take phone calls, their calls should be 
diverted to admin staff so that client contact is maintained.   

O 

7. Electronic filing would provide for access to data by Advisers while on farm 
supporting them in conducting more on-farm visits and reducing the need to follow 
up on paper work in the office.  

O 

8. Remote access to CRM should be considered for advisers to enable them to access 
and update client information and document recommendations/outcomes as “One 
and Done” while with the client on farm.  

O 

9. Any IT system upgrade should incorporate administration prompts re client 
interaction e.g. courses to be completed, date since last visit etc. Appropriate 
training for admin staff should be put in place. 

O 
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2. Productivity and Quality of Service Delivery in the Region 
 
This criteria has two subcategories: productivity and quality of service delivery.  
 
Productivity 

  
 As outlined in the Programme Description and Self-Assessment document produced by 

the region, and confirmed during discussion, the region uses a broad suite of delivery 

methods to advise and support clients and the wider farming population.  

 The adviser-client relationship is considered key by advisors and farmers, with high priority 

given to farm visits and bespoke information/advice.  Nevertheless, the Review Panel 

noted a relatively low level of client visits in 2021 e.g. 660 visits to 1666 dairy clients, 266 

visits to 1096 dry stock clients and 61 visits to 248 tillage clients.  

 The Review Panel heard that Teagasc provides two services to clients – technical advice 

and scheme support.  But based on what they heard, the panel are concerned that the 

increasing demands for scheme support is crowding out the possibility for technical 

services for clients 

 Some farmers in the region are availing of technical advisory support from Merchants and 

other Consultants (e.g. Agronomy advice to tillage farmers) who, compared to Teagasc 

advisors, are often on farm more frequently and at critical times of the year (e.g. Spring). 

 The panel heard from farmers that the advisor client relationship was highly trust based.  
 The value to both farmers and advisors of one to one visits on farm were confirmed.  
 Some flexibility and customisation of the frequency of farm visits might be appropriate 

depending on the needs/stage of development of the farmer.  For example, several visits 
to a particular farm in a single year might be more effective and useful to the farmer than a 
scheduled yearly visit to that same farm.   

 Farmers talked about the need for more bespoke advice for their farms.  This demand was 
also highlighted in the NPS-based survey of client satisfaction carried out in the region in 
advance of the regional review. 

 Some farmers felt that they could not be proactive in contacting their advisors even for 
advice, as they felt that their advisor was too busy.  

 Farmers acknowledged the importance and the role of Teagasc and the competitive 
advantage this gives Irish farmers over farmers in other parts of the world (e.g.UK).  
 

 
Quality of Service Delivery 
 

 The technical programmes delivered in the Waterford-Kilkenny region are considered 

some of the best in the country.  The high proportion of farmers, especially dairy farmers, 

who are Teagasc clients, reflect this quality service.  

 The Review Panel and Regional Staff discussed examples of Succession & Inheritance 

events that were oversubscribed, suggesting that a review be undertaken of the format and 

number of such events needed to match demand.  

 The extent of client ‘hand-holding’ that occurs was acknowledged, especially the time 

intensive nature of such activities, with the realisation that there is a need to 

structure/balance that type of interaction with clients.  

 The decommissioning of the PUCA messaging system and the incorporation of a new 

group texting platform with CRM offers the possibility of more targeted communications 

with the client base.  

 Although done sporadically already, it would be helpful if a feedback survey was 

undertaken at all events in order to try to understand whether the events were achieving 

their objectives with their target audience.   
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 There was wide-ranging interaction and feedback from both regional staff and the farmer 

panel about discussion groups, which included the possible focus for discussion groups; 

the role of the discussion group facilitator; keeping discussion groups fresh.  More 

specifically:  

o The panel heard about the decline in discussion groups within the drystock sector, 

driven partly by the exit of drystock farmers to dairying, the age profile of drystock 

farmers and the part-time nature of drystock farming.   Nevertheless, the farmer group 

identified opportunities for more targeted drystock discussion groups: contract rearing 

and upland farming were two examples mentioned.  

