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Meaning of monitoring
Monitoring is defined as the timely pather i
project inputs, output and cmnplcmc‘nlx,i:y :.L;.Illil:,,;l'(.)f m“)m“”i(.m o
the attainment of the project objectives l\-/lnnélnr' " |.||:|l iyl do
e mehly S ing assesses whether
nputs of the project are delivered and used for the imcml]c;ll
It also determines the initial effeets as planned and aferts
agement and policy makers (0 polential implementation
asures. ‘Therefore, monitoring has (o
| dback to project managemen! with a
view nsion programme and to puide ts
course of action. Managemen ‘nformation needs include six kinds of
‘nformation: diagnostic information, implementation information,
utilization information, impact information, situation information, and

information for review (Ajayi, 2000).

the |
purpose.
project man
lems requiring corrective me
ide quick and continuous fee
to keeping track of an exte

prob
prov

sources such as capital,

e
agsist the

Monitoring indicators
5 l'cquirc(l (0

i.Project inputs: Thesc
manpower, goods, services
farmers to increasc their produclion. ' |
i Project outputs: These are the |:>I1)fs.|cu!'m'|llc.( e
inputs such as quantities of sceds, fertilizers, chemice =

percentage of the (armers who U
iii.Project effects: T "

: .o in yicld per heetarc. L
s the increase 11 yield | ving gandards ol the
These & o e [or instance
oject inpul,
¢ and socn()—cconom

are the quantitics ol
and technologi®

ymes of the project
d and the

of the project output of

farmers, such a
iv.Project impact:
farmers resulting from P
increase in farmer’s incom
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onitoring indicators:. ‘
s for selecting ndicators for l.nomtormg purpose depend

The CHIM rpose to be achieved, available resources and time

on the purpose 't : ad: '
;pon \t;l. tﬁc tEoHOWiIlL’ criteria are usually suggested:

WSS TR imple enough to be u
i Simplicity: The indicator should be stmp g nderstood
by non-specialists.
ii.Unambiguous de
plain meaning that ¢
reasonable person. . .
iii. Ready determination: The data should be obtained without undue
difficulty. =
v Accurate measurement: The indicator should be measured
accurately.
v.Validityand Reliability: The indicator should actually measure
what it is supposed to measure and also reliable.
vi.Relevance: It should be geared to the specific needs of decision
makers and be relevant to project objectives.
vii.Specifity: It should reflect changes only in the situation concerned
and should measure specific conditions that the project aims to
change.
viii.Consistency: The value of indicators should stay constant so long
as the)" are collected under uniform conditions. The indicators should
be verifiable.
IX.Sensitivity: Indicators should be sensitive to changes in the

Situation being observed. They should be sensitive enough to reflect
changes in the phenomenon.

Cviteria for selecting

finition: It should be clearly defined and have
an be understood in the same way by any

Principles of monitor
According to Misra
monitoring:
L.Simplicity- ‘
defeat?ng t%l;eAb C‘?mplex or complicated monitoring system 13 sell-
i as i 1 = . S = A le e
complexity, ¢ task of monitoring is to simplify the ficld leve

ing extension programme |
(1994) the following are the principles o

N
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Jjes in Agricultural Extension Programme pjan,
/))v;{(l” anning, zﬂl'wm(,,.”w and Evalugy
= Vdluation

