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ABSTRACT

A study was conducted to identify various constraints which hinder the role performances of Veterinary Assistant
Surgeons (VASs) of Andhra Pradesh in India. Data were collected from 220 respondents in eleven selected dis-
tricts through specially prepared schedule and subjected to analyze through Garrett’s ranking technique to draw
valid inferences. The study revealed that arbitrary target fixation for artificial insemination with a mean score of
68.38 was the most important constraint followed by non separation of contagious animals with a mean score of
68.03 as the second important constraint. Insufficient policies and regulations, lack of awards and rewards, veteri-
nary dispensaries are not well equipped and discussion on field problems getting low priority in the meetings
were perceived as other crucial constraints by VASs and need to be mitigated. All these constraints are very criti-
cal and addressing them would go a long way in increasing the effectiveness of the services provided by the veteri-
narians. This investigation has an organizational and social significance for development of livestock organiza-
tions not only in India, but also to other SAARC countries as well.
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INTRODUCTION

Livestock is one of the important enterprises
that represents a major segment of the food
industry, which supports the rural households
by providing gainful employment and steady
income. Hence, the Government of India and
State governments’ policies on agricultural de-
velopment seek to ensure the welfare of the
vast majority of people living in the rural ar-
eas; and stress towards the social justice and
equality of opportunities as an important con-
sideration in the development strategy. This is
attempted through many state and non-state
organizations. State governments have set up
separate departments, which are responsible
for development of animal husbandry and
dairying in the state. The mandate given to
state Animal Husbandry Department (AHD) is
to build the health of the nation by increasing
the availability of animal origin foods like
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milk, meat and eggs to human population;
through scientific breeding, feeding and dis-
ease management of livestock. Therefore,
there is no doubt that veterinarians working in
the state AHD have a very special role to
play as main actors and partners to the indus-
try in undertaking developmental activities.
However, persisting poor productivity and
quality of livestock production is still a main
concern in India. Therefore, the growing
needs of high-level performers and competent
employees have put tremendous pressure on
animal husbandry organizations. Department
of Animal Husbandry, Andhra Pradesh, which
is one of the most rapidly improving organiza-
tions of livestock development in India, is no
exception for this. Constraints are elements,
factors, or subsystems that restricts an entity,
from achieving its potential (or higher level of
output) with reference to its goal (Rahman,
2011). In any working condition existence of
constraints is a common feature. Therefore, it
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has become vital to identify and prioritize the
factors or reasons that hamper the performance
of Veterinary Assistant Surgeons (VASs) to
imply remedial measure for making them more
effective and efficient.

Hence, an effort had been made to collect the
constraints faced by the field veterinarians of
AHD in Andhra Pradesh. From the range of
analysis presented on various kinds of con-
straints which hinder the performance of
veterinarians, the policy makers, directors
and other officials in state AHD, at different
levels can make a choice which is appropri-
ate for their circumstances.

MATERIALS AND METHOD

The state of Andhra Pradesh in southern region
was purposively selected for the proposed
study. A total of eleven (11) districts were se-
lected from each geographical region i.e. four
(4) from Andhra, five (5) from Telangana and
two (2) from Rayalaseema so as to represent

areas differing in socio-economic and working
factors. Data were collected by survey method
from 220 VASs taking 20 respondents ran-
domly from each district (Figure 1).

A constraint for the present study was opera-
tionalized as certain forces which may be so-
cial, psychological, infrastructural, managerial,
communicational, technological and institu-
tional operating singly or in conjunction with
each other and impeding the VASs in carrying
out their day to day activities pertaining to
successful livestock development. Schedule
was specially prepared for this study. Lists of
constraints were prepared through informal
discussions with the field extension personal as
well as VASs of AHD. To make this list more
comprehensive, items collected from literature,
experts, field personal and scientists were also
included. The items were later categorized un-
der the headings of social, psychological, infra-
structural, managerial, communicational, tech-
nological and institutional areas. Garrett’s
ranking technique was used.
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The respondents were asked to assign rank to
different constraints with respect to their opin-
ion. The order of the merit given by the re-

100 (Rij — 0.50)

Percent position = e
j

spondents’ was changed into ranks by using
the formula:

Where
R =Rank given for i" item by j" individual
N= Number of items ranked by j™ individual

The percent position of each rank was con-
verted into scores (Garrett, 1981). For each
factor, the scores of individual respondents
were added together and divided by the total
number of the respondents. The mean scores
for all the factors were ranked by arranging in
descending order.

