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Executive Policy Brief

Why this matters

Bangladesh has made remarkable progress in developing improved rice varieties.

The next step is to build an equally effective seed system that delivers these

innovations to farmers.

The challenge is ensuring that newly released varieties reach farmers quickly and

remain available in the marketplace.

Evidence from the Project

Newly released public varieties perform well

e High yields under farmer—managed conditions
e Shorter growing duration than traditional varieties

e Suitable for climate adaptation in the Haor region
Farmers adopt new varieties when seed is available

e Adoption expanded rapidly once quality seed became available.
e Little yield difference was observed between project and non—project farmers
cultivating the same varieties.

e Farmers learned through experience and farmer networks.

Seed access is now the main bottleneck

The project indicates that improving farmers’ access to quality seed is likely to have

greater impact than expanding conventional training programmes.



Policy Recommendations

The Central Policy Question

“How can Bangladesh deliver agricultural innovations to farmers?”

1. Expand decentralized seed multiplication

Encourage qualified organizations—including public institutions, local NGOs, community
seed producers, and private companies—to multiply newly released varieties close to

farming communities.
2. Prioritize seed accessibility

Shift investment from repeated farmer training toward seed multiplication and seed
distribution.

3. Utilize the existing commercial seed market

Rather than creating new distribution systems, make full use of existing seed dealers

and retailers.
4. Introduce market incentives

Provide appropriate incentive mechanisms so that newly released public varieties can

compete fairly with commercial hybrids.
5. Strengthen national rice seed policy

Maintain farmer choice, strengthen market competition, and ensure long—term food

security through an effective public seed system.

Central Message

Bangladesh has made remarkable progress in developing improved rice varieties.
The next step is to build an equally effective seed system that delivers these

innovations to farmers.



About This Publication

This publication consists of two complementary reports:

Volume 1

Policy Recommendations for Strengthening Bangladesh’s Seed System (this report)

Volume 2

Technical Report on the Performance and Dissemination of Newly Released BRRI Rice Varieties in
the Haor Region (BRRI Technical Report)

Supporting tables and supplementary information are included in the Annexes of Volume 1.

Preface

This initiative originated after the devastating flash flood of 2017, when many farmers in the Haor
region lost almost their entire Boro rice harvest. Share the Planet Association and its local partner,
ASED HABIGONUJ, shifted their joint activities from environmental education to agricultural
livelihood support.

While exploring possible technical solutions, the two organizations discovered at BRRI that suitable
short—duration rice varieties had already been developed. The challenge was therefore not
developing new technology, but ensuring that existing varieties reached farmers. The lessons

presented in this report reflect eight years of practical experience addressing that challenge.
Chapter 1. Introduction

1.1 Background

The Haor region is one of Bangladesh’s most important rice—producing areas, where agricultural
production depends largely on dry—season Boro rice. However, rice production has become
increasingly vulnerable to climate—related risks, including early flash floods, rice blast disease, heat

stress, and irrigation water shortages.

To address these challenges, the Project on “Practice and Dissemination of Disaster—Resistant
Climate Change—Adaptive Agriculture” introduced recently released BRRI rice varieties together
with measures to strengthen seed production and dissemination systems. The project was
implemented by ASED HABIGONJ under the JICA Grassroots Partnership Program in collaboration

with BRRI, the Ministry of Agriculture and its affiliated organizations, local governments, and



farming communities.

1.2 Purpose of this Report

This report summarizes the principal achievements and policy implications of the project for future

dissemination of climate—resilient rice varieties in the Haor region.

The assessment is organized around the three intended outcomes defined in the original project

proposal:

1. Target farmers practice climate change adaptive agriculture and its effectiveness is
demonstrated.
2. New seeds suitable for the Haor area are available inside and outside the target area.

3. Various stakeholders are aware of project outcomes and lessons learned.

Rather than describing project activities in detail, this report focuses on the evidence
generated by the project and discusses its implications for future seed dissemination

policies in Bangladesh.

1.3 Scope of the Report

The report is based primarily on longitudinal survey data collected from project
households between the 2021 baseline survey and the 2024-25 Boro and 2025 Aman
seasons, together with information on seed production, dissemination, and stakeholder

collaboration obtained during project implementation.

