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1. Introduction and Purpose 
 
Since at least 2003, Teagasc has implemented peer reviews of its research programmes and 
advisory service. A detailed protocol is developed and used to guide the implementation of such 
reviews.  Based on this experience, Teagasc has customised this protocol to guide an Expert Panel 
Review of the Agricultural Sustainability Support and Advisory Programme (ASSAP). 
 
The context for the ASSAP review is that under the Water Framework Directive, Ireland is required 
to prepare river basin management plans to address national water quality issues every six years. 
Even with Ireland having these plans in place, no net improvement has been achieved in water 
quality, despite significant investment in agri-environmental schemes, on-farm storage and urban 
waste water treatment. 
 
Ireland’s 2nd river basin management plan (RBMP) was published in April 2018. Its key innovation 
was a change in philosophy to move away from a significant dependence on the regulatory-based 
‘one size fits all’ approach towards a more collaborative approach, identifying and implementing 
‘the right measure in the right place’, whilst supporting local communities to get involved in 
protecting their own water resources. 
 
This state and industry collaboration resulted in the creation of the Local Authority Waters 
Programme (LAWPRO) and the Agricultural Sustainability, Support and Advisory Programme 
(ASSAP) to provide an evidence-based approach to pressure identification and farmer-focussed 
advice in 190 priority areas for action (PAA’s). Funding from DAFM and DHLGH has enabled 
Teagasc to provide 20 advisors and funding from the Dairy Processing Co-ops have provided 10 
advisors as part of the Dairy Sustainability Initiative (DSI) – now better known as Dairy Sustainability 
Ireland, and is in place for the RBM cycle 2 2018-2021. Experience to date has identified the 
benefits of this collaborative model in the 190 Priority Areas for Action.    
 

1.1 Aims of the ASSAP 

 To establish a free and confidential advisory service for farmers located in the 190 priority 
areas for action (PAA’s) identified in the national river basin management plan 2018-2021. 

 To provide farmers with advice focused on the prevention of contaminant losses to waters 
with a view to attaining water framework directive water quality targets. 

 

1.2 Objectives of the ASSAP 

1) To seek collaboration across all stakeholders, agricultural and environmental as a key 
measure in the implementation of the programme. 

2) To put in place the structures and connections to ensure that the ASSAP engages with 
farmers and their representative organisations and the wider agricultural industry. 

3) To establish a cohort of skilled advisors through the provision of training and technological 
resources to enable them to provide farmers with the appropriate advice and solutions to 
attain improvements in water quality. 

4) To develop a farm assessment tool for advisors to: 
a. identify farm issues impacting water quality  
b. recommend and support implementation of mitigation actions from a suite of 

possible measures 
c. provide the farmer with a clear and easy to follow farm plan 
d. monitor implementation of mitigation actions 
e. report to LAWPRO, EPA and both funding departments 

5) To co-design with stakeholders a suite of mitigation measures. 
6) To develop and implement a structured approach to transitioning of a PAA to allow for post 

ASSAP management by relevant competent authorities. 
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7) To develop water quality focused information and resources for use by the broader advisory 
and education services. 

8) To disseminate the information and findings of the ASSAP and LAWPRO to the broader 
advisory and education services. 

9) To use the information and findings of the ASSAP and LAWPRO to inform broader water 
quality and agricultural policy. 

10) To use the information and findings of the ASSAP and LAWPRO to inform research. 
 

1.3 Implementation of the ASSAP to date 

The ASSAP was launched in 2018 and is currently operating competently with strong collaborative 
relationships established between the ASSAP advisors, Teagasc and dairy processing co-ops, and 
LAWPRO. 
 
The ASSAP is a new and innovative approach to improving water quality and required the 
establishment of new methodologies, structures and systems to implement the programme. In 
many cases these were newly conceived and developed and required a time period to design and 
ground proof. There were also some unforeseen obstacles that required legislative solutions and 
also a complete cessation of some activities. These have impacted on the level of farm visits 
undertaken by the programme.  In more detail, the key implementation challenges were:  
 

1. Both ASSAP and LAWPRO required a comprehensive training programme to provide the 
advisors and scientists with the necessary knowledge and skillset to identify water quality 
pressures, on farm issues and identify appropriate mitigation actions. 