RESULTS AND DISCUSSION
Identification of Constraints

Frequently occurring constraints under the
sub -heads of social, psychological, infra-
structural, managerial, communicational,
technological, and situational were identified
and presented in the Tables 1-7.

Table 1: Ranking pattern on social constraints

Social Constraints

The ranking pattern of social constraints in
the Table 01 in combination probably gave an
overall picture of the social system prevailed
in the state in respect to livestock develop-
ment. Out of the total nine constraints, “non
separation of contagious animals” emerged as
most important as the rest. Since the diseases
are to be prevented and causes are to be elimi-
nated at the source itself, the importance of
separation of contagious animals needs no
explanation. The fact that many farmers rear
animals with limited space and no interest has
been given to such type of healthy measure-
ment made the situation worst reported many
a times. Therefore respondents’ strong expres-
sion in this regards were quite logical. With
regards to the second and third priority, vil-
lage organizations are less involved in pro-
moting dairying and misguidance of quacks
was also understandable. Findings of Saharia
(1990), who also reported that village organi-
zations are not attracted in dairying and mis-
guidance of quacks as important constraints to
the sustainable dairy farming as perceived by
veterinarians in the state of Assam support the
finding of the present study. Surprisingly, that
respondent did not put more emphasis on
“farmers’ preference natural service over arti-
ficial insemination (AI)”. It implied that farm-

S1 Constraints Mean  Rank
No. Score

1 Non separation of contagious animals 68.03 I

2 Village organizations are less involved in promoting 58.12 II
dairying

3 Misguidance by quacks 55.98 I

4 Farmers preference for natural service over A.I 54.75 v

5 Lack of farmers faith on modern veterinary medicine 53.64 A%

6  Farmers interest are for keeping local bulls un-castrated 49.03 VI

7  Farmers are less interested in cultivation of 43.70 VII
improved/hybrid varieties of fodder crops

8  Farmers give more importance to bullocks than dairy 36.54 VIII
animals

9  Performance of pregnancy test considered as against social 30.37 IX

norms, by farmers
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ers in Andhra Pradesh have more faith on Al
to get their cows pregnant. This situation is
quite natural with present accelerated breed-
ing programs with expanding facilities for Al
spread in the state. Therefore result in this re-
gards were in accordance with the expecta-
tions.

Psychological Constraints

In general, it is assumed that in the context of
human behavior there is no end to psychologi-
cal constraints. (Saharia, 1990). Among the
seven specific constraints incorporated under
this category, lack of awards and rewards
emerged as most important with mean score
of 63.15 (Table 02). Every employee expects
that his/her work should be recognized in one
way or another. What an employee wants is
that solid proof that, their superiors really
cares about the job they do. Better recogni-
tion of one’s work would encourage employee
to perform better. It was clear from these ob-
servations that the department had no perspec-
tive rewards for the VASs in recognition of
their good performance. This finding is in
agreement with literature (Sharma,1980;
Acharya, 1984; Nataraju and Channegowda,
1986; Nayaket al., 1986;Thippeswamaiah,
1991; Nagananda, 2005 and Sandika, et al.,
2007).