Chapter 2 summarizes the principal achievements of the project using key quantitative
evidence.

Chapter 3 discusses the major findings derived from these results, while

Chapter 4 presents policy recommendations for strengthening the dissemination of

climate—resilient rice varieties throughout the Haor region.

This report is intended as a policy—oriented summary of the project’s principal findings and
recommendations. Detailed technical analyses, methodology, and varietal performance data are
presented separately in the accompanying BRRI Technical Report. Supporting tables,
supplementary analyses, and background information are provided in the Annexes for readers

wishing to examine specific topics in greater detail.



Chapter 2 Project Achievements

This chapter summarizes the principal achievements of the project based on field survey results,
seed production records, and government statistics. Rather than providing detailed technical
discussion, it presents the main evidence that forms the basis for the lessons learned and policy

recommendations in the following chapters.

2.1. Variety replacement

In this report, the term “Traditional HYV” refers to the long—established BRRI varieties, primarily
BRRI dhan28 and BRRI dhan29, and is used only to distinguish them from recently released BRRI

varieties.

Figure 2 illustrates the major changes in rice varietal composition during the project period. The
area planted to traditional BRRI varieties declined substantially, while recently released BRRI
varieties, especially BRRI dhan88 and BRRI dhan92, expanded rapidly. Commercial hybrid varieties
such as Jankraj and Nafco also occupied a considerable share of cultivated area. These results
demonstrate a substantial shift from traditional BRRI varieties to recently released BRRI varieties.
At the same time, commercial hybrid varieties continued to occupy an important position under

certain production environments.

Figure 2. Changes in Major Variety Production (2021-22 vs 2024-25)
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Source: Project household survey data. Values represent production by major variety in metric tons.



2.2. Variety performance

Table 1. Official Characteristics and Observed Performance of Rice Varieties

Official Characteristics and Observed Performance of Rice Varieties (Farmer-Managed Conditions in the Haor Regior

Official Actual
- Actual
i Release Growth Official Growth R Observed
Variety Category i i i Yield Remarks
Year Duration |Yield (t/ha)| Duration (t/ha) Year
a
(days) (days)
Traditional HYV
Traditional Short—
BRRI dhan28 duration HYV 1994 140 6.0 3 27| 2021-22
BRRI dhan29 Traditional long= 1994 160 7.5~8.0 169 26| 2024-25
duration HYV
Improved Short-duration HYV
BRRI dhan67 Improved Short 2014 145 38~74 1445 69| 2024-25
duration HYV
BRRI dhan84 Improved Short= 2017 140 6.0 1415 39| 2024-25
an duration HYV : : :
Improved Short— _
BRRI dhan88 duration HYV 2018 140 7.0 144.3 7.4 2024-25
Improved _
BRRI dhan96 Short—duration HYV 2020 140 7.0 144 74| 2024-25
Improved Short— _
BRRI dhan100 duration HYV 2021 145 7.0 145.1 6.8 2024-25
Improved long-duration HYV
BRRI dhan89 Improved Long= 2019 155 80 155.1 73| 2024-25
an duration HYV ! . :
Improved Long— _
BRRI dhan92 duration HYV 2019 145 7.2 157.3 7.2| 2024-25
Improved Long— _
BRRI dhan102 duration HYV 2022 155 7.5 154.5 76| 2024-25
BRRI dhan105 Improved Long= 2024 158 8.0 1575 79| 2024-25
duration HYV
BRRI Hybrid
BRRI Hybrid dhan3 |BRRI Hybrid 2009 145 8.0 1435 6.9 2023-24
BRRI Hybrid dhan5 |BRRI Hybrid 2012 145 9.0 145.1 83| 2024-25
BRRI Hybrid dhan8 |BRRI Hybrid 2023 145 85~9.0 146.2 11.9( 2024-25
Commercial Hybrid
Hira Commercial Hybrid = 140~145 85~9.0 148.2 6.2 2024-25 |Chinese—origin
. . . Likely of
Jankraj Commercial Hybrid = 145~150 8.0~9.0 146.9 71| 2024-25 . ..
India origin
. . Likely of
Nafco Commercial Hybrid - 145~150 8.0~9.0 146.9 7.9 2024-25

Chinese origin

* : Official yield and duration values are based on BRRI published variety descriptions.