2. New catchment assessment methodologies and processes required design and ground 
proofing which initially impacted on delivery of information from LAWPRO to ASSAP on 
referrals for assessing farms. These systems have been refined and are delivering a 
comprehensive level of information to the advisors.  

3. Teagasc ASSAP encountered issues in identifying and contacting farmers due to GDPR. 
This delayed progress in assessing farms but has been resolved with a legislative solution. 

4. Advisors have also been restricted by Covid 19 public health guidelines with advisors 
unable to visit farms during level 5 restrictions. This has impacted on the level of farm visits 
that have occurred in 2020 and 2021. 

 

1.4 Future of the ASSAP 

Ireland’s 3rd RBMP, provided for under the Water Framework Directive, is being prepared.  Against 
that background, and building on the lessons learned to date, clarity is needed on the future role 
and scope of ASSAP taking into account its key operating principles: 
 

1. The ASSAP provides farm advice and support only 
2. It is voluntary and collaborative 
3. There is no connection to the regulatory and compliance mechanisms of the State. 

 
Possible future directions for the ASSAP include, but are not limited to:  

1. Covering new and additional priority areas for action (PAAs) with an emphasis on 
protecting and/or improving water quality only.  

2. Depending on the final design of the new CAP Strategic Plan potentially providing support 
in the implementation of the plan in aspects that contribute to the objectives of the ASSAP 

3. Covering co-benefits or multiple benefits (climate change, biodiversity) on these farms in 
addition to water quality.  

4. Targeting additional services to, for example, specific groups inside and, possibly outside, 
PAAs 

5. Supporting other Teagasc advisors and private advisors, and broader actors in the AKIS 
e.g. a ConnectEd style role. 



5 

 

2. Scope of the assessment 
 
This review will involve both 1) a comprehensive assessment of the ASSAP to date and 2) 
recommendations for the future development (role and scope) of the programme taking account of 
developments with regards to the new Common Agricultural Policy, revisions to the Nitrates Action 
Programme (NAP) and the next River Basin Management Plan. A critical linking question between 
what has happened with the ASSAP to date and its future role is to establish if ASSAP is on the 
right path to be able to demonstrate the impact of ASSAP on farming practices and consequently 
on water quality trends.   
 
The assessment should review, examine, evaluate, comment and report on the rationale, 
efficiency, effectiveness and sustainability of ASSAP to date, but with a particular emphasis on 
recommendations for the future, its role in implementing the 3rd RBMP, and its future objectives 
and structures.  
 
A key outcome of the assessment should be a full consideration of ASSAPs operating space and 
mechanism into the future. ASSAP provides a collaborative, advisory, and state and industry 
funded service that is free to farmers. This is very different to the commercial advisory services 
provided by Teagasc and the private advisors, the support and auditing and reward supports 
provided by industry and Bord Bia for example, and the inspection regimes carried out by local 
authorities and DAFM. But they all need to work together. How will this be achieved? Roles and 
responsibilities need to be clear and well defined. 
 
The assessment should pay particular attention to: 

 The speed and direction of potential policy changes, e.g. CAP, River Basin Management 
Planning, climate change, NAP. 

 How the ASSAP works with/will work with other existing advisory (Teagasc, private 
consultants), auditing (industry, Bord Bia), inspection/regulatory (local authority, DAFM) 
efforts, and the need for clarity around roles and responsibilities.    

 ASSAP governance structures in the context of current demands and future requirements. 
 Collaborations needed with other stakeholders for the ASSAP to achieve its objectives  
 The level, use and adequacy of resources (personnel, training, research, technology, 

stakeholders) to be allocated to the ASSAP 
 The most appropriate funding model for the ASSAP. 
 The proposed reach of any future ASSAP into the farming community (who/how 

many/where). 
 
For clarity, an outline high-level framework or model of the future ASSAP should be developed (see 
Appendix 1).  It should pay particular attention to the conditions that need to be realised for the 
future objectives of the ASSAP, to be sketched out by this assessment, to be achieved. It should 
also identify the risks associated with the absence of those conditions and the appropriate outline 
risk mitigation strategies.  
 