From the table 02 it was evident that poor
accessibility to professional development
ranked second among them. The professional
development opportunities are highly ne-

glected in AHD as perceived by respondents
of the study. The importance of competency
as well as professional capacity needs no
explanation. This particular constraint with a
mean of 62.13 clearly suggests the need for
upgrading the professional competency of
the staff by giving them opportunities to
prosecute higher studies. The organizational
support to an individual’s career and personal
affairs is more vital than monetary or other
material rewards and reduces turnover of em-
ployees (Blau, 2001).Training at one time
had a restricted meaning of education; in
the modern industry the term has become
much broader, purely indicating efforts to
develop sensory- motor proficiencies. This
result is in conformity with findings of
Venkatasubramaniam and Ramchand (1992)
and Punjabi et al. (2005). The third among
the psychological constraints which had its
mean score 59.51. It was also inferred that
with a brighter promotional opportunities
VASs could improve his/her status both in
organization and society. Promotion is up-
ward growth in one’s job hierarchy as a con-
sequence of human capital investment, recog-
nition of past performance and an incentive
for future performance (Ahmed et al, 2010).
Moreover, it is the probability of winning
prize and an outcome of revealed ability of
worker at his job (Lazear & Rosen, 1981). It
satisfied the need for recognition and serves
as a great motivator of job performance.
Moreover, the poor promotional opportuni-
ties in the animal husbandry department
made the VASs to rate this particular con-

Table 2: Ranking pattern on psychological constraints

N | Constraints Mean Rank
No. Score

1 Lack of awards and rewards 63.15 I

2 Poor accessibility to professional development 62.13 I

3 Less avenue for promotions 59.51 11
4 Lack of motivation for veterinarians 49.72 VI
5 High pedigreed animals invite complications 47.71 \Y%

6 Lack of affection for crossbred animals 38.88 VI
7  Lack of good rapport with farmers 32.99 VII
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straint as an important psychological con-
straint. The VASs were dissatisfied with
their promotional opportunities. Hence, the
present study brings out the urgent need for
policy makers and administrators to make
avenues for prompt promotions.

These results are in line with the findings
of Sharma (1980), Acharya (1984), Nataraju
and Channegowda (1986), Nayaker al.
(1986),Nagananda (2005), Naganandaet al.
(2006) and Sandikaet al.( 2007).

In the rest of the psychological constraints,
the respondents have almost randomly distrib-
uted in all the degrees without showing any
specific degree for any of the left out areas.

Infrastructural Constraints

A perusal of the table 03 reveals that VASs of
the study area perceived that shortage of
equipments as the most important constraint
to them. The depth of truth in this regard was
realized by the researcher herself at the time
of data collection, the dispensaries were run-
ning short of equipments like syringe, nee-
dles, sterilization sets and other accessories. It
was observed that most of the dispensaries
were not equipped with essential surgical
equipments. Though the VASs had the skill to
perform minor operations and even dairy
farmers were ready to bear the expenses as
the increased value of livestock, the VASs

could not perform those due to lack of proper
surgical equipments. These findings are in
confirmation with Saharia (1990), Badhulal
(1999) Ravikumaret al. (2005) and Punjabi et
al. (2005). Lack of conveyance for VASs was
the second major constraint as perceived by
VASs. The VASs were not provided with a
vehicle and also not given any travel allow-
ance. The findings of  Saharia
(1990), Thippeswamaiah (1991), Rath, (1992),
Bosco (2000), Popat et al. (2002), Na-
gananda (2005) and Punjabi et al. (2005) and
Biradar (2009)also fit well in this line.

Lack of conveyance for VASs and limited
supplies of resources not only makes the im-
possibility of door step service, but also hinder
their capacity to address situations in the field.
Improper storage facilities for medicines and
vaccines in the dispensaries were also identi-
fied as important by the respondents. This re-
flected that non availability of refrigerators
and proper cupboards to store vaccine and
medicines in the dispensaries. A careful analy-
sis of the fact revealed that in most of the dis-
pensaries inadequacy of essential furniture
was noticed. This finding gets support from
the studies of Saharia (1990), Popat et al.
(2002), Chanderet al. (2003), and Sawant and
Nikam (2007).