*%: In this report, “Traditional HYV” refers to long—established BRRI varieties (mainly BRRI dhan28 and BRRI dhan29) and is

used only to distinguish them from recently released BRRI varieties.



Table 1 compares the official varietal characteristics published by BRRI with actual performance
observed under farmer—managed conditions in the Haor region. Most recently released BRRI
varieties achieved yields close to their official performance while requiring shorter cultivation
periods than BRRI dhan29. Commercial hybrids also showed high productivity, whereas BRRI Hybrid
dhan8 recorded exceptionally high yields under limited cultivation. These results demonstrate that
several recently released BRRI varieties achieved both high yield potential and shorter cultivation

periods under farmer—managed conditions.

Figure 3. Average Yield and Cultivation Duration of Major Rice Varieties (2024-25)
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Source: 2024-25 Boro Database

Figure 3 compares average yield and cultivation duration by variety. Newly released short—duration
BRRI varieties combined relatively high yields with shorter growing periods, while improved long—
duration varieties maintained high productivity with acceptable cultivation duration. Figure 3
illustrates the performance characteristics of each variety in terms of yield, cultivation duration,

and adoption area.



2.3. BADC Expansion
Figure 4. Transition of BADC Seed Sales from Traditional to Improved BRRI Varieties
(Habiganj District)

Changes in BADC Sales of Traditional and Improved BRRI HYV Seeds

Annual BADC seed sales showing the transition from traditional to newly released BRRI
varieties.
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Figure 4 shows changes in BADC seed sales in Habiganj District during the project period. Sales of
traditional BRRI varieties declined to almost zero, while sales of improved BRRI varieties increased
steadily and exceeded 200 tons by 2024-25. Throughout the project, coordination was maintained
with BADC and other relevant government agencies. While the increase in BADC seed sales cannot
be attributed solely to the project, the project contributed to demonstrating farmer demand for
newly released BRRI varieties and their performance under farmers’ field conditions. Establishment

of Local Seed Production



2.4 Establishment of Local Seed Production

Table 2. Distribution of ASED HABIGONJ-Produced Seed by

Dissemination Channel (2024-25)

Dissemination Channel Qu(akng';lty SQ;;e
NGOs (SERAA, PADMA, ABAS, etc.) 6,163 60.2
ASED Branches (Habiganj & Sunamganj) 1,902 18.6
Local Sales 800 7.8
Seed Dealers 1,373 13.4
Total 10,238 100

Table 2 summarizes the distribution of seed produced by ASED HABIGONJ during the 2024-25
Boro season. A total of 10.2 tons of certified seed was distributed through multiple channels.
Approximately 60% was supplied to partner NGOs implementing agricultural projects in other
districts, while 18.6% was distributed through ASED’s own branch offices. Seed dealers accounted
for 13.4%, and direct local sales represented 7.8% of total distribution.

ASED HABIGONJ established a local seed production system capable of producing certified seed
of newly released BRRI varieties. By 2026, annual production capacity had expanded to more than

30 tons. Seed produced by ASED HABIGONUJ is now distributed across five districts and 21

upazilas, well beyond the original project area.




Figure 5. Seed Dissemination Pathways for Newly Released BRRI Varieties
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Figure 5 illustrates the seed dissemination pathways established during the project. Newly released
BRRI varieties were introduced through collaboration with BRRI and multiplied by ASED
HABIGONJ. The produced seed was disseminated through several complementary channels,
including direct distribution to project farmers, sales to partner NGOs implementing agricultural
projects in other districts, and farmer—to—farmer seed exchange.

By combining institutional seed production with existing farmer seed—sharing practices, the project
contributed to expanding the availability of newly released BRRI varieties both within and beyond
the project area.

The project demonstrated a practical model for disseminating newly released BRRI varieties

beyond the initial project area through collaboration among BRRI, local organizations, and farmers.

2.5. Project Farmers and Non-project Farmers

Figure 6. Yield Comparison between Project and Non-project Farmers (Boro 2024-25)
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Figure 6. Yield Comparison between Project and Non-project Farmers (Boro 2024-25)
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Note: Varieties with n > 3 in both groups are included.
N indicates the sample size (Project Farmers / Non-project Farmers).