 

2.1 Methodology 

An Expert Panel (EP) of national and/or international experts drawn from outside the ASSAP will 
undertake the assessment under the auspices of the Teagasc Director, Directors of Research and 
Knowledge Transfer and the Teagasc Evaluation Unit. The Evaluation Unit will be supported by a 
Steering Group (see Appendix 8) comprising personnel from Teagasc, DAFM, DHLGH, LAWPRO 
and Dairy Sustainability Ireland who will assist the EP, if needed, by for example identifying 
appropriate contact people.  
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The management and staff of the ASSAP will prepare the Programme Description and Self-
Assessment document outlined below in advance of the onsite visit / virtual engagement1 between 
the ASSAP personnel, stakeholders and the EP.  The EP will produce a written report which will be 
presented to the Teagasc Director of Knowledge Transfer. The report will be used by Teagasc, 
Dairy Sustainability Ireland, LAWPRO, DAFM, DHLG to consider and make provision for a revised 
ASSAP that will best meet the needs of policy and the sector.  The main responsibilities of the 
various parties involved in the process are outlined in Appendix 2.    
 
 

3. Evaluation Questions 
 
The following evaluation questions and criteria will guide the assessment 
  

Primary Question  Secondary Questions 
 

Evaluation 
Criteria 

Is the design of the 
ASSAP relevant 
and is it an 
appropriate 
response? 

To what extent are the objectives of the ASSAP in line 
with:  
 The emerging requirements of national and EU policy 

and plans (e.g. RBMP, CAP, Nitrates Directive, Water 
Directive, sustainability of objectives of the dairy 
sector etc.)? 

 The advice and support needs of farmers both within 
and outside PAA’s? 

Other issues to be considered under this criterion include: 
 Are the current ASSAP objectives sufficiently precise?  
 Do the ASSAP objectives need to change for the third 

RBMP cycle? 

Rationale/ 
Relevance 

Has the 
implementation of 
the ASSAP been 
efficient? 

 Define the inputs and outputs associated with the 
ASSAP and identify the level, unit cost and trends of 
outputs. 

 How well is ASSAP managed and administered? 
 How can the outputs of ASSAP be maximised in the 

context of repurposed state and/or private resources?  

Efficiency 

To what extent has 
the ASSAP been 
effective in 
achieving its 
intended 
objectives? 

 Does the ASSAP fulfil its stated objectives? 
 Have the ASSAP targets been met? Are the 

approaches taken by collaborating organisations 
consistent in helping to meet targets?  

 What attitudinal or behavioural changes have occurred 
among farmers  

 Have aspects of the ASSAP over or under-performed 
and, if so, identify the causes of this over or 
underperformance? 

Effectiveness 

How can the 
experience of 
ASSAP to date 
inform the future 
ASSAP? 

 What are the areas for development and improvement 
in the existing ASSAP and what conditions are needed 
for these developments and improvements to occur?  

 What is the future role of the ASSAP in implementing 
the 3rd RBMP and what conditions are needed to 
ensure this role can be fulfilled?  

 What should the future objectives of the ASSAP be?  
 Are there opportunities for ASSAP to lead the industry 

in providing a new KT template for upskilling and 
education across all areas of the AKIS in water quality 

Sustainability 

                                                 
1 The engagement process may be either face to face or virtual or mixture depending on Covid 19 regulations in place 
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agricultural advice aimed at helping to achieve national 
water quality targets? 

 Is there an opportunity to establish multifunctional 
collaborative advisory teams that deal with all aspects 
of on-farm sustainability?  

 Examine the opportunities for integrating and delivering 
on water policy, Climate Change, Biodiversity and 
broader economic, social and environmental 
sustainability objectives and identify the role that 
ASSAP might play in achieving this during the third 
RBMP cycle. 

 

3.1 Approach to data collection and analysis 

With a view to establishing the inputs, activities, outputs, results and major beneficiaries of the 
Programme, the review should proceed by: 

(a) Examining background documentation such as the Programme Description and Self-
Assessment document, ASSAP interim report, LAWPRO review report, SWOT analysis 
and financial files, ESRI research and NESC reports. Teagasc will assist with the provision 
of documentation where possible 

(b) Analysing data such as water quality data, and behavioural and attitudinal change data 
being collected through WaterMARKE (a multi-actor research project which is co-funded 
by EPA and DAFM).  Teagasc will assist with the provision of data/documentation where 
possible. 