Lack of adequate staff secured fourth place
under the infrastructural constraints. In fact,
there were severe shortages of para-

Table 3: Ranking pattern on infrastructural constraints

S1 Constraints Mean Rank
No. Score

1 [1l-equipped dispensaries 63.08 I

2 Lack of conveyance for VASs 62.98 II

3 Improper storage facilities for medicines and vaccines 57.97 11
4 Lack of adequate staff 49.72 VI
5 Poor infrastructure facilities 44.52 A%

6 Lack of facilities for veterinary service at farmers door 37.55 VI
7 Delayed reporting of disease 30.76 VII
8 Instability of Veterinarians in their working place 18.48 VIII
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veterinarians to assist the veterinarians and
also lack of attendants too. Lack of adequate
skilled subordinate staff in the livestock ser-
vice delivery system in the recent past had
been a matter of serious concern. Therefore, if
the feeling of the VASs could be considered
as the true reflection of the gravity of the
situation, this constraint should alarm the au-
thority to take necessary steps so that, effi-
cient livestock service could become accessi-
ble to the poor livestock farmers. The find-
ing of inadequate supporting staff at field
level of the present study are in confirma-
tion with the literature (Rao and Sastri,
1984; Sohal, 1985; Badhulal, 1999; Punjabi et
al., 2005;Ravikumaret al., 2005 and Biradar,
2009).

In the rest of the constraints under the cate-
gory of infrastructural, respondents were al-
most equally distributed in all frequencies
without showing any specific degree.

Managerial Constraints
Out of the ten specific constraints (Table 04)
on which the respondents were asked to rank
according to their priority, the 3 constraints
received maximum priority were:
Inadequate policies and regulations
Inadequacy of front line field officers
Little or no participation in programme
planning
Majority of the respondents considered that

lack of policy and regulations were the major
constraints pertaining to the managerial as-
pects. While there is increasing demand for
livestock products, underprivileged can take
benefit only after they overcome economic,
technological and social constraints (Thomas
and Rangnekar, 2004). To be able to do so
they need strong support of appropriate re-
search and extension as well as strong live-
stock policy. The results reported by earlier
researchers (Rao and Sastri, 1984; Sohal,
1985 and Biradar 1986) are in line with the
findings of the present study. The second
most important managerial constraint with a
mean score of 58.00, inadequacy of front line
field officers indicated lack of manpower.
Several veterinary positions were vacant, with
the result that one VAS was simultaneously
handling more than 2 or 3 animal health cen-
ters. The third important managerial con-
straint was little or no participation in pro-
gram planning. In many cases the VASs were
not consulting, and targets were fixed by the
administrators which led to unrealistic targets.
Given an opportunity people in the organi-
zation would like to participate in decision
making and goal setting procedure and ex-
pectedly would improve their role perform-
ance. The lower or modest participation of
employees are not desirable for the success of
any organization. Employee participation in
decision making can be described as one of

Table 4 : Ranking pattern on managerial constraints

S1 Constraints Mean Rank
No. Score
1 Inadequate policies and regulations 65.36 I
2 Inadequacy of front line field officers 58.00 II
3 Little or no participation in programme planning 56.55 1
4 Few people get all benefits 50.18 v
5  Insufficient budget allocation for programme execution 50.09 \Y
6 Lack of proper guidance in crisis situation 50.01 VI
7  Lack of Monitoring and evaluation 44.40 VII
8 Ideas, suggestions are not valued 41.42 VIII
9  Lack of supervision 41.35 IX
10  Week coordination among VASs 30.29 X
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the most important, but least practiced con-
cepts in the organizational development. Cer-
tainly, in public sector organizations par-
ticularly when most of its employees of
different categories work in different
places, participative decision making is a
matter of distant proposition.

Therefore, there was no wonder that this par-
ticular constraint received third rank and this
confirmed the importance of VASs involving
in planning process. This result is in agree-
ment with the findings reported by
Venkatasubramaniam and Ramchand (1992).