Figure 7. Yield Comparison between Project and Non-project Farmers (Aman 2025)
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The figures compare the yields of project farmers and non—project farmers cultivating the same
rice varieties in the same villages. Overall, yield differences between the two groups were small,

with no consistent advantage observed for either group across varieties.
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The results indicate that non—project farmers who gained access to the same improved varieties
were able to achieve vyield levels comparable to those of project farmers under similar farming

conditions.

These findings suggest that access to improved seed may be a more important factor in improving

productivity than participation in the project itself..

2.6. Rice production

Figure 8. Changes in Average Annual Boro Rice Production per Household
Balanced panel of 286 project households (2021-22 to 2024-25)
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Note: Based on a balanced panel of 286 project households with complete Boro production records for all four Boro seasons
(2021-22 to 2024-25). One household with missing production data in 2021 was excluded.
Source: Project household survey and production database.
Figure 8 summarizes changes in average annual Boro rice production among the same 286 project

households throughout the project period. Average production per household increased from 3.90

t in the 2021-22 Boro season to 4.72 t in 2024-25, representing an increase of approximately 21%.

Production declined sharply in 2022-23 because of a severe rice blast epidemic.
It partially recovered in 2023-24, although irrigation water shortages during the reproductive stage
continued to reduce vyields. Nevertheless, production continued to recover, exceeding the baseline

level by the end of the project period.

This improvement was also reflected at the project level. Total Boro rice production increased from
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1,116 t in 2021-22 to 1,350 t in 2024-25, while the cultivated area remained broadly comparable
(190.0 ha and 185.7 ha, respectively). These results indicate that the increase in production was
achieved primarily through improvements in productivity associated with varietal replacement
rather than through expansion of cultivated area. This indicates that the project contributed not
only to recovering production after consecutive climatic shocks but also to increasing overall rice

production among participating households.

Note: Figure 8 is based on data from 286 project households with complete Boro production
records for all four Boro seasons (2021-22 to 2024-25). Of the 297 project households, 10
households with no available Boro production records for the 2021-22 baseline season (either
because they did not cultivate Boro or because data were not collected) and one household with

missing vield data were excluded from the analysis.

2. 7. Additional Achievement: Introduction of Aman Rice Cultivation

Table 3. Expansion of Aman Rice Cultivation during the Project Period

~2022 2023 2024 2025
Union | Village | HHs % HHs % HHs % HHs %

Laskorpur 78|  100% 90| 115% 86| 110% 97|  124%
Boangaor] 45 100% 56|  124% 54| 120% 61| 136%

Char Ham 33| 100% 34| 103% 32| 97% 36| 109%

Pukra 46|  100% 100 217% 110  239% 110  239%
Katkhal 9| 100% 60| 667% 54 600% 54 600%

Pukra 371 100% a0l 108% 56|  151% 56|  151%

Total 124  100% 190 153% 196 158% 207| 167%

Although the primary focus of the project was the dissemination of climate—adaptive Boro rice

varieties, the project also encouraged the reintroduction of Aman rice cultivation as an additional
achievement. Before the project, many farmers had abandoned Aman cultivation because the
varieties previously available produced relatively low yields under Haor conditions. As a result,

households depended almost entirely on a single annual Boro crop.

The project introduced several improved Aman rice varieties with higher yield potential. Farmer
experience demonstrated that these varieties performed better than expected under local
conditions, encouraging more households to cultivate Aman rice. As shown in Table 3, the number

of Aman—growing households increased from 124 before the project to 207 by 2025.

13



Although Aman rice is expected to remain a secondary cropping system in the Haor region, the
experience demonstrated that improved varieties can provide farmers with an additional production

option where Aman cultivation had previously been considered unprofitable.

The evidence presented in this chapter reveals three important observations.

First, newly released BRRI varieties performed very well under farmer—-managed conditions.

Second, farmers adopted these varieties once quality seed became available through different

dissemination channels.

Third, little difference was observed between project and non—project farmers cultivating the same

varieties.

These findings provide the basis for the policy discussions presented in the following chapter.

Detailed technical analyses are presented separately in the accompanying BRRI Technical Report.