o Farmers also spoke of the need for discussion groups to focus more on the financial 

side of the business and suggested more integration of financial and technical advice. 

o The importance of the facilitator for the success and vibrancy of discussion groups was 

mentioned and farmers spoke of the need to train young advisors in facilitating 

discussion groups effectively. 

o It was agreed that there is a challenge to keeping discussion groups fresh. The 

incorporation of young and/or new advisors, young farmers, encouraging the social 

aspect/dimension of groups, including trips, were some of the suggestions.  The 

importance of young farmer discussion groups was raised along with the challenge of 

getting them established  

o Farmers also need to take ownership of discussion groups, and chair or lead the 

groups.  Farmers also talked about bringing in new members to discussion groups but 

that this should be managed/considered against the possible change to group 

dynamics, which might slow progress for a while. 

o Although a generalisation, the Review Panel heard that there are differences across 

enterprises with dairy discussion groups possibly more open to change but drystock 

discussion groups are more cautious.  These differences need to be incorporated into 

any initiatives around discussion groups.  

  
Recommendations   

No  P/O 
1 Acknowledging recent experiences, consideration should be given to expanding 

the number, and revisiting the format of, Succession & Inheritance clinics. 
P 

2 Teagasc should consider more system focused discussion groups (e.g. contract 
rearing; dairy calf to beef; uplands) for the drystock sector.   Also financial 
management be integrated into discussion groups for dairy & drystock farmers. 

P 

3 An adaptable, easy to use reflection process, such as an After Action Review, 
should be regularly used to draw out the learning from events, programmes and 
other regional activities.  Training could be provided by Teagasc’s Evaluation Unit.  

P 
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3. Relevance and Impact in the Region 
 
This criteria has three subcategories: programme relevance, knowledge transfer and reputation.  
 
Programme relevance 

 
 The high proportion of farmers in the region who are Teagasc clients is clear evidence on 

the relevance of the region’s programmes to them.  

 Discussions with regional personnel revealed that there is concern that the language used 

and the nature of media discussions about climate change are generating fear. It was 

agreed that there is merit in Teagasc communicating affirming messages about actions 

already being undertaken on farms which has positive climate change impacts.  One 

examples is the fact that many farms are implementing some of the 12 steps in the Teagasc 

environment ‘leaf’ and, therefore, are a long way along the road to implementing necessary 

on-farm changes..  

 Farmers that need development support, need lateral thinking and bespoke advice. This 

type of support from advisors is time intensive.  

 The panel heard that business planning will become part of the service and that space will 

need to be created for this to emerge. 

 The panel learnt about the operation of the Agricultural Sustainability Support and Advisory 

Programme (ASSAP) and EIP’s active within the region and recognised the positive 

learnings arising from these initiatives.   Positive comment on ASSAP combining with other 

programmes and combining productivity with environment (jigsaw).  Evidence from the 

EIP’s is of delivery of a multifunctional outcome.  Possibility to join in with a specialist 

derogation unit and NMP.   For the future, it will be essential for advisors to free up time to 

be able to deal with environmental and bio-diversity demands. 

 However, even within the EIP’s, environmental data gaps were highlighted e.g. there is no 

mapping of the areas being burned on the mountains, hence no baseline.   

 The panel identified some gaps in the information in the region’s business plans and the 

need for the alignment of KPIs across the different levels of business plans. 

 The Programme Description and Self-Assessment document produced by the region as 

an input to the review process, would have benefited from the inclusion of more on-farm 

impact indicators or KPI’s.  The lack of such indicators makes it difficult to assess the 

contribution that the Teagasc advisory service in the region is making to on-farm changes.  

 Most of the region’s full-time education programmes (QQI approved Level 5 Certificate in 

Agriculture and Level 6 Specific Purpose Certificate in Farming) are delivered through 

Kildalton Agriculture College, which is ideally placed in the centre of the region and caters 

for all agricultural education requirements for students in the southeast. It is the largest 

Agricultural College nationally.  The distance education and part-time education courses 

are also run through Kildalton. The region also delivers short courses such as TAMS 11 

Health and Safety, New Entrants Dairy Course and Milking machine technician course.  