In the rest of the constraints, the respondents
were almost randomly distributed in all the
degrees without showing any inclination for
any specific degree for any of the left out ar-
eas.

Communicational Constraints

Like all process which involves human beings
and their emotions, the process of communi-
cation is complicated, unpredictable and diffi-
cult to control. The constraints relating to this
area were measured with 6 specific state-
ments. The three prominent constraints per-
ceived by the respondents receiving 63.08,
59.85 and 49.5 scores (Table 05) were, dis-
cussing field problems and get low priority in
the meetings, no research extension dialogue
and lack of feedback on performance were
quite understandable. Realization of the fact
that, most of the times the administrators did

not realize the worth or importance of issues
faced by field level functionaries in their re-
spective field of operation. This situation was
leading to the problems getting complicated
with this ignorance and less interest. Accord-
ing to Vroom (1964), sensitivity of organiza-
tional management for well being of employ-
ees and supportiveness in their personal af-
fairs at workplace has positive effect on the
job satisfaction. The findings of Rao (1987)
also fit well in this line. Switching into the
second and third major communicational con-
straints, no research and extension linkage and
lack of feedback on performance were quite
logical. The problem of establishing effective
research- extension linkage appears frequently
in the literature. The World Bank (1985) iden-
tified the gap between research and extension
as the most serious institutional problem to
overcome in developing an effective research
and extension system. There is need to pre-
test technologies and recommendations before
wider application since these recommenda-
tions should not only be technologically
sound, economically viable but should also be
socially acceptable. Necessity of introducing
technology is well understood. But this result
highlighted the fact that need of strong re-
search extension linkage in terms of identifi-
cation needs and feedback of the farmers and
also of modifying technologies and recom-
mendations. Coming to the point of “lack of
feedback”, research findings over five decades
has amply documented that feedback is an im-
portant means for increasing motivation, job

Table 5: Ranking pattern on communicational constraints

S1 Constraints Mean Rank
No. Score
1 Discussing field problems get low priority in the meetings 63.08 I
2 No research -extension dialogue 59.85 II
3 Lack of feedback on performance. 49.50 1
4 Lack of participativeness 48.24 v
5 Difficulties in communication for VAS posted in distant 41.58 A%
places
6 Timely communication is not available 37.75 VI
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satisfaction and role performance of the vari-
ous kinds of employees. Feedback is the
cheapest, most powerful yet, most under used
management tool that we have at our disposal.
VASs may have a great sense of direction but
that may not be sufficient to keep them on
track. They like to feel involved and identified
with their organization. Feedback can help
achieve that state. The realization that “lack of
participativeness” was none other than just
indication of the urgent need of participation
and involvement in livestock development
planning process. It truly reflected the situa-
tion where the planning was done by someone
and responsibility for success was given to
others who were not directly involved in the
initial planning. Therefore it was mandatory
for the VASs to accept all the shortcomings in
planning which made him to rate this as an
important constraint. These issues were matter
of great concern for the department. These
findings are partly in line with Venkatasubra-
maniam and Ramchand (1992).

Technological Constraints

Among the technological constraints, arbi-
trary target fixation for artificial insemination
(Al) was the most serious constraint as per-
ceived by VASs. The mean score was 68.38.
In many cases the VASs were not consulted
and targets were fixed by the administrators
which lead to unrealistic targets. Therefore,