Additional supporting information is also provided in the Annexes.
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Chapter 3. Key Findings and Policy Implications

The findings presented in Chapter 2 highlight that successful dissemination of newly released BRRI
varieties depends not only on varietal performance but also on effective seed supply systems and
institutional support. This chapter discusses the key findings derived from the project and their

implications for future dissemination strategies in the Haor region.

3.1 Farmers Do Not Select Varieties Based on Yield Alone

One of the most important findings of this study is that farmers do not select rice varieties solely
on the basis of yield. Figure 3 shows that several newly released BRRI short—duration varieties
achieved yields comparable to commercial hybrids while requiring shorter cultivation periods,

offering clear advantages for reducing flood risk.

However, farmer interviews revealed that ease of cultivation is becoming increasingly important in
farmers’ varietal choice. Like producers everywhere, farmers prefer varieties that require fewer
field visits, simpler management, and lower production risk while maintaining stable yields. This
preference was particularly evident where fields were located far from farmers’ residences.
Commercial hybrid varieties have been widely adopted because they respond well to these

practical needs.

The rice blast epidemic during the 2022-23 Boro season further reinforced farmers’ preference for
stable production. Although BRRI has released improved blast-resistant varieties, farmers continue
to evaluate varieties not only by yield but also by management requirements and production

stability.

These findings indicate that the continued cultivation of commercial hybrids does not necessarily
reflect superior varietal performance. Rather, their success results from a combination of easier
crop management, lower perceived production risk, and an effective commercial seed supply
system. The project therefore demonstrates that successful dissemination depends not only on
varietal performance but also on how well new varieties respond to farmers’ practical needs and

are supported by sustainable seed supply systems.

The continued success of commercial hybrids does not necessarily reflect superior varietal
performance. The project demonstrated that several newly released BRRI varieties performed

equally well under farmer—-managed conditions and were well accepted by farmers.

15



3.2 The Next Challenge Is Rapid Dissemination of Newly Released

Varieties

The project results indicate that the principal constraint to the wider adoption of newly released
BRRI varieties is no longer varietal performance but farmers’ access to seed. Newly released BRRI
varieties performed well under farmer—-managed conditions, and farmers adopted them rapidly

whenever seed became available.

A particularly important finding was that project farmers and non—project farmers achieved similar
yields when cultivating the same improved varieties. This indicates that farmers did not require
continuous project support to use the new varieties successfully. Once they obtained seed, they
were able to evaluate the varieties, adapt their cultivation practices, and share knowledge through

existing farmer networks.

This finding challenges the conventional dissemination approach, which has focused primarily on
demonstration plots and farmer training. Demonstration activities may successfully stimulate
farmers’ interest in new varieties, but their impact remains limited if farmers cannot obtain seed in

the following planting season.

The project demonstrated that sustainable dissemination requires effective seed supply systems
involving multiple actors, including BADC, local NGOs, farmer seed saving, and farmer—to—farmer
seed exchange. The experience of ASED HABIGONJ further showed that local organizations can

play an important role in decentralized seed multiplication and dissemination.

The policy challenge has therefore shifted from demonstrating new varieties to ensuring continuous

farmer access to seed.

3.3 Expanding Seed Production Is the First Priority

The project demonstrated that adequate seed production is the foundation for the large—scale
dissemination of newly released BRRI varieties. Regardless of varietal performance or farmer

training, dissemination cannot expand unless sufficient quantities of quality seed are available.

During the project period, both public organizations and local initiatives increased seed production,

demonstrating that different types of organizations can successfully produce quality seed under
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appropriate quality control. However, current production remains insufficient to support

dissemination throughout the Haor region.

The priority is therefore not simply to increase seed production, but to establish a system that

enables newly released BRRI varieties to reach farmers as quickly as possible after their release.

The project demonstrated that farmers rapidly adopted improved varieties once seed became
available. Future efforts should therefore focus on building a seed production and distribution
system capable of delivering newly released BRRI varieties to farmers rapidly after their release.
Accelerating farmers’ access to new varieties is how as important as developing the varieties

themselves. This finding naturally leads to the policy recommendations presented in Chapter 4.
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Chapter 4. Policy Recommendations

4.1 Establish a Decentralized Seed Multiplication System for Newly

Released BRRI Varieties

As new varieties addressing climate resilience, nutritional improvement, and future production
challenges continue to be released, rapid dissemination will become increasingly important. To
ensure that these technological advances benefit farmers without unnecessary delay, Bangladesh
should strengthen a decentralized seed multiplication system capable of rapidly supplying newly

released BRRI varieties throughout the Haor region.

