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A function is, "the aoct or operation expected of a person or thing," and for BARC the
functions are those acts and operations used to achieve its objectives. These are listed
in Section 5 of Order No. 32, amended, as follows:

"5. THE COUNCI. SHALL --

(a) Identify problems in various sectors of agriculture, determine priori-
ties and draw up long-term and short-term programmes of research
within the frame work of the national policy on agriculture;

(b) scrutinize and approve research proposals of various research insti-
tutes and experimental stations before forwarding such proposals to
the Govarnment;

(¢) evaluate and co-ordinate research work done by various research
institutes and experimental stations under the Government and
autonomous bodies, such evaluation to be in addition to the normal
evaluation by the institutes or stations concerned, and arrange
periodic review of research programmes of the institutes and stations
by comptent experts of the Council;

(d) evaluate if research facilities are adequate and whether existing
facilities are properly utilized and, for this purpose, taoke such steps
as are necessary to improve the quality of, and output from, research
activities;

(e) prepare master-plan for manpower requirement in agricultural
research and select the required number of scieniists and research
workers for training abroad and within the country ond award
fellowships and schiorarships in specialized fields for post-graduate
studies and for attending international seminars and conferences with
the approval of the Government;

(f) guide and supervise the activities of research projects financed by
the Councily

(g) advise the Government on agricultural problems on national and
international planes; :

{h) advise the Government in the matter of representation of Bangladesh
in international conferences and seminars on agricultural research;

(i) recommend measures for the utilisation of the results of research
carried out by research institutes, experimental stations, educational
institutions and laboratories under its control or under the control of

the Government or autonomous bodies;

() publish or otherwise disseminate technical and general information on
the results of research and any other information considered relevant
to research works and, for this purpose, give grants to the Universi-
ties and other institutes and may also recommend to the Government
to publish or disseminate such information through Government

agencies;

M
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(k) arrange national and international conference, seminars or short
course training in such fields of agricuiture as it deems necessary;

(1) establish, or assist in establishing, research institutes, research
centres, experimental stations, libraries and documentation centres,
museums, herbaria, plant introduction centres and germplasm banks;

(m) maintain contact with the agricultural research organisation of other
countries to ensure the rapid testing, adaptation and use of poten-
tially useful innovations for Bangladesh;

(n) establish linkoge between research and agencies propagating the
results of the research;

(o) sponspr and finance the travel expenses of suitable research workers
to visit research institutes and laboratories where cutstanding works
in their respective fields are being conducted;

(p) serve gs the national organisation and a co-ordinating agency for
research in all aspects of agriculture including crop, livestock, soil,
water, crop protection, agricultural engineering, forestry, fishery and
economic and social sciences;

(g) consolidate the research related to agriculture undertaken by the
various organisations;

(r) odvise the Government in ratters relating to the utilisation of
external aid for agricultural research; and

(s) provide funds to specific projects selected by the council." (14)
ifl. BANGLADESH AGRICULTURAL RESEARCH PROJECT -- USAID PHASE |

\n agreement was signed in March, 1976 between representatives of the government
£ the People's Republic of Bangladesh and the United States of America, providing for
ssistance under USAID Project No. 388-0003. The project was carried out during the
eriod 1978-81 and a final report was submitted in 1981 (I5).

‘he purpose of the project was to strengthen the agricultural research system in

langladesh, especially the Bangladesh Agricultural Research Institute (BARI). Some
ssistance was also supplied to BARC,

\« Project Components
Main components of the project were:

* technical assistance -- both long-term resident and short-term consultants;

RS training -~ long-term degree, short-termn career, attendance at confer-
ences/workships and study tours;

B research support through contracts to investigators;

-“—“
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the system can be applied to common problems, in order to improve
effectiveness and to minimize duplication.

1. The agricuitural research system and the institutions of which it is
comprised should be fundamentally strengthened by: increasing the pro-
fessionalism and capability of research staff members, improving organiza-
tion and administration and providing critically needed supplies and equip-
ment.

The project proposeg to achieve these objectives through assistance organized os
a matrix consisