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REORGANIZATION OF AGRICULTURAL
EXTENSION SERVICES IN PAPUA NEW GUINEA

Felix Bakani’

ABSTRACT

The need to reorganize agricultural extension services in PNG is discussed.The background of
agricultural extension services, past and present and the constrains in the system in PNG are briefly
outlined. The future extension management issues and existing reports and recommendations on
extension serivces are highlighted. Policy implications in terms of urgency to re-define extension policy
and consistent plans in order to achieve government's desire to improve the quality of life of the farmers

is highlighted in the paper.

Key words: Constraints, extension management, recommendations, policy implications, consistent

plans.

INTRODUCTION

The Papua New Guinea (PNG) economy is pre-
dominantly agricultural. It provides income and
employment for about 540,000 households or 85%
of the population. Even though the mining sector
provides 60% of the total export earnings, agricul-
ture is traditionally the most important sector of the
PNG economy and it will be so for a long time. At
present Agriculture contributes 25% of GDP and
24% of export earnings.

Despite the importance of the agriculture sector, its
perfomance since independencein 1975 hasbeen
disappointing. ks proporticnal contributionto GDP
has declined over the years, parlly because of the
expansion of mining and other sectors; declining
world commodity prices resulting in declining out-
put and the lack of private sector investmant in
agriculture.

The agricuitural sector is characterized by low
poor infrastructure, poor management and
accoutability, lack of credit facilities, poor markets
and farmers lagging behind adopting changing
crop technology. These constraints result in poor
extension at the farmer level.

Besides, agriculture in PNG is predominantly sub-
sistence, though most farmers heavily depend
upon a few exportable cash crops to meet their
family needs. Food crops are mainly grown for

' Director, Export Crops Branch, P.O. Box 417, Konedobu,
Papua New Guinea

home consumption and cash crops like coffee are
for family income.

Cocoa, coconut, oil palm, rubber and spices are
grown for meeting family cash requirements. Most
village farmers are self sufficient in food crops, but

this may not be so in the future, unless food -

production can increase faster than population
growth. The same istrue with the cash crop sector,
where productivity of farmers has stagnated for
many years.

These fundamental constraints to the whole agri-

cultural sector need 1o be addressed before the
country could face food shortages and a reason-,

able disposable income is obtained by the farmers
from cash crops in order to provide decent living
conditions for his family.

it is crucial for policy makers to investigate the

present extension delivery system and improve-
menis should be made in order for the farmers io
respond 1o government's various initiatives.

BACKGROUND OF AGRICULTURAL EXTEN-

" SIONINPNG '

Prior to 1977, agricultural extension was the re-
sponsibility of the Department of Agriculture, Stock
and Fisheries (now Department of Agriculture and
Livestock), operational from Port Moresby with the
help of four regional officers (controllers). The
Agricultural Extension Service was well disciplined,
funded, staffed and managed. The Organic Law of
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1977 led to the creation of 19 Provincial Govern-
ments and was also delegated the responsibility
for extension activities to Provincial Governments.

Agricultural Research, Education and Quarantine

Inspection remained the national respons:blllty
Those activities remaining under the national DAL
had been well staffed with qualified nationals and
expatriates. The establishment and maintenance
of a provincial departmental administration, with
additional functions of development, planning and
provincial ministries, absorbed a high share of staff
- capacity, funds and time previously devoted to
extension. This coincided with the exodus of
experienced expatriate officers resuflting in a sharp
decline in the availability of staff for extension
services. Contacts with the farmers and links with
research stations, particularly those located out-
side the provincial capitals and remote areas be-
came minimal. Younger and less experienced
extension officers also had the difficulty in being
accepted by the villagers.

- The probiem was further aggravated by the fact
that many officers worked in areas where they had
kinship ties, which also adversely affected their
performance. The provincial extension services
deteriorated rapidly over the period. The service
continued to suffer, among others, from lack of
direction due to dearth of experience, lack of
finance, poor planning and inadequate
organisational structure, pcor information, .inad-
equate links with research and insufficient training.

PRESENT AGRICULTURAL EXTENSION SER-
VICES

The folicwing four typ‘.g of exiension sarvices are
nrovided in PNG

. {1) naticnal exiension,

(2) privatised extension,

(3) combinad nationai and provincial extension,
and

(4) managing agenis.

~The national extension has been provided to spe-
cial rural development projects that receive foreign
assistance from organizations such as the Asian
Development Bank and World Bank. The projects
are implemented with the assistance of project
“management units from DAL. One major difficuity
faced by this approach has been the lack of conti-
nuity, once the project funds have been used up.
The newly formed Industry Corporations of Coffee
and Qil Palm are providing privatised extension for

specific cash crops.

A combined national and provincial extension ser-

.vice currently applies to joint projects for cocoa , .

coconut, spices and rubber. The National DAL
through its National Program Managers provides
coordination, undertakestraining of provincial staff,
overall project administration and provides project
funds, while the Provincial Governments fund the
counterpart staff in implementing the projects un-
der this system. The approach has been aimed to
gradually strengthen the extension effort and is
expected to provide continuity of services to
smallholders and village settlements. However,
this approach suffers from a lack of qualified per-
sonnel, inadequate funding, poor industry involve-
ment and overall integration.

Private management agents represent the fourth
extension approach practised in PNG. This was
developed as a result of Government'’s Plantation
Redistribution Scheme and the Agricultural Bank
of PNG’s credit conditions. This system was
mostly for tree crops, offered little continuity, since
services of most management agents were termi-
nated, oncethe loan hadbeenrepaid. This system
has been very costly for many plantation owning
groups and has not been taken up whole heartedly
by the people.

- Even with the implementation of the four types of -

extension systems in PNG, the overali agricultural
extension service remains weak in all the prov-
inces.

CONSTRAINTS INTHE PRESENT EXTEMNSION
SYSTEN

The foliowing are the various constraints identified
in the present extension system:

a) Differences in exiension priorities between na-
tional and provincial authorities;
b) Too much bureaucracy, too many levels in the

~ system and lack of clear direction to Fiald

Extension Officers;

¢) Lack of experience and training to plan, impie-
mentand monitor atvarious levelsinthe present
DPI system;

d) Lack of coordination between research, exten-
sion and farmers;

e) Non-availability or very little support to secure
inputs, credit, markets and other support ser-
vices;
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f) lIrregular farmer contacts by extension
workers asa result of lack of organisational
support and supervision;

Poor selection procedures of agricultural

personnel, resulting in large number of

unqualified and underqualified extension
officers in the field;

h) Lack of housing, transport and attractive
terms and conditions for extension
workers;

i)  Too little extension efforts directed to
women, when they are the backbone of
PNG agriculture;

i)  Introduction of inappropriate technologies
to PNG farmers without proper training
and back-up services.

k) Lackof Agricultural Service Centres, which
gather integrated management functions
such as credit, extension, tractor hiring,
input supply, crop storage, marketing etc,
especially in remote areas;

)  Lack of infrastructures (easy access to
many areas).

In view of the above lessons learnt over the last 17
years in implementing agricultural extension, a
serious thought into finding alternative methods
has become unavoidable.

FUTURE EXTENSION MANAGEMENT ISSUES

In order to plan a workable, simple extension
policy, it is important to divide main administration
issues into:

a) Organisational issues, involving the internal
structure and management processes of
the extension agency;

b} Personnel issues, which concern the selec-
ticn and training cof staff, and mechanisms
for dealing with the loss of morale amongst
field staff;

tact between extensionists and farmers.
EXISTING REPORTS AND RECOMMENDA-
TIONS ON EXTENSION
In the last 20 years there were many reports and
recommendations in regard to ways of improving

the Agricultural Extension in Papua New Guinea.

Some of them were highlighted in the World Bank

Agricultural Sector Review of 1980. Mckillop (1976)
had written on extension as early as 1976 in an
article “AHistory of Agricultural Extension in Papua
New Guinea”.

The most important of these was the Agricultural
Extension Improvement Study (ANZDEC 1990). It
was a comprehensive report on the state of Exten-
sion in Papua New Guinea. As a result the AREP
Project is being implemented to improve the Ex-
tension in Papua New Guinea.

The more recent of findings from the Workshop on
Delivery of Agricultural Services has touched on
important areas which needto be considered. The
Working Committee recommended four major ar-
eas which need improvement. They are:

1. Research, Extension and Training;
2. Marketing and Rural Credit;

3. Plant and Animal Health Services;
4. Information Systems on Agriculture.

The Committee also highlighted that there are a
number of pre-requisities to improving the delivery
of services, whichfall outside the jurisidiction of the
Department of Agriculture and Livestock. They
are:

-improvement inthe current road infrastructure
system.

- improvement in the terms and conditions of
Government employees.

- adequate resource allocation to the agricul-
tural sectors. '

The major outcome of the workshop was that the

Provincial DPls be amalgamated with National

DAL.
DAL Functions and Boundaries

Even though Department of Agriculture and Live-

to implement policies and programmes on various |
aspects due to past political decisions. The main :

areas are:

i) Extension

The major extension function is carried out by
‘the Provincial DPI's, thus National DAL couid !

not enforce policies pertaining to Agricultural

Extension. DAL'’s inputs are basically through .
i
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joint programmes and funded projects. How-
ever these types of inputs are only in selected
provinces. Different provinces have different

. priorities and it has been difficult to implement

effective extension at farmer level due to two
layers of Extension policies and implementa-
tion. Itis evident from the resutlts that Provincial
extension is ineffective.

i) Research

It has been recognised that the Agricultural
research activities in the country need to be
streamlined to meet the farmer’s needs. Most
research in Papua New Guinea is carried with-
out any thought of the benefits to be accrued,
and to whom. Research should be based o
what is needed for farmers to improve his crop
output. " There is a lack of co-ordination be-
tween research and extension. “Eventhereisa
lack of contact and co-operatlon between vari-
ous Tesearch-institttes in"the country. The
recommendation that a Crops Research Insti-
tute should be established to undertake all
Government Agricultural Research needstobe
studied. The link must be established with such
institutes together with the present commodity
based researchinstitutes who can also assistin
many ways to improve the extension - research
link.

iil} Training

Training has been and is siilt the most talked
about subject in Agricutture. Training for
extension officers, farmers efc is an on-going
activity. The present situation is that there isa
neglect on the part of the government in ensur-
ing that funding is provided to improve the
capabilities of the training institutes, above all

the ability to impart knowledge by the trainersio

the exiension officers and farmers. Again co-
ordination is vital to draw up currictium for the
needs of the recepients rather than running
courses forthe sake of running a programme or
course. Various recommendations suggested
the nead to be taken furiher in this seminar.

iv} Marketing and Credit

For successiul Agricuftural Extension, these
two areas are vital. My other collegues will

elaborate in detail about the importance of it. |

Here, | like to mention that internal marketing
services are poor, particularly in rermote areas

Jof many provinces. DPls are short of funds,
private operations are few, thus resulting in the

{farmer losing interest in production.
Creditcontinuesto be a major constraint. Small
farmers are unable to get any form of credit to
improve his quality of life though this subject
has been raised in many Seminars stch as of

today. We have yet to find simple and effective
credit facilities for farmers.

The key to small farmer credit lies in the linkage
between various functions. Above all we need
qualified extension officers who could liaise
between credit institutions and farmers.

>4

The present system of credit serves only ex-
portable cash crops, but what about farmers’ of
food crops? Food security is more important to
afarmerandthe nationasa whole. Ifhe hasthe
credit facilities, to buy inputs, even our forests
will be saved from being depleted by stopping
him from practising, shifting cultivation!

Linkages between Institutions, DPis and DAL

The present linkages between various _depart-
ments and institutions are weak itis not surprising
to see at farm level that there is no basic support
to farmers from important msmut!ons_ The major

- setback is the fack of regular contacts. Remote -

farmers are always the victim.

The Provincial DPls have littie resources to under-

take trials and research, rior they are able to direct
reseafch institutes to concentrate research on
crops which their farmer grows.

The Commodily Corporations are carnying out
specific crop research in isolation. Linkeges be-
tween other research and even Provincial DPls
and DAL are minimal. Such resources should be
redeployed to optimise delivery of services to
fatmers.

~Various other NGOs in this ccuni;y also are work-

ing in isolation. Every organisation in this country
istargetingthe same farmer. This warrants proper
finkages from all those involved in the delivery of
services. This seminar should look into ways to
astablish thase links.
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POLICY IMPLICATIONS

There is an urgent need to re-define the extension
policy. There must be long term and consistent
plans in order to achieve government’s desire to
improve the quality of life for the farmers.

The main weakness at the moment is too many
recommendations and continuous change of poli-
cies. This should be addressed. Extension means
change. It cannot be realised in a year, it takes 5
- 10 years before some changes could be ob-
served. What is needed is a well defined, simple
to implement type of policy, which is well under-
stood by all, from the top administrators to the
extension officers who contact the farmers.

Theideaof Integrated Extensionisimportant. DAL
and Corporations need to identify each other’s
boundaries in extension. The Corporations must
provide services other than cash crop extension
services. Since the officers are in regular contact
with their farmers, the farmer’s other crops and
needs must also be attended by corporate exten-
sion officers.

EXTENSION APPROACHES TO ADOPT

In order to implement an effective. extension ap-

proach, options existing around the world should
be investigated.

TypesofExtension Appreaches andtheirChar-
acterislics

i)y Conventional Agricultural Extension
Approach

- Generally aims at increasing national ag-
ricultural production, including food crops,
export crops and animal production.

<. - Dustoils generaleimsand cbjoctives, itis
usually difficult to prioritise objective offarm-
ers withthe national objectives which causes
conflict in the policy of the organisation.

if) Training and Visit System

- Aims at improving the effectiveness of
conventional agricultural extension
organisations. Successful in many third
world countries.

- Main focus on increasing individual farm
production.

- Extension is tied with Research through
the assistance of Subject Matter Special-
ists.

iii) Commodity Development and Production
System

- Presently practised by corporations,
funded projects and PIP’s in the country.

iv) Integrated Agricultural Development
Programmes

- Inorder to achieve increased agricultural
output, all institutional components that af-
fect this process must be co-ordinated and
applied.

v) Integrated Rural Development
Programme

This approach reflects a broader concept
of rural development, including both social
and economic factors.

- Has a strong emphasis on participation of
the rural people in planning, implementation
and evaluation programmes.

- Increased participation is a central con-
cern of these programmes particularly fo
increase self reliance and locai initiatives.
Rural Development Programmes also pur-
sue objectives to improve health, nutrition =
and basic education.

- By aiming these programmes at the rural -
poor, there is a direct attempt to achieve
increased equity in terms of the new or
expanded rural services.

- Pilot projects are established in the target -
areas to workout the methodology of estab-
lishing rural deveiopment programmes.

METHODOLOGY TO ADOPT
- Mass media, such a Radio/TV must be

used effectively in disseminating informa-
tion to farmers.
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- On-going Demonstration and Field days
- conducted both by Extension Officers and
Research Institutes.

- Contact Farmer Approach, Group Ap-
proach and Clan Approach should be used
according to the situation (remoteness of
the area and knowledge of farmers etc.).

- Use of Subject Matter Specialists when
and wherever needed to impart technical
information to farmers, especially in the
group or clan approach.

EXTENSION APPROACH TO ADOPT IN PNG

The best approach applicable to PNG is “Inte-
grated Rural Development Approach™. This ap-
proach continues to reflect a broader concept of
rural development including both social and eco-
nomic factors. In doing so, there is a concern that

- these programmes provide an income - producing

component which involves new agricultural tech-
nology. Atthe same time there continues tobe a
strong emphasis on the broad based participation
of the rural poor in planning, implementation, and
evaluation of programmes. These efforts are also

_clearly designedto enable rural peopleto strengthen

their indigenous institutions.

A WORKABLE EXTENSION SYSTER

The idea of linking national extensicn with provin-
cial extension is the right direction in today's con-
text. A single line of command will definitely
improve the farmer contact, this in turn wili make
the government's policy of delivering services more
sfiective.

Iri order to plan an eifective exiension system the

extension agents need information about:

a) The goals, that an extension program in-
tends to achieve (shori term and long termy)

b) The target group

¢} The media that couid be used

d) The resources that are needed to achisve
the goals.

“In order to implement an effective extension to

meet national and farmer goals, the following tasks
are important:

" i) The Extension Organisation to undertake a

" nation wide agricultural census to ascertain

the current status of agricultural activities in

the country. Important data like, number of

households involved in agriculture, actual

hectares of each crop, cropping patterns,

inputs used, marketing, other services, etc.,

will give policy makers true situation and

actual fund need to be diverted to particular
region, crops, etc.

i) The present situation of staff involved in
extension both at national and provincial
level. Data on their personal particulars
including qualifications, training undergone
to-date, facilities available to them need to
be ascertained if a major reorganisation
could be effected.

iii) The research support needs to be ascer-
tained and their present role in agricultral
development hastobe studied, alsotherole
of agriucitural training and its capabilities
need to be ascertained.

iv) There must be a bottom-up exercise to
document the farmer's aspirations and
should try to match it with nation’s food
production and expont goals. No system will
succeed without farmer support.

Oncethis exerciseis corngleted then drawing up of
extension program will bacome more meaningful
and effective. With these clear facts and figures
the task of each lavel in the single systemn will be
clear.

SIMNGLE LINE ORGANISATION CHART
The Depariment of Agriculture wili underiake the
implamentation ofthe new extension programat all

levels in the country.

Funding for the agriculiural devalopment in the

~ country shouid be through the Department of Ag-

rculiure and Livestock.

The Minister for Agricuiiure, through his DAL Sec-
retary will ba responsbile for the effective imple-
mentation of the proposed single extension pro-
gram throughout the country (including the Com-
modity based Corporations).

The DAL will create a new Division under the
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Deputy Secretary for Field Services (Appendices 1
&2) - Extension Division, headed by a Director. He
will be assisted by four regional Managers, who will
be responsible for extension management in the
regions. In each region the present Assistant
Secretary for the province will be known as Provin-
cial Managers (Appendices 2 & 3), who will be
responsible for the directimplementation of exten-
sion programs with the assistance of District Rural
Development Officers, and Rural Development
Officers and Rural Development Technicians.

The Director's duty will be to ensure that the
government agricultural policies are taken to the
“grassroots” level by liaising with other Divisions
such as Food Management, Livestock, Crop Pro-
tection, Research, Agricultural Educationand Train-
ing, Export Crops, Corporation, Plantation Com-
panies, Forestry, Fisheries and Statutory Bodiesin
orderto ensure that extension workers are equipped
withthe knowledge and resources to provide effec-
tive extension to their target farmers. Other Divi-
sions and Departments should assist the Exten-
sion Division at all levels with the subject matter
specialists whenever the extension workers need
his assistance to provide information to his farm-
ers.

The Regional Managers (Appendix 4) form the key
linkto regionalagricultural aspirations. They would
ensure that all the provinces under his supervision
are provided with sufficient resources for the pro-
vincialmanagersto catry out provincial programmes
without delay. They would liaise with ali other
suppoiting depariments and divisions to see that
his region is well organised to provide effective
extension to all his provinces.

The Provincial Manager (Appendix 4) will be fully
responsible for implementing provincial extension
programs. He would ensure that his farmers' goals
areinline with the national goals. He would ensure
that goals for food and cash crop production are
gquantified and targats are setfor extension officers |
at Districtlevels. Close supervisionand monitoring
is the key to successful implementation of exten-
sion at farm level.

He would ensure that he reviews monthly targets
and is able to advise and assist his staff to ensure
that his plans are being realised. He would seethat
discipline is maintained amongst his subordinates.

The District Rural Development Officers (Appen-
dix 4) play very important role to ensure that their

extension workers are working according to plan.
To-date most of the extension workers are left in
the field without supervision and support by the
senior field officers. This has to be addressed
instead of Senior Officers becoming ‘travelling
tourists. They must get out to farms to understand
the farmers’ problems. They should constantly
give guidance to junior extension workers in order
to ensure that they have the knowledge and expe-
rience to provide delivery of services to farmers.

The field extension workers who are in the “front-
line” need to be motivated to ensure that all the
plans are taken to farms and feed backs are
discussed with senior officers to ensure that prob-
lems are solved faster. The extension workers
must be provided with adequate resources for
doing their jobs. The main constraints at the field
level, are of poor accommodation, inadequate
camping allowance, poor transport, inadequate
extension tools and lack of updated extension
information.

Implementation of the reorganised structure should
be carried out in phases.

Phase I (1-3 Years) - The amalgamation of
the National/DPI Extension Unit into one.
The Director (Extension) liaises with the
present A/Secretary to continue the
programmes with effective linkages estab-
lished with Research, and credit institu-
tions.

Phase ll (4-6 Yesrs) - The Direclor of Exten-

sion could appoint Regional Managers (if

need be) to assist the A/Secretary in order -

to ensure effective implementation at re-
gional basis.

The Extension division needs time to show resuits,
unless it gets such support from various institu-

tions, including political suppott, it will be continu-

- MONITORING AND EVALUATION DIVISION

This Division in DAL should be revived to ensure

thatthe extension programme throughoutthe coun-

try is monitored. They may regularly visit prov-
inces and evaluate the actual field progress and |
give the necessary feedback to the Headquarters |

abouttheinadequacies. They shouldactas “check
and balance” for the Department in order to ensure
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that the government's long term policies are being
implemented at all levels.

CONCLUSION

The proposed reorganisationis timely. After more
than 15 years of extension “experiments”, it is
about time that the country plans new strategies
from the lessons learnt to deliver the goods and
services to the man on the land. Performance at
all levels is important. Officers should be made

" accountable for targets and achievements. The

Government has a vision, a goal for the people,
that is to improve their quality of life, Asthe saying
goes*“If you have no goal, then any road is the right
road”. Now we have a goal and we will take the
right road!
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Appendix 4. BROAD RESPONSIBILITIES OF EXTENSION OFFICERS

DIRECTOR

. NATIONAL EXTENSION MANAGEMENT
. EXTENSION FUNDS/RESOURCES

. LINKAGES (NATIONAL)
. BROAD TARGETS

. LIAISON WITH MONITORING & EVALUATION
. NATIONAL CO-ORDINATION COMMITTEE

REGIONAL MANAGERS

. REGIONAL CO-ORDINATOR

. REGIONAL PROGRAMS
. REGIONAL TARGETS

. REGIONAL LINKAGES
. TRAINING
. REGIONAL CO-ORDINATION COMMITTEE

PROVINCIAL MANAGER
. PROVINCIAL EXTENSION MANAGEMENT
. PROVINCIAL TARGETS
. RESOURCE MANAGEMENT
. TRAINING PROGRAMS
. PROVINCIAL LINKAGES
. REPORTS (MONTHLY/QUARTERLY/ANNUALLY)
. PROVINCIAL CO-ORDINATION COMMITTEE

L DISTRICT RURAL DEVELOPMENT OFFICER

. DISTRICT PLANNING & PROGRAMME FARM

. DISTRICT VISIT SCHEDULES FOR RDO"S

. MONITORING OF RESOURCES

. COLLECT INFORMATION ON FARMERS NEEDS
AND ESTABLISH TRAINING PROGRAMS

. LIAISE BETWEEM FARMERS/OFFICERS
AND PROVINCIAL MAMNAGERS

. TARGET MONITORING

L — RURAL DEVELOPMENT OFFICER
. FARM LEVEL MANAGEMENT
. FARMER IDENTIFICATION
—— . VISIT PLAN BCOK ORGANISATION
. VISIT SCHEDULING
. FARM VISIT/MONITOR RDO/RDT'S VISITS
C TRAMNING/DEMONSTRATION/DAILY/MONTHLY/DAILY REPORTS

__ RURAL DEVELOPMENT TECHNITIAN
, VISIT TARGETED FARMERS
. UPDATE FARM PLAM BOCKS AT FARMS
. ADVISE FARMERS ON FARM MANAGEMENT
. CARRY QUT DEMONSTRATION
. ACHIEVE DAILY VISIT TARGETS
. DALY VISIT REPORTS

WILLAGE WORKER oo s
. ASSIST LOCAL FARMERS IN DAILY FIELD ACTIVITIES
. PROVIDE LINKAGE WITH EXTENSION OFFICERS
. PROVIDE LOCAL FEEDBACKS.

PUBLIC SERVANTS
DESIGNATED POSITIONS

CASUAL TECHNICAL WORKERS
(CONTINUITY DEPENDS ON WORK
PERFORMANCE)

FARMERS
(RECOGNITION OF EFFORT
BY SOME ANNUAL AWARDS
E.G. TROPHIES, CASH
TOOL ETC).
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