‘Timclincss: ’I‘i‘mcli‘ncss ‘is of great essence
gnagement requires input from the monitoring system so thay ¢;
jetion Can be taken because agricultural production is umc’ b(')‘;’n“jrne]y
Rclcvancc: [t must concern itself only with parameters h(h
clevant to programme objectives. This also engyres that‘) L L T
cenerate information that i ol PITRENG
does not & ¢ 1at 1s not used or not usahle b
nanagement. y
4'Reli.ableinf0rmatiqn:Mmmgcmcnt will rely on monitoring findings
only if the information gathered is belicved to be reasonable and
accurate.
s participatory Monitoring efforts: Effort should be made to ensure
participation by all concerned with extension, including field-level
staff, Subject-Matter-Specialists (SMSs) and extension’s clients i.e.
farm families among others.
6.Flexibility: Monitoring procedure should be flexible to give room
for changes whenever the need arises. It should not be too rigid.
7.Action oriented: Monitoring often leads to action. Consequently, it
should follow feasible practical approaches, keeping the immediate
needs of extension's clients (farmers) in mind. It is pertinent to note
that information for which there is no intended use should not be
generated.
8. Reasonable cost-effectiveness: Monitoring efforts C(‘)Sl .mom‘.\',ﬂ_”d
time. It is therefore essential to make it COS{-C”L‘C“-VF--‘I\I\Ih*ll;
principles of simplicity, time-liness, relevance, and aceufsey WE B0
0 cost-effectiveness, compl terisation u‘I.s O, :‘t':l't' 1I:o[urs in data
monitoring more cost-effective by reducing s
processing.
9Top management oriente
the requirements of top managel

N monitoring,

mind

oring units should keep in'1
o and operating

d: Monit s sl
nent when designir

undertakings:

Monitoring system : lised
) . ) specii ISC ) s
10.Monitori 1its represent 5P SJlection and analysis
-Monitoring  uf rned with the colietti® g o

Monitoring is not merely ¢
o data, but with diagnosing P

Pragmatic solutions.

roblems @
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. o e, Monitoring }
{gric wlural Extension Prog! amme Planning, ! I —
N g Y p 7}!! d
Dynamics 1 g

ension activities

monitoring of ext actl | |
ion activities can be monitored i,

Misra (1994) stressed that extens

four ways as follows:

. itoring
ne or day to day monl o
"IHI:;) l(lzgn be carr)iled out by the use of annual extension plan of work

and calendar of operations. The calend.ar of operations sho.ws month-
wise, when the activities will be carried out and who_wnll perform
them. The annual extension plan and calepfiar of operation S.hol'jld s
prepared in details well in advance (0 facilitate routine monitoring to
the supervisors. Supervisors can determme the progress and
deviations with a view 10 recommending corrective  measures

immediately.

2. Completion of quarterly monitoring table

Quarterly monitoring tables can provide information on some basic
ndicators. This Information should indicate the speed and direction of
progress against the plan and deviation, if any. Based on this
information, appropriate corrective measures could be offered to the
project management.

3. Special monitoring surveys of extension activities

The information gathered through routine monitoring and quarterly
reports may not be adequate to the project management. Sometimes
there may be biases in routine monitoring. More so, not all indicators
and aspects of extension can be monitored by routine monitoring and
quarter!y tables. Empirical surveys and studies are of great value to
Fhe project management by providing essential information needed t0
implement the project. Such surveys should be designed by trained
evaluators who are familiar with the functioning of individual project.

A(r:.el:;[;iglttor;nogfl.)yfcolleﬁng qualitative information o .
COHCCtiozpa cam ormation cannot be quantified, for such mtc')rmm?'cil]
the conce, d se study o S‘ml?le observations and discussion Wi _

rned persons will provide insight into the problems. [he i
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nsion Progy.
ion Prog amme

0'7

1o case studies for collecting Qualitative i
q (c : i ‘epar 1 C In or 1
1™ e sound preparation by valuatorg. Mation, however,

pkeholders in monitoring
qere I many stakeholders ip moni
ey wants tq know that the mone
‘N?inistl')’ of Agx:nculturcﬂt Wants to be sure thy
1 ervice s pr'owded. 11'16 target farmer benefigiar:
{ nprove their PI‘OdllC'IlOll. And Non-Gove
| (NGOS) need 1nfogmat1c.)n generated through monitoring activities and
{ jls0 want 1o contrlbu‘te information. Therefore, the interest of funde;n y
agencies, implgmentmg agency, beneficiaries, and NGOs need to ?Ji
iaken 1nt0 consideration when designing a system of monitoring,

loring activitjes. The

Monitoring unit of agricultural extension

The agricultural extension monitoring departments should be staffed
by technical staff with specialised skills. The personnel should consist
of extension specialists, economists, sociologist or anthropologists,
statisticians, computer programmers, and supporting staff. The head
of the monitoring department may come from any of these
disciplines. The head of the monitoring department should report to
one of the top managers in the organisation.