The Haor region cultivates approximately 450,000 ha of Boro rice each year. Supplying quality seed
for such a vast production area cannot realistically depend on a single organization or a centralized
production system. Instead, seed multiplication should be undertaken by multiple qualified

organizations operating across the region.

Locating seed multiplication close to farming communities offers important advantages beyond
simply increasing production capacity. Local seed producers are better positioned to understand
farmers’ varietal preferences, respond quickly to changing local demand, and supply varieties suited
to different production environments. Because they operate close to farmers, they can also adjust
seed production more flexibly as varietal demand changes over time. A decentralized system
therefore improves not only seed availability but also the responsiveness of the entire seed supply

system.

The Ministry of Agriculture should therefore encourage broader participation by qualified seed
producers—including public institutions, local NGOs, private seed companies, and other capable
organizations—while maintaining appropriate quality assurance and technical supervision. The
objective should be to build a farmer—-responsive seed multiplication system rather than relying on

a single production channel.

The continued development of improved rice varieties by BRRI remains essential. At the same
time, equal attention should now be given to ensuring that newly released varieties reach farmers
rapidly after their release. Establishing a decentralized and farmer-responsive seed multiplication

system would accelerate varietal dissemination, improve farmers’ access to quality seed, and
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strengthen Bangladesh's capacity to respond quickly to future climate change and emerging

production challenges.

This recommendation focuses on increasing seed production close to farming communities.

4.2 Prioritize Seed Accessibility over Farmer Training

Many agricultural development projects continue to place considerable emphasis on organizing
farmer groups and conducting repeated training activities as the primary strategy for technology
dissemination. However, the findings of this study suggest that this approach should be

reconsidered for the dissemination of newly released BRRI varieties.

Demonstration and training activities may successfully stimulate farmers’ interest in newly released
varieties, but their impact remains limited unless farmers can obtain quality seed in the following
planting season. Once improved seed becomes available, farmers are generally capable of
evaluating new varieties, adapting cultivation practices, and sharing knowledge through their own

experience and existing farmer networks.

Future dissemination programs should therefore prioritize improving seed accessibility rather than
expanding farmer training. A greater proportion of public resources should be directed toward seed
multiplication and dissemination instead of repeatedly organizing farmer groups and conducting

large—scale training activities.

Farmer training should continue to play a complementary role, particularly when introducing more
complex technologies. However, for the dissemination of newly released BRRI varieties, improving
farmers’ access to quality seed is likely to generate substantially greater impact than further

expanding conventional training—based dissemination approaches.

4.3 Make the Existing Seed Market Work for Newly Released BRRI

Varieties

Once sufficient seed is produced, the next challenge is how to deliver it efficiently to farmers. The
widespread dissemination of newly released BRRI varieties will require making full use of

Bangladesh's existing commercial seed market. Farmers are already purchasing seed through local
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seed retailers. The commercial seed distribution network is therefore already well established in the
Haor region where seed is readily available close to their communities at the time of planting.
Rather than establishing separate distribution channels, future dissemination strategies should build
upon this existing market network so that newly released BRRI varieties become as accessible as
commercial hybrid varieties. Interviews with seed companies and dealers conducted during the
project revealed that commercial hybrid seed generates approximately 60—-70 Tk/kg higher margins
than newly released BRRI varieties. Based on the estimated margin gap, a temporary sales
incentive of around 50 Tk/kg could substantially reduce the commercial disadvantage of newly

released BRRI varieties while requiring only a modest level of public investment.

However, the current market provides much stronger commercial incentives for hybrid seed than
for newly released BRRI varieties. Hybrid seed generates higher commercial returns for seed
companies and retailers, encouraging active promotion and wide distribution through existing
market channels. In contrast, despite their strong performance under farmer—-managed conditions,
newly released BRRI varieties receive relatively limited commercial promotion because the

economic incentives for multiplication, distribution, and retail sales remain weak.