(c) Engaging with (up to 10) with industry and policy stakeholders, partners and funders and 
meeting with selected ASSAP personnel via an on-site visits/virtual engagement to clarify 
the relevance, efficiency, effectiveness and sustainability elements of the programme.  An 
indicative schedule for such an on-site visit/virtual engagement is contained in Appendix 3  

(d) Comparing the Programme with any similar initiatives in other countries. 
(e) Developing an overarching framework or model of the future ASSAP. 
(f) Carrying out any other investigations relevant to the purposes of the evaluation. 
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4. Planning and managing the review 
 

4.1 Scheduling the review 

Teagasc’s Evaluation Unit supported by the Steering Group is responsible for scheduling the 
review. Teagasc’s Evaluation Unit will perform secretariat duties in support of the review. Teagasc’s 
Directors of Research & Knowledge Transfer and the Evaluation Unit are responsible for following 
the proper procedures.  The Evaluation Unit and review Steering Group will prepare the Programme 
Specific Terms of Reference (ToR) and appoint the expert panel. 
 
A Steering Group comprising Teagasc, DAFM, DHLGH, LAWPRO and Dairy Sustainability Ireland  
will oversee the evaluation and assist the EP, if needed, in identifying appropriate contact people. 
Once the assignment is underway, Teagasc’s Evaluation Unit will, on behalf of the Steering Group, 
liaise with the EP ensuring that all aspects of the Terms of Reference are being addressed and that 
the project timetable is being adhered to.   
 

4.2 Terms of Reference (ToR)  

 
The ToR format for the assessment is included in Appendix 4. They contain specific details about 
the ASSAP and/or about specific issues that the EP are asked to assess. 
 

4.3  Selection of the chair and members of the expert panel 

The Evaluation Unit in association with Teagasc’s Directors of Research & Knowledge Transfer are 
responsible for selecting the chairperson and EP members based on nominations received from 
the ASSAP. They must ensure, in consultation with the ASSAP that the EP is: 

a) Fully competent to carry out the assessment, i.e. has requisite scientific, industry and policy 
knowledge and understanding.  

b) Able to provide credible recommendations for the future.  
c) Completely independent from the ASSAP.  
d) Acceptable to ASSAP personnel and within the general scientific, policy and stakeholder 

community.   
 
External advice may be sought on the profile and candidate panel list from within the national and 
international scientific community.  It is recommended that the chairperson is invited initially. Input 
from the chairperson can be taken in relation to the inclusion of other panel members.  The other 
members of the EP are subsequently invited.   
 
The panel should include 6 experts one of whom will act as chairperson. The panel should include: 

 One catchment scientist 
 One catchment scientist/governance 
 One industry representative 
 One policy/socio-economist 
 One farmer  
 One community engagement specialist 

 
Prior to the on- visit/virtual engagement all panel members will sign a statement of impartiality and 
confidentiality (Appendix 5).   
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5. Documentation given to the expert panel 

 
The Evaluation Unit will send the following documents to the EP four weeks in advance of the 
engagement process: 
 

- Programme Description and Self-Assessment  
- This Protocol 
- The Programme Specific Terms of Reference 
- Other relevant documentation as agreed by Evaluation Unit & Steering Group. 

 
The EP makes its assessment mainly based on the information in these documents and on 
additional information received during the engagement process. 
 
The Management of the ASSAP is responsible for producing the Programme Description and Self-
Assessment document, which is submitted to the Evaluation Unit & review Steering Group for 
approval before being sent to the EP. The format for this document is set out in Appendix 6.  
 