 

Knowledge Transfer 
 

 The Review Panel were concerned to hear about the low use of profit monitors by farmers 

while at the same time the farmers the Review Panel met with outlined the need for 

additional financial management support/advice to be delivered by advisers and also 

incorporated within education programmes delivered at Kildalton Agriculural College.   

 The link hasn’t been made, neither for farmers nor the general public, that the same KPI’s 

that drive productivity and profitability (e.g. milk recording, grass measurement, EBI, soil 

fertility) also drive sustainability.    
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 Many farmers are struggling with the ‘tangibility’ of climate change meaning that it can be 

hard to get client buy-in/attendance at events.  This is compounded by, at times, mixed 

messages from industry, although the forthcoming Sustainability Digital Platform being 

jointly developed by Teagasc, ICBF and Bord Bia should help in this regard.  

 Although maybe not directly within Teagasc’s remit, the potential role that advisors could 

play in educating children about where food comes from was discussed.  Possible 

mechanisms include school’s programmes or using SignPost farms . 

 Teagasc has a diverse client base, some of whom are very well educated and may 

require/benefit from a more specialised advisory service.  

 
Reputation 
 

 The Review Panel heard that farmers would be happy to deal with someone other than 
their advisors within Teagasc, for scheme support. 

 It is important that Teagasc clients receive clear information on their contract and the 
services they are able to avail of for any particular contract.  

 It is a huge challenge for advisors to be knowledgeable on all of the schemes now in 
operation and for some advisors this translated into concern about litigation in the event of 
mistakes being made, and the impact on both the individual advisor’s and Teagasc’s 
reputation.  

 
Recommendations  
 

No  P/O 
1 Given the escalating time demands and pressure on advisors and administrative staff from 

delivering a technical service and increasing number of schemes, Teagasc should review 
its advisor model and devise a new model which takes account of the reality of these 
escalating demands. 

P 

2 Complementary to the previous recommendation, amass an evidence base to enable a 
business case to be made to DAFM for the resourcing of/support for, this future advisor 
model. 

P 

3 Develop a spreadsheet/Gant chart which not only identifies scheme deadlines but also the 
time commitment (task input and task follow up) associated with each scheme.  For 
example, for Derogation – September (soil sampling) to March 31st (record and plan 
submission), courses in summer (Grassand Management/Pasture Base Ireland) and 
DAFM Derogration Inspection follow up works in Autumn.   Environmental courses 
delivered in November/December.  

O 

4 Teagasc and other stakeholders, where possible, should jointly deliver farm walks and 
events, in order to ensure consistency of messages and avoid multiple events advertised 
to the same cohort of farmers and subsequent low attendance by farmers. This should be 
considered while also acknowledging the importance for Teagasc to retain its 
independence. 

P 

5 In particular, clear and consistent messaging, targeted at both farmers and the general 
public is needed that many of the same KPI’s that drive productivity and profitability also 
drive sustainability improvements.  

P 

6 The provision of and farmer demand for financial management support against a 
background of reduced use of profit monitors needs to be creatively addressed by Teagasc, 
so that the benchmarking and farm management aspects of the monitor can be useful.    
The redesign and rebranding of the profit monitor should be explored.(ownership and whom 
sees(stakeholders) this data is leading also to reluctance  

P 

7 Closer alignment with Department on nitrate and environmental legislation (along with the 
EPA and LAWPRO) with Teagasc leading out what this means at farm level and promoting 
farm practices to support farmers ensuring compliance and/achieving these ambitious 
targets. 

P 
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Appendix 1  Advisory Regional Review Panel 
 
 

Function / Role Name  

Chair  

 

Carmel Fox is a retired rural development professional, 
farmer; former CEO Ballyhoura Development CLG, 
Teagasc Socio Economic Specialist and Advisor, Member 
of the Teagasc Authority and the Commission for the 
Economic Development of Rural Areas. She is a member 
of an EIP Operating Group, Chairperson of Gorta CLG and 
of Tipperary Town Revitalisation Task Force, a Director of 
social enterprises e.g. CareBright and an RDS Honorary 
Life Member 

Farmer stakeholder  

John Pringle is a drystock farmer from Co Wicklow.  He is 
involved in the Signpost Programme as a Future Beef 
farmer and is also on the Sheep Stakeholders committee.  
John is involved with the IGA and BASE Ireland.  He is also 
a member of two discussion groups, one beef and one 
sheep, chairing both in recent years.  