Types of monitoring

| Financial monitoring .

Financial monitoring entails tracking of actual expenditure "_“‘dc‘!");
extension agencies. These agencies arc ex.pectcd o keep l-mflm.!th
tecords and reports for examination periodically as pqu‘o.l :'\IT‘}L‘: ";n
Moniloring aspect of extension programme: Ot ma‘,'?l‘mﬁ:ﬁhcial
financial monitoring is the determination of WIM']Frr ]d; i
tlocation is adequate for the extension W(,)rk . hm)}j."l‘ (T\tén\xfiun
been disbursed in time and in amounts rcqlurcd,mlﬁl.lI..Lclt‘?nd .\\fhc‘lhcr
Ploject implementation, what the actual CXI)Cn.dl:iml::c;t’t:{ allocations.
" N0l they are in keeping within approve ¥
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cultural Exte ‘Aluatioy,

Dynamics in Agri

whether funds are distJrscd 'accordiﬂ‘g' tOﬂ l;‘ifi_"do‘fV'1 pj'OCCdLIrCS for
the operation and whz}t fn.mncml constraints there may be,

i Staff monitoring _
Monitoring of staff in agricult.ural extension agency helps y,
determine whether or not. cxlensmn.pl:oy:ct :s*lzllhng IS going on g
planned in the time table, provide 1n.iorm‘atlon about rate of stafr
turnover and it also monitors the quality of work done by extension
staff (ARM11-ARM23, 1993).
iii. Input monitoring
Input monitoring involves following up on whether procured inputs,
materials and equipment are adequate in quality and quantity and if
delivered in time and whether all necessary services essential for
successful extension programme implementation are being provided
as required. It will also determine whether various activities are being
carried out in line with planned schedule and if not determine the
battle-necks.
iv. Outputs/capacity building monitoring
lnputs will be transformed into outputs by various extension
actwifies. Outputs monitoring will check whether the qualitative and
quantitative targets are being achieved and if implementation is in line
with the objectives and what physical challenges are being
encountered. - Output - monitoring  should establish if extension
g‘uct’ngt‘?IRGSII]IEL[.I)IICL{‘I?]@tulifm ‘sysl.cn?s urc'udcquulc l'm: -ﬂg‘llic‘v,ing} :::t
lomentatic, rd so ‘provulc mh_?mmlnu‘)n on lh.c clllcwnu)'c)n‘\kc
proposals for buiﬁdoi:twb?]. ‘ll”\\/()flld |dcnl||_y' capacity gaps anc .l\-i:;ls.
Output should be mox%ito]wllt-qufm(.' Cnpucllucs 'wlu.:rc SUSH, GAj
v. Tmpact/sustainnon, red in 'c,los.c relation with impact.
Iiipest fmon % 1ability monitoring 8
outputs (¢ n:ll Ll‘l;tg:,ml\ul?l:s‘.a}n ov.c,:ull look at cx.lcnsiml mf)g:;?,mmc
beneficiaries sl 55 Gl positive and negative cllccta‘ it
from rget bene ‘l‘l.nmmmcs. i be ¢ o
aéa L“Llill'y WOIRE
ASsessment imp'lc( ur ustaine
Sustainabiliyy can be i-T-mVCyS‘ Impacthas 1o be h}\j;cnsw
Programmes ¢y be l_fL ed as the extent o which ﬂ-‘\\“m-s

ARen over and internalised using loeal I

'hese measurements ¢t
assessments, extension project
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1\/’: u]’\v)"i;\ \’l:lﬁlr ki/ A‘ ? ‘ W i (s
v .., 1

i
) aluatj on

o ca

Leities. Sustainability ¢
pacities. Sustainag ity can only be d ;
etermined when |
en impact

™ ine is undertaken on a regular basi
g gular basis. Imp :
. Impact/ sustainabili
ity

onitr
Lonitoring

~ 8] ~ Y “ & .
should cover the following: standard of livi
lving,

yironments agriculture, technologies and programme link
¢ linkages

ation with other programmes (UNDP, 1997).

4

L
-
-~

ite

Why monitor?

Determine vi
yrther resouree commitments.
Reinforcement of discipline (accountability).

What is monitored?
Effectiveness
Relevance
Impact

Reaction
Responsiveness of ¢

rate of change.

T

lient farmers, deliveries 0O

Purpose of monitoring .
'Ensure that extension programme is making progress
ldentify deviations from original plan
'Measure effectiveness of management
' Measure effectivencss of the delivery of inputs

; Online assessment of impact ‘ oldets
| Assess understanding and interest of stakeho

&3

S 2 - ' ,.4‘
Y P G Y

and financial soundness

. oo information
- Tools for monitoring (Methods of obtaining informs¢ )

Observations
AY .-

Verbal communication .
Briefing meetings and committees
gon‘espondence

erformance reports
Inspection

at speciﬁed intervals

311
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o - extension services .
Supervision of ) AV iffere > ,
P i defined in many Wways by d nt people g S0Cig]

Supervision 15 ati ershi ' .
idance, human relation, lead p oOr an Cducatlonal

process, 8! o the act of controlling or directing human effyy,
Supervision is the act of w.orking with .certaln number Ofp?ople ove;
whom authority i exercns.ed to achieve the best possible regy
through their greatest comt?med efforts. .lt is a process through whic,
a superior officer assists hls/hcr.s.ubordmateg staff to carry out thejy
duties more satisfactorily. In addition, extenann supervision aimed g
making sure that new practices and innovations reach their target
farmers in an effective manner. While supervising is the process of
helping subordinate staff to discharge their work more satisfactorily,
it is concerned with the growth and progress of extension staff.
Therefore, a supervisor is a person responsible for the effective
performance of work of a certain number of staff lower to his position
or rank. However, all the definitions incorporate all factors that are
related to administration and management of an organisation. Within
this context supervision assumes several definitions:

Extension supervision is a link and adviser to management and the
worker both as a communication link, an adviser to management and
interpreter of policy changes at a lower level. In this sense the
supervision is a leader of a group.

Extension supervision is the act of working with a group of PCOPI,C
over whom authority exercised in such a way as to achieve their
greatest combined effectiveness in getting work done.

It can be defined as human relation activity by a designate
of staff of an organisation with emphasis on staff direction
individual workers in getting work done.

It can also be defined as a process by which workers arc hel
achieve greater competence, height and growth.

d member
by

ped 10

¥ s s Ot
h:)acljl al?ove Cases, supervision is best performed in an atmosphere
gs S0 -will and 'n.wtu'al Cooperation on the part of all concernt .qn
eice supervision is motivation, direction, guidance, JeadershiP ¢

312
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CIS" contact with extension agents. The
indeed the entire extension

N organisation is categorized
o tWo, namely, genera] apq helping type of relationship
supervision.

|. The general nature of supervision
This refers to the directives and guidance given by a superior staff to
1 subordinate in pursuance

of extension objectives. This type of
supervision is usually comm

on at the headquarters of Agricultural
Development Programmes, Ministries of Agriculture and at the Zonal
evels.

. Helping type relationship of supervision
n this situation, the senior officer designated as supervisor guides a
pecified group or number of Junior staff to discharge their works

ffectively and efficiently. This type of supervision is found at block
nd cel| levels.

rinciples of extension supervision

‘Supervision is a vital component of administration. !
?' Supervision is a collective task that takes place through the
Ulective ideas and efforts of all
ﬁEmb .

¢rs concerned. _ PSR AR—
Z‘Supervision is mainly concerned with the cooperative imprc
the or Isati "

anisation ST S———

fough gwhich learning takes place. It seeks improved
:aching.

212
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y Programine planning, Monitoring and Evalugy,,
0

if

y mental 0 squl‘ViSiOm it is cooperative in outlook
a

re: o i A
;OSEdu' | prescriptive: [t determines procedure i
« l . 3
S, S”Pems,l(iir; needs of each gituation. _ oL
: g provides opportunity for originality angd
fic in its approach 1o problem solving,

leadership for authority. It is based on the
dividual differences and that

[t stimulates initiative, self-

on. It 1S scient

substitutes i
losophy that respects 1N

people are capable tO grow.

dual responsibility. |
blishment of extension objectives

comprehensive and systematic

assumes that

reliance and indivl
g. Supervision provides for the esta

and goals aS well as a means of

evaluation of the extension programme.

9, Supervision 1S based on the democratic
staff differences.
10. Successful supervisio

supervised.
11. Supervision provides means for comprehensive and systematic

evaluation of extensionprogrammes.
12. Employees must clearly understand what is expected of them L.
an individual must know what his/her job consists of, his duties and
responsibilities and importance of his work and the work of other
employees in the extension services.
13. Employees must have guidance in doing their work i.e. they must
be kept informed of the organisation policies, must be given the
i::‘oncehto develop techniques on how to do a job and must be helped
14, Lcigcmgoii]:)si(hnhg to achicye persopal impreverment.
hauild T aci(nzwciu:id always be recognised by supervisors i.e. they
him, gitvie boms ; ged. by telling the staff concerned, promoting
do this. , awarding some awards to him, etc. but do not ovet
15. A fau
16. EXtenlstilozv?Nriirlsgi? lsci be constructively criticized and not h‘dfsply.in
accept greater responsilipll‘ﬂ'd have opportunity to show that (e C‘i
tlities. The supervisors should create th

ideas that respect individual

q is measured in terms of those being
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3 portunity and ensure that each staff is desi ' '

tip o Sirous to improving all the

07 Finally, all workers should operate in a safe and health
~ »r y

cnvironment not necessary endangering their lives.

punctions of extension supervisor
An extension supervisor is saddled with the following responsibilities

Induction of new members into the system of extension services

Training of extension workers on the job especially on the routine
operations and standards on what, how and when to do basic

things.
Training extension work
leaders and contact farmers.

Assisting extension workers in modifying an
extension methods.

Assisting extension

programmes and better planning.
Supervisors should coordinate the duties of the extension workers

with that of the subject matter specialists and other extension

personnel.

Supervisors must as
and accomplishments i.€. evaluation.

Supervisors should assist 1n conduc
research on extension problems.

ers on how to secure and develop local

J d improving non-

workers and farmers 10 achieve better

sist extension workers to determine progress

ting of planned relevant

Principles of span of control . .
s or organisational units

Span of control refers to the number of person it
which individual is responsible for supervision. Usually as one goes
up the hierarchy of the organisation, his span of control increases anc

ptable span of the control is 6 to I

vice versa. The usually acce ol ;
i ses there is no need to click to 6 1o I:

persons, However, in some €4 s
span of control provided the output 18 encouraging.
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ontrol include

; ing span of ¢
ctors affecting “he B N P—
Fa The more you delegate, the R

. Extent of delegated authority:

. 7 ha\!e.
subordinate you i oblems: if pr .
5 The magnitude of subordinate problems: 1 p oblems are very

simple and €asy they are likely to S€€ )"ou‘less vice versa.

3. The organisational age and size ¢.g. & new company has less thay
older ones. o ‘

4. The organisational structure: 1f simple, the span of control will be
less but if complex it will be large. ‘

5 The professional competence  and length of service of

subordinate. |
6. The degree of control that must be exercised.

Roles of the supervisor
The following are some of the roles of the supervisor:
The coordination of staff and work in different locations and at
different levels of organisation.

l. Providing information and communication link between supervisor
and management.

2. Providing administrative and logistic support to staff.

Interpreting programmes and project policies at intermediate level

?nd lproviding information for policy formulation at management

evel.

Monitoring and appraising production, performance of staff and
project. .

(W}

Planni o3
P‘am'llljg staff development and training programmes.
Aro-\’lld_mg conducive environment for work.
Pplying sanction, rewards and punishment where necessary ©

CnsSure com lian d . qo1ee
p CC an performan i -dance Wlth ag
standards. ce In accorl

o

Functi
ons of supervj - . isati
< pervisors-direction and organisation

f ) r 1 ') O (:Cr“

: Therefore divent: e .
motivation of emp)| refore direction and organisation © o the
ployees, and management of work group?
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important functiony of
have O plan the wpk
1he whole Procesy of |
arcas, and performane.

PVISOrS
Flormance,
Y performanee
e annmg and organisi
; | . ¢ ganising
ntroduced mechanism !‘m“;]g i Vst i
1SS dor defining pogls i

| ) oals, planning. and scheduli
ok L e (i I g goals, ph £ and scheduling
W 5\. the field tevel with Provistons for monitori )
(Wiestand Levy, 1982)

Nlension supe

And maingy; '
hd Mamam a high standapg ol pe
Sl e loelts 5y o B
analysis, Identification of ke

‘\II]CC llp _.“ o . .
: Prtisal :
extenston work. I'he i ./ will hLIp mn pl

- /.\ g Y 2
EVISOrs. Extension supe

extension has

ng and cevaluation

l“unchfms of SUPCrVIsors-motivating the extension personnel

Lxtension supervisors should have the ability to motivate and lead the
lield extension workers so that the ficld agents perform more than
outine  jobs, and  supervisors  should be involved in attaining
excellence inextension work. This calls for extension managers
having an understanding ol various  theories ol molivation as
applicable o fronthne extension agents. ‘Therefore, knowledge ol

major theorics ol motivation 1s cssential.

group management | ‘
and informal groups. I‘'ormal groups
'S = i)
while informal groups arc
(al interest ol the members.

ble influence on the work
¢ aroup

Functions of supervisors-work

livery oreanisation has formal !
] . anacementy
are established by the m‘md.(:L'l.I‘, .
and developed 1o il |

‘ . considert ‘
/ . . ;VC R L()”. X ol
aroups ha Ccensitive O (he needs ol lh' |
Id be hLl . ihé ooal, which will
s 4" -VC l=

and achic
. smbers.
cagion and the mem o
Hsaton - oblem solving

spontancous
Because wouk
it Lrvisors shou
stuaion, superviset: o
s e
and develop skills to gt

hcncﬁ[ 'lhu/ orgadl

OrOUp'S \
o ffective extension

because they can

o work gr
.« s . js¢ WOtk 228
pervision ciLe qolutions: Al |caders

. ~ gt \illivc . . lc\rcl ()'»
rovide many ¢re . highet

) I\ e l 3 N N
o efension WORR (eres ale ol the
Mctiveness 0 CNEIE D er groul 1T 0 and morle al e
ctivenc: (ension work . conlident mic and theln
n . . * ‘;\' ’ . onse /l]z 8 YT
‘epresents the L‘| - will mclulh,t oroup dy [ essential Tor
Tognisation. T slandmg : ‘
Lantsatiol jerst
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Importance of supervision .- . oo tions.
1: Issuing and receiving INstruction = O prescand nilés
2. Uniderstanding impaortant pOl}C’Ic"\ proce
3. Coordinating extension activities. dion amons
4. Promote understanding and C?O}’nﬁ C S
levels of the extensionorganisations. .
~ . . : ; ~ C )
5. Guiding a smoothly functioning team In ac
6. idit 1ef 1 101 S10NS.
iding a relief for emotional tens ) | |
e = { ~e throuch the use of goals and creative
7. Impreved pertormance through ; g
discipline.

-

taff. unit

7]
/i

e Eale
-l

Facilitation of an effective supervision in agricultural extension
services . N ;
1. The extension staff under a supervisor should be restricted 1o the

number of staft a supervisor can adequately and effectively
supervise.

12

. Extension activities that are closely related to each other should be

grouped together under the directives of a single supervisor for
effective coordination.

Keep to a minimum number of supervisory levels.
Each supervisor should report to only one superior officer.

3.
4.

Supervision of extension services in Nigeria
Supervision of extension services in Nigeria is in line with the lad
down features in Training and V

.adoptefI by all states® ADPs, where Zongl Extension Officer (ZEQ)
supervises the Block Extension Sy

block pervisor (BES) at the extension
ocks arlq the BESs in turn supervise the Village Extension Agents
the extension cell levels. -

isit (TandV) extension system
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