Briefly, the document will include a description of the ASSAP, its inputs, activities, outputs and 
outcomes since established.  It will also contain a self-assessment, based on an After Action 
Review or similar process of 1) what was supposed to happen since the ASSAP was established 
2) what was the reality, 3) what went well, 4) what did not go well, and 5) what should be changed 
for next time. 
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6.  The expert panel’s working programme 
 
There are three main elements to the panel’s working programme: 

1) Prior to on-site visit/virtual engagement  
2) On-site visit/virtual engagement 
3) Assessment report 

6.1 Prior to on-site visit / virtual engagement  

Once selected and agreements are signed, the EP is sent the documentation outlined above at 
least five weeks prior to the on-site visit/virtual engagement.  
 

6.1.1  Briefing session  
Two week after receiving the documentation a briefing session with the panel will take place. The 
briefing session will focus on 1) providing an overview of the context for the review, and 2) overview 
of the ASSAP and 3) expectations of how the programme will be reviewed. The Evaluation Unit will 
facilitate the briefing session, with input from the ASSAP.   
 
 

6.1.2  Pre-assessment workshop 
The EP will carry out an initial pre-assessment of the ASSAP one week before the on-site 
visit/virtual engagement.  The Evaluation Unit will facilitate the pre-assessment workshop.  This 
workshop also provides the panel with the opportunity to request any additional information or 
clarifications they deem necessary to help them complete their assessment from the ASSAP. That 
additional information can be discussed during the on-site engagement.  
 

6.2 On site visit/virtual engagement process 

The EP will conduct an onsite visit/virtual engagement with the ASSAP personnel and stakeholders 
typically over a two-day period. The EP chairperson, the Evaluation Unit and review Steering Group 
will agree upon the schedule for the visit in advance. The chairperson may ask, possibly after 
consulting the other panel members, for additional information from the ASSAP. 
 
During the on site visit/virtual engagement, after being formally welcomed by Teagasc’s Director of 
Research, the EP will initially meet in a closed session during which they will discuss the review 
procedure, their initial findings based on the material received prior to the site visit/virtual 
engagement, their working procedure for the visit and for writing the draft report. 
 
During the visit, the EP meets with: 

- The ASSAP Manager   
- ASSAP personnel  
- Industry, policy and funder stakeholders. 
 

In addition, any (group of) person(s) from ASSAP may make a written submission to the EP.  The 
EP may arrange to meet such a person/group. 
 
Personnel meeting with the EP may make short presentations (5 minutes) to the EP by agreement, 
but most of the engagement time should be used for discussion/providing additional information 
and clarification so that the EP can make a well-informed assessment of the ASSAP and identify 
recommendations for its future role and scope.  
 
At the conclusion of the site visit, the EP meets again in private session to discuss its findings and 
agree a preliminary assessment of the programme and its components based on the evaluation 
questions and criteria. 
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The EP may make an exit presentation at the end of the visit, where they outline verbally the main 
conclusions.   
 

6.3 Assessment report 

Following the on-site visit/virtual engagement, the EP prepares a draft written report (see Appendix 
7 for format of the report) which is forwarded to the Evaluation Unit and Steering Group. The report 
should contain an assessment of the programme and recommendations for the future of the ASSAP 
based on the evaluation questions and criteria outlined above. Recommendations should focus on 
the future development (role and scope) of the programme taking account of developments with 
regards to the new Common Agricultural Policy, revisions to the Nitrates Action Programme (NAP) 
and the next River Basin Management Plan. A critical linking question between what has happened 
with the ASSAP to date and its future role is to establish if ASSAP is on the right path to be able to 
demonstrate the impact of ASSAP on farming practices and consequently on water quality trends, 
and proposed recommendations should take this into account.   
 
The Evaluation Unit is responsible for checking that the report is complete and consistent. The 
Evaluation Unit sends the draft to the ASSAP Management to check for any factual errors or 
obvious mistakes.  After receiving these comments, the EP concludes its evaluation by completing 
the report by the date agreed (typically 3 weeks after on-site visit/virtual engagement) and sending 
the final report to the Teagasc Evaluation Unit.   
 
The final report will be used by Teagasc, Dairy Sustainability Ireland, LAWPRO, DAFM, DHLG to 
consider and make provision for a revised ASSAP that will best meet the needs of policy and the 
sector.   

6.4  Timeline  

A timeline for the substantive elements of the review is outlined below. It also identifies whether the 
elements are actions for the Expert Panel or the ASSAP.     