Industry stakeholder  

Susan Maher holds an Honours Bachelor degree in 
Agricultural Science (UCD) & has 23 years banking 
experience as an agri-underwriter & agri-business 
developer. She joined Bank of Ireland in 2013 as Regional 
Agri Development Manager. QFA, ASA Treasurer, co-
Treasurer of Dairy Women Ireland and a member of the 
Finance sub-committee of the Board of ICBF. 

Independent Teagasc 
Representative & Secretariat 

 

Dr 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 Waterford-Kilkenny Advisory Region 2022 
 
________________________________________________________ 

 

Action Plan for Implementation of Recommendations 
 

______________________________________________________________   

 
 
Date:   14th March 2023  

 
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 Waterford-Kilkenny Advisory Region Review 2022. 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 
No. Priority 

or 

ordinary 

Recommendation Actions to be taken Person 

responsible 

Date for 

completion 

1 P Teagasc should explore the extension of client information 
(e.g. age, presence of successor etc) that might be included 
on the CRM system in order to help in the better targeting of 
services and to support the work of Advisors and Admin staff. 

CRM upgraded and training 

provided 

Director of KT & 
Head of 
Advisory 
Service 

On going 

2 P Teagasc should expand the use of Clear 
Bookings/Eventbrite and more generally move to the use of 
digital as opposed to paper records, applications, 
registrations etc. 

All events through clear 

booking 

 Staff Officer On going 

3 P Teagasc should request DAFM to move towards electronic 
platforms for schemes and ensure that all farming structures 
(Partnerships, Ltd Companies) are catered for. Such moves 
to be mindful of those farmers who may be less comfortable 
with technology and/or have poor broadband connections, 
hence a dual system with the option of paper application 
forms should be provided 

Regional Manager to meet 
with Director of KT & Head of 
Advisory Service 

Director of KT & 
Head of 
Advisory 
Service 

End of July 
2023 

4 P The outcome of this review process including the 
recommendations and associated actions proposed by 
Regional Management in response to the recommendations, 
needs to be clearly communicated to all regional staff.    

In 2023 the review will be 
discussed at a staff meeting 

Regional 
Manager 

End of 2023 

5 P A review of the types and extent of ‘hand-holding’ be 
undertaken with a view to reducing the demand on staff time 
for Admin and Advisory staff.   

POR meeting to discuss this 

and call out what can be 

done 

Regional 
Manager 

End of 2023 

6 O When Teagasc advisors are unavailable to take phone calls, 
their calls should be diverted to admin staff so that client 
contact is maintained.   

Regional Manager to discuss 

with all administration staff 

Staff Officer End of April 
2023 
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7 O Electronic filing would provide for access to data by Advisers 
while on farm supporting them in conducting more on-farm 
visits and reducing the need to follow up on paper work in the 
office.  

H2020 FairShare project 

should encourage this 

Regional 
Manager 

End of 2024 

8 O Remote access to CRM should be considered for advisers 
to enable them to access and update client information and 
document recommendations/outcomes as “One and Done” 
while with the client on farm.  

Part of H2020 FairShare 

Project and Regional 

Manager needs to discuss 

with Head of Advisory 

Service 

Director of KT & 
Head of 
Advisory 
Service 

End of July 
2023 

9 O Any IT system upgrade should incorporate administration 
prompts re client interaction e.g. courses to be completed, 
date since last visit etc. Appropriate training for admin staff 
should be put in place. 