This imbalance in commercial incentives has become one of the principal bottlenecks to the large—
scale dissemination of newly released BRRI varieties. The challenge is therefore not to create a
separate seed distribution system, but to ensure that the existing market also works effectively for

BRRI varieties.

The Ministry of Agriculture should establish incentive mechanisms that encourage qualified seed
companies, retailers, local organizations, and other seed producers to actively multiply, distribute,
and market newly released BRRI varieties. Such mechanisms could include sales incentives or

targeted subsidies provided at appropriate stages of the supply chain to offset lower commercial

returns and encourage broader market participation.

The objective is not to replace market mechanisms but to enable newly released BRRI varieties to
compete within them. By making better use of the existing commercial seed market, Bangladesh
can substantially accelerate the dissemination of newly released BRRI varieties while laying the
foundation for a more competitive and resilient national seed system. As shown in Annex 1, the
current market structure provides substantially stronger commercial incentives for hybrid rice

seeds than for BRRI HYVs.
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4.4 Reconsider Rice Seed Policy for Long-term Food Security

The existing commercial seed market should become the principal pathway for disseminating newly
released rice varieties. Farmers already obtain seed from local retailers, where seed is available
close to their communities at the time of planting. Rather than creating parallel distribution

systems, future dissemination strategies should make full use of this existing market network.

However, market mechanisms alone are unlikely to ensure the widespread dissemination of newly
released public rice varieties. Commercial hybrid varieties are actively promoted because they
provide stronger commercial incentives throughout the seed supply chain. In contrast, although
many newly released public varieties perform equally well under farmer—-managed conditions, they
generate much weaker incentives for seed producers, retailers, and distributors. As a result,
competitive public varieties risk gradually disappearing from the marketplace despite their strong

agronomic performance.

This issue extends beyond varietal dissemination. Rice seed policy should therefore be viewed not
only as an agricultural issue but also as an issue of national economic resilience and food security.
Rice is Bangladesh's staple food, and maintaining competitive public varieties in the marketplace is
an important component of national food security. If farmers become increasingly dependent on
commercial hybrid seed purchased every season, while competitive public varieties gradually
disappear from the market, future varietal choices may become increasingly determined by

commercial incentives rather than by agronomic suitability or national priorities.

Future rice seed policy should therefore seek an appropriate balance between market mechanisms
and public policy. The objective is not to replace the commercial seed market but to ensure that it
also functions effectively for newly released public varieties. Appropriate policy instruments—
including incentive mechanisms such as targeted sales subsidies at suitable stages of the seed
supply chain—should be considered to enable competitive public varieties to remain commercially
available alongside hybrid varieties.

Bangladesh has already invested substantial public resources in developing highly competitive rice
varieties through public research institution. Protecting farmers’ access to these varieties is
therefore not simply an agricultural issue but a strategic national investment. Appropriate incentive
mechanisms that keep competitive public varieties commercially available will help preserve farmer
choice, maintain competition in the seed market, and strengthen Bangladesh’s long—term food

security.
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Concluding Message

Bangladesh no longer faces a technology problem. Public research institutions have already

developed competitive rice varieties. The next challenge is to build a seed system that enables

those varieties to reach farmers rapidly, remain competitive in the marketplace, and continue

contributing to national food security. Achieving this will require not only continued varietal

innovation but also new approaches to seed production, dissemination, market incentives, and

agricultural policy.

Figure 10. From Technology Development to Seed System Reform
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Afterword

At the beginning of the project, one local seed retailer explained that BADC seed had to be sold
below cost because demand was too low and unsold seed would become worthless after the
planting season. That conversation raised a fundamental question: if retailers lose money by selling

improved public varieties, how can those varieties ever compete in the marketplace?

The future of Bangladesh's food security will depend not only on developing better rice varieties,
but on ensuring that every newly released public rice variety reaches farmers before it is overtaken

by the market.

The challenge was never simply developing better rice varieties. It was building a seed system that
allows those varieties to reach farmers. This experience from the Haor region may also provide

useful lessons for delivering future agricultural innovations throughout Bangladesh.

The ideas presented in this paper were not developed in an office. They emerged from
conversations with farmers, seed retailers, local organizations, and government officials over five

years of working together in the Haor region.