 

August 23 August 23 August 30 September 6
September 13 

- 14 September 29 Month +1 Next meeting 

Expert Panel Actions

On-site visit

On-site visit
Half day pre-
assessment 
workshop

2 hour briefing 
Session 

Self-Assessment 
Document 

completed by the 
ASSAP

ASSAP Actions 

All documentation 
sent to expert panel

Final Review 
Report Agreed 

& Delivered

Action Plan 
compiled

SMG and 
Authority 

approval of 
report & 

action plan 
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Appendix 1:  Outline Framework of Model of Proposed ASSAP 
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Appendix 2: Summary of Main Responsibilities  

 
Teagasc (& Steering Group) 

1) Produce protocol to guide expert review 

2) Assist in selection of expert panel (EP). 

3) Schedule site visit/virtual engagement in consultation with the ASSAP and EP. 

4) Organise logistical and other practical matters. 

5) Make Programme Description and Self-Assessment and other documentation available 

digitally to the EP. 

6) Draft the site visit/virtual engagement schedule together with the ASSAP and EP. 

7) Define Teagasc expectations of the assessment.  

8) Facilitate briefing session and pre-assessment workshop 

9) Publish assessment report.  

10) Devise action plan on basis of report.  

 
Expert Panel  

1) Consider Programme Description and Self-Assessment and other documents. 

2) Conduct engagement process 

3) Write assessment report. 

4) Send assessment report to Evaluation Unit to check for factual inaccuracies. 

5) Correct any factual inaccuracies. 

6) Send final assessment report to Teagasc Evaluation Unit. 

 
The ASSAP  

1) Suggest candidates for expert panel.  

2) Prepare Programme Description and Self-Assessment and other documentation as 

requested  

3) Send Programme Description and Self-Assessment and other documentation to 

Evaluation Unit. 

4) Draft programme for engagement process 

5) Organise logistical and other practical matters for site visit. 

6) Comment on assessment report regarding factual inaccuracies
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Appendix 3: Schedule for on-site visit 

 
 
Panel members arrive Sunday September 12th 2021  
 

Time Item  

18.30 + Welcome & dinner Attended by Director of Research, ASSAP personnel, expert panel 

 
 
Monday September 13th:  Conference Room, Cereals Building, Teagasc Oak Park   
 

Time Item Key Topics 

09:00 – 09:15 Welcome Introductions and overview of schedule 

09:15 - 10:00 Panel closed discussion  Clarification of process, role of panel members, 
structure and format of final report. 

10:00 -11:30 Overview of the ASSAP  
 

Programme description and self-assessment 
Evaluation questions  

11:30 – 12:00 Panel deliberations  Evaluation questions and criteria 

12:00 – 13:00 Overview of LAWPRO Description and interlinkages with the ASSAP  

13.00 – 14.00 Lunch  

14:00 – 15:00 LAWPRO and ASSAP collaboration 
/referral process  
 

Presentation (25 minutes) on collaboration 
process 
Evaluation questions  

15:00 - 16:00 
 

ASSAP Advisors  Evaluation questions (with focus on farmer 
practice change and behaviour) 

16:00 - 16:30 Panel deliberations  Evaluation questions and criteria 

19:00 Dinner  Attended by EP, Secretariat 

 
Tuesday September 14th:  Conference Room, Cereals Building, Teagasc Oak Park   
 

Time Item Key Topics 

9.00 -9.30 Panel Deliberations Report content - evaluation questions and 
criteria 

9.30 – 10.30 
 
9.30 – 9.50 
9.50 – 10.10 
10.10 – 10.30 

Stakeholder Session 1 - Industry  
 
Dairy Sustainability Ireland 
IFA   
ICMSA 

Evaluation questions 

10:30 - 11:00 Panel deliberations  Evaluation questions and criteria 

11:00 – 12:00 Stakeholder Session 2 – Policy & Funders 
 
DAFM, DHLGH, EPA 

Evaluation questions 

12:00 – 12:30 Panel Deliberations  Report content - evaluation questions and 
criteria 

12:30 – 13:15 Lunch Panel only  

13:15 – 15:00 Panel deliberations Preparation for verbal exit presentation & final 
report 

15:00 – 16:00 Verbal Exit Presentation by the panel  Initial main findings and recommendations  

16:00 Panel departs  
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Appendix 4:  Format for Programme Specific Terms of Reference of 

Assessments 

 

 
Terms of Reference for Expert Panel    
 
Objectives 
The objectives of this expert review are to: 
 Build on the lessons learned to date from implementing the ASSAP and clarify the future role 

and scope of ASSAP taking into account its key operating principles: i.e. the ASSAP provides 
farm advice and support only; it is voluntary and collaborative and there is no connection to the 
regulatory and compliance mechanisms of the State.  
 