no wonder that this constraint received high
priority and this confirmed the importance of
involving VASs in goal setting. This was in
line with the observation of Venkatasubrama-
nian and Ramchand (1992). Delayed reporting
of heat secured third position. The success of
Al is depend on a great extent on the proper
time of insemination. The conception rate and
number of calves born would be affected in
case the farmers presented their animals for
Al during late heat. This reflected upon the
performance of VASs which might be a cause
of concern to them. The other constraints felt
by sizeable number of respondents were, lack
of knowledge on dairy innovations among
farmers (mean score 57.26), repeat breeding
(mean score 56.53) and unhygienic milking
(mean score 56.02), respectively. This also
indirectly indicates the urgent need of moni-
toring, evaluation and proper extension set-up
in study area. The constraint “repeat breed-
ing” may be due to several factors such as im-
proper time of insemination, poor health con-
ditions and growth, psychological problems
etc. This reflected upon the performance of
VASs which might be a cause of concern for
them. The above mentioned findings are in
line with the finding of Saharia (1990) who
also reported that delayed reporting of heat,
unhygienic milking and repeat breeding were
the major technological constraints as per-
ceived by VASs in Assam. The findings of

Table 6: Ranking pattern on technological constraints

S1 Constraints Mean Rank
No. Score

1 Arbitrary target fixation for Al 68.38 I

2 Delayed reporting of heat 58.48 II

3 Lack of knowledge on dairy innovations among the farmers 57.26 111

4  Repeat breeding 56.53 VI

5  Unhygienic milking 56.02 \Y

6  Supply of defective equipments 39.83 VI

7  Outbreaks of different contagious diseases arises at the same 39.17 VII

time
8  Inadequacy of high quality semen supply 34.06  VIII
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Venkatsubramaniam (1996) also fit well in
this line.

Situational Constraints

Existing situation of any organization and its
environment play a pivotal role in success or
failure of any development program (Saharia,
1990). In this regard, among number of situ-
ational constraints included in this study,
“high cost of dairy animals” was perceived as
the most important by VASs as evident by its
high mean score. This situation is quite logi-
cal. In economic theory, the law of supply
and demand is considered as one of the fun-
damental principles governing an economy. It
is described as the state where, as supply in-
creases the price will tend to drop or vice
versa, and as demand increases the price will
tend to increase or vice versa. In this scenario,
this indicated the fact that farmers’ preference
for crossbreds for milk production and in-
crease of demand for high yielding cross bred
animals might be the reason for that. There-
fore the result in this regard was in accor-
dance with the expectation. Indiscriminate
breeding is another major constraint which
pauses a serious question on breeding policy
and view of VASs on this aspect needs imme-
diate attention.

Keeping in view the multidimensionality of
the VASs job, these findings provide an in-
sight into the constraints that impede the effi-
cient functioning of VASs; it also provides
information of practical utility for the plan-

ners, policy makers and administrators.

The above mentioned constraints are all very
critical and addressing them would go a long
way in increasing the effectiveness of the ser-
vices provided by the veterinarians. However,
in reality it is not possible to address all the
constraints at the same time. Thus, it is impor-
tant to understand a few issues which were
regarded as most crucial by VASs. Therefore
an attempt was made and found that some im-
portant constraints which need to be mitigated
were arbitrary target fixation for AL, non sepa-
ration of contagious animals, insufficient poli-
cies and regulations, lack of awards and re-
wards, dispensaries are not well equipped and
discussion on field problems getting low pri-
ority in the meetings.

CONCLUSION

Constraints analysis would led to conclude
that the major constraints faced by the veteri-
naries while performing their roles needs to be
eliminated and due care should be taken by
the concerned to ensure that such problems do
not arise. Immediate measures should be
taken by the AHD authorities to help the vet-
erinarian to overcome the exiting constraints.

ACKNOWLEDGEMENT

The financial assistance for the first author,
from the Council of Agricultural Research
Policy (CARP), Sri Lanka is greatly acknowl-
edged.

Table 7: Ranking pattern on situational constraints

SI Constraints

Mean Rank
Score

High cost of dairy animals
Indiscriminate breeding

More emphasis on reports and records

Difficulty in disposing of male calves

62.49 I
54.09 II
51.77 I

47.75 \Y%

Lack of motivation for dairying in new generation 45.28 VI
Delayed transportation and supply of essential items 38.49 VII

1
2
3
4 Frequency occurring of flood and droughts 47.88 v
5
6
7
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