Ultimately, the success of future rice varieties will depend not only on scientific innovation, but on

whether farmers can actually obtain them when they need them.
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Annex 1. Comparison of Seed Supply Chains and Market

Structure

Purpose

This annex summarizes the current seed supply chain for newly released BRRI varieties and
commercial hybrid rice seed in Bangladesh. The objective is to illustrate why commercial hybrid
seed is distributed more actively through the existing market and to estimate the level of incentive
required for newly released BRRI varieties to compete effectively within the same distribution

system.

Table A-1. Comparison of Seed Prices and Marketing Incentives

Company-—
BADC Commercial ASED
[tem produced BRRI
BRRI HYV HYV Hybrid HABIGONJ

Seed production cost /
- 50-55 Tk/kg 180-190 Tk/kg 50-70 Tk/kg
purchase price

Seed company profit - 15 Tk/kg 60-70 Tk/kg  10-30 Tk/kg
Selling price to dealers 56 Tk/kg 80-85 Tk/kg  240-260 Tk/kg 80 Tk/kg
Dealer margin 8 Tk/kg 30-35 Tk/kg 60-240 Tk/kg 30 Tk/kg
Retail price (MRP) 64 Tk/kg 120 Tk/kg  300-500 Tk/kg 110 Tk/kg
Actual market price 70-80 Tk/kg 100-150 Tk/kg  300-500 Tk/kg 100-110 Tk/kg

Source: BADC Official Seed Price Notification (2024-25)

Interviews conducted in 2025-26 with seed companies, seed dealers, ASED HABIGONJ, and package information.
Note: Seed prices varied depending on the timing of sales within the planting season.

Prices were generally higher at the beginning of the sowing season and declined toward the end of the planting period,

resulting in a relatively wide price range.

Discussion

The comparison indicates that newly released BRRI varieties are already competitive in terms of
agronomic performance and retail price. However, the commercial incentives for multiplication and

marketing differ substantially across seed types.
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Commercial hybrid seed generates considerably higher profits for seed companies and provides
larger margins for dealers than newly released BRRI varieties. As a result, hybrid varieties are
actively promoted through the existing commercial distribution network, while BRRI varieties

receive relatively limited commercial attention despite their competitive field performance.

Interviews conducted during the project suggest that a temporary incentive of approximately 50
Tk/kg would substantially reduce this commercial gap and encourage wider multiplication and

distribution of newly released BRRI varieties through the existing market.

The objective is not to replace market mechanisms but to enable competitive public varieties to
participate under more equitable market conditions. Strengthening incentives throughout the supply
chain would accelerate farmers’ access to newly released BRRI varieties while preserving farmer

choice and supporting Bangladesh’s long—term food security.

Note: Several figures are based on interview data and are being reconfirmed. Minor revisions may

be made after verification, but they are not expected to change the overall conclusions.

Annex 2. Estimated Budget Requirement for a Temporary

Incentive Scheme

Purpose
This annex presents an illustrative estimate of the public budget required to introduce a temporary

sales incentive for newly released BRRI varieties in the Haor region.

The calculation is intended to demonstrate the approximate scale of public investment required to
improve the commercial competitiveness of newly released BRRI varieties during the initial

dissemination stage.

[tem Assumption
Boro rice area in the Haor region 450,000 ha
Estimated seed requirement 16,000—-18,000 t
Target coverage 25%
Target seed quantity 4,000-4,500 t
Proposed temporary incentive 50 Tk/kg
Estimated annual budget 200-225 million Tk
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Discussion

The calculation indicates that introducing a temporary incentive for one—quarter of the estimated

seed requirement in the Haor region would require approximately 200 million Tk per year.

Compared with the overall agricultural budget, this represents a relatively modest level of public
investment. Such an incentive could substantially improve the commercial attractiveness of newly
released BRRI varieties and encourage wider participation by seed companies, retailers, local

organizations, and other qualified seed producers.

The estimate is presented solely to illustrate the approximate order of magnitude of the investment
required. The actual budget should be determined by the Government of Bangladesh based on

future policy priorities, target coverage, and market conditions.

This is only an illustration.

As additional climate-resilient, nutritionally enhanced, and stress—tolerant rice varieties continue to
be released, a temporary incentive mechanism may become increasingly important for ensuring that

these public innovations reach farmers rapidly.
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