 Provide accountability to stakeholders, funding agencies, government and society at large. 
 
Duties and Expectations of the Peer Assessment Panel Members 
Expert Panel (EP) members will be expected to: 
 Review any documentation and the Programme Description and Self-Assessment document 

provided in advance of the on-site engagement.   
 

 Assess the ASSAP using the evaluation questions and criteria provided. The evaluation should 
review, examine, evaluate, comment and report on the rationale, efficiency, effectiveness and 
sustainability of ASSAP to date, but with a particular emphasis on recommendations for the 
future, its role in implementing the 3rd RBMP, and its future objectives and structures.    

 
 Prepare a short assessment report addressing the specified criteria and evaluation questions 

and making appropriate recommendations for the future of the ASSAP. Recommendations 
should focus on the future development (role and scope) of the programme taking account of 
developments with regards to the new Common Agricultural Policy, revisions to the Nitrates 
Action Programme (NAP) and the next River Basin Management Plan. A critical linking question 
between what has happened with the ASSAP to date and its future role is to establish if ASSAP 
is on the right path to be able to demonstrate the impact of ASSAP on farming practices and 
consequently on water quality trends.   
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Appendix 5: Statement of Impartiality and Confidentiality2 

 
This Protocol aims to ensure a transparent and independent External Independent Expert Panel 
(EP) assessment of the ASSAP. The members of the EP should be experts who are well 
acquainted with the ASSAP’s and the water quality challenges context. There is a possibility that 
an expert may have a working relationship with the ASSAP: that relationship should not, 
however, lead to bias in the assessment process. 
 
We have confidence in the integrity of the expert panel members. Members are kindly asked to 
reflect on affiliations or relationships that could lead to a biased assessment. What is essential 
is for members to feel that they will be able to conduct an independent and impartial review. 
Panel members will be asked to sign a statement with regard to impartiality and confidentiality, as 
included below. 
 
Forms of involvement with the members of staff, management or board of the unit that panel 
members must report include the following (this list is not exhaustive): 
 
1) Having a personal relationship, such as: 

− a family relationship (up to and including the 3rd degree of consanguinity); 
− friendship; 
− a personal conflict. 

 
2) Having a professional relationship, such as: 

− advising or consulting for the ASSAP directly 
− collaborating on projects and/or publications and/or funding applications, or having done 

so in the past three years, or planning to do so in the near future; 
 
3) Having a hierarchical relationship with any 

− member of staff or  management, or 
− planning to have such a relationship in the future; 

 
4) Having a professional conflict.  

 
5) Having an economic interest, such as 

− being in a position to derive any material advantage from ASSAP’s assessment. 
 

Statement of impartiality and confidentiality  

Undersigned (first name, last name): 
 

______________________________________ 
Organisation: 

 

______________________________________ 

 

______________________________________ 

 
Participating in the assessment of the ASSAP: 

− I have read and understand the principles with regard to impartiality and confidentiality as 
explained above; 

 
− I declare that I will not use any information furnished to me during the assessment process for 

the benefit of myself or others; 

                                                 
2 Adapted from Teagasc Revised Standard Evaluation Protocol 2018 and SEP 2015-2021, p. 22 
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− I declare that I fully understand the confidential nature of the assessment process and that I will 

not disclose or discuss the materials associated with the assessment, my own review, or the 
assessment meeting with any other individual, either during the evaluation process or 
thereafter; 
 

− I declare that to the best of my knowledge I have no affiliation or relationship to the entity to be 
assessed that could lead to a biased assessment; 

 
− I declare that I have no conflict of interest regarding the assessment of the ASSAP. 

(If a conflict of interest arises during the assessment I will declare this and inform the Teagasc 
Evaluation Unit). 
 
 

Date:  ________________________________________ 
 
 
Place: ________________________________________ 
  

 

 
Signature: _____________________________________ 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 



18 

 

Appendix 6: Format for Programme Description and Self-Assessment 
Document 

 
The Programme Description and Self-Assessment Document should be as concise as possible and 
no longer than 30 pages excluding Appendices. 
 
Section 1: Programme Description 

1. Rational and Objectives of ASSAP 
2. Set up and Implementation of ASSAP 

a. Industry collaboration 
b. Advisor recruitment/training and integration into programme 

3. Outputs from collaborations and dissemination of information 
4. ASSAP farm assessments and information collated 

a. PAA pressures 
b. Farm assessment and issues identified  
c. Mitigation actions and farm plans 
d. Implementation and behavioural change 
e. Gap analysis and distance to achieving water quality targets 

 
Section 2: Self-Assessment 
This section should focus on 1) what was supposed to happen since the ASSAP was established 
2) what was the reality, 3) what went well, 4) what did not go well, and 5) what should be changed 
for next time.  A facilitated After Action Review Process with the ASSAP personnel could be used 
to generate this information.  
 
Alternatively and/or additionally, this section could integrate elements from the existing Interim 
report and Report to the DAFM & DHPLG on the Agricultural Sustainability Support and 
Advisory Programme (ASSAP) Progress including: 
 

5. ASSAP SWOT analysis 
a. Dissemination 
b. Water quality message can’t get lost in other GHG Biodiversity msgs 

6. Operational recommendations 
7. RBMP Cycle 3: Learning’s and opportunities from ASSAP 

a. Identification of broad water quality messages 
b. Targeting of these messages to similar catchments nationally 
c. Engaging with farmers to promote ‘ownership’ of water quality issues in 

catchments  
8. LAWPRO PAA case studies 

a. Selection process 
b. PAA referrals 
c. ASSAP farm assessments and feedback 
d. Evaluation and monitoring details  
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Appendix 7: Format for Expert Panel Report 
 
 
The report should follow a 1-3-25 structure; 1) one page high level findings; 2) no more than 3 
pages Executive Summary; 3)  maximum 25 page report with as many appendices as needed. 
 
The report should contain four broad sections 
 
Section1: General Introduction 

 Introduction covering the assessment procedure, members of assessment panel and the 
ASSAP. 
 

Section 2: Assessment of the Programme 
 Assess the ASSAP using the evaluation questions and criteria provided. The evaluation 

should review, examine, evaluate, comment and report on the rationale, efficiency, 
effectiveness and sustainability of ASSAP to date, but with a particular emphasis on 
recommendations for the future, its role in implementing the 3rd RBMP and its future 
objectives and structures.    

 
Section 3: Recommendations  

 Recommendations should focus on the future development (role and scope) of the 
programme taking account of developments with regards to the new Common Agricultural 
Policy, revisions to the Nitrates Action Programme (NAP) and the next River Basin 
Management Plan. Recommendations for the future should help ensure that ASSAP is on 
the right path to be able to demonstrate the impact of the ASSAP on farming practices and 
consequently on water quality trends.   

 
Section 4: Appendices 

 Appendices. 
1) Short CV’s of members of the EP. 
2) On-site visit/virtual engagement schedule 
3) Detailed data on the ASSAP’s inputs, activities, outputs and outcomes.  
4) Any other information deemed necessary 
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Appendix 8: Steering Group 
 
 
 
Joe Crockett   Dairy Sustainability Ireland 
Billy Cronin   Dairygold 
Ray Spain   LAWPRO 
Carol McCarthy                        LAWPRO 
Karl Cashen   Tipperary Co Council 
Colin Byrne                              DHLGH 
Graham McGovern                  DHLGH 
Donal Grant                             DHLGH 
Jack Nolan                               DAFM 
Bernard Harris                         DAFM 
Jenny Deakin                          EPA 
Mary Gurrie   EPA 
Pat Murphy   Teagasc 
Noel Meehan                           Teagasc 

 