Regional Manager to discuss 

with Director of KT & Head of 

Advisory Service 

Director of KT & 
Head of 
Advisory 
Service 

End of 2023 
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2. Recommendations for Productivity and Quality of Service Delivery 
 

No. Priority 

or 

ordinary 

Recommendation  Actions to be taken Person 

responsible 

Date for 

completion 

1 P Acknowledging recent experiences, consideration should be 
given to expanding the number of, and revisiting the format 
of, Succession & Inheritance clinics 

Succession & Inheritance 
clinic in  Autumn 2023 

Regional 

Manager 

End of 2023 

2 P Teagasc should consider more system focused discussion 
groups (e.g. contract rearing; dairy calf to beef; uplands) for 
the drystock sector.   Also financial management be 
integrated into discussion groups for dairy & drystock 
farmers. 

Expand existing focused 

groups. 

New calf to beef group 

All advisers On going 

3 P An adaptable, easy to use reflection process, such as an 
After Action Review, should be regularly used to draw out the 
learning from events, programmes and other regional 
activities.  Training could be provided by Teagasc’s 
Evaluation Unit.  

Regional Manager to discuss 

implementation with 

Evaluation Officer  

Head of 

Advisory 

Service, 

Regional 

Manager and 

Evaluation 

Officer 

End of 2023 
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3. Recommendations for Relevance and Impact  
 

No. Priority or 

ordinary 

Recommendation Actions to be taken Person 

Responsible 

Date for 

Completion 

1 P Given the escalating time demands and pressure on advisors and 
administrative staff from delivering a technical service and 
increasing number of schemes, Teagasc should review its advisor 
model and devise a model which takes account of the reality of 
these escalating demands. 

Workshop took place with 

all Regional Managers 

and a committee formed 

to feedback to SMG and 

Teagasc Authority 

Director of KT, 
Head of 
Advisory & 
Regional 
Manager 

On going 

2 P Complementary to the previous recommendation, amass an 
evidence base to enable a business case to be made to DAFM for 
the resourcing of/support for, this future advisor model. 

As above   

3 P Teagasc and other stakeholders, where possible, should jointly 
deliver farm walks and events, in order to ensure consistency of 
messages and avoid multiple events advertised to the same cohort 
of farmers and resulting mixed attendance by farmers. This should 
be considered while also acknowledging the importance for 
Teagasc to retain its independence. 

With local stakeholder 

groups and expand our 

working relationship, eg 

IFA, Tirlan 

Regional 
Manager 

Dec 2023 

4 P In particular, clear and consistent messaging across multiple 
platforms, targeted at both farmers and the general public is 
needed emphasising that many of the same KPI’s that drive 
productivity and profitability also drive sustainability 
improvements.  

Regional Manager to 

meet POR leadership 

group on this 

Regional 
Manager 

Dec 2023 

5 P The provision of and farmer demand for financial management 
support against a background of reduced use of profit monitors 
needs to be creatively addressed by Teagasc, so that the 
benchmarking and farm management aspects of the monitor can 
be useful and uptake increased. The redesign and rebranding of 
the profit monitor should be explored. 

Regional Manager to 

discuss with Financial 

Specialist and pilot a new 

group in Mullinavat 

Head of 
Advisory 
Service and 
Financial 
Specialist 

Dec 2023 

6 P Closer alignment with Department on nitrate and environmental 
legislation with Teagasc leading out what this means at farm level 
and promoting farm practices to support farmers ensuring 
compliance and/achieving these ambitious targets.  

Regional Manager to 

discuss with Director of 

KT & Head of Advisory 

Service 

Director of KT 
& Head of 
Advisory 
Service 

Dec 2023 
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No. Priority or 

ordinary 

Recommendation Actions to be taken Person 

Responsible 

Date for 

Completion 

7 O Develop a spreadsheet/Gant chart which not only identifies 
scheme deadlines but also the time commitment (task input and 
task follow up) associated with each scheme.  For example, for 
Derogation – September (soil sampling) to March 31st (record and 
plan submission), courses in summer (Grassland 
Management/Pasture Base Ireland) and DAFM Derogation 
Inspection follow up works in Autumn. Environmental courses 
delivered in November/December.  

Regional Manager and 

Staff Officer to set up a 

meeting 

Regional 
Manager 
 
Staff Officer 

Dec 2023 

 
 
End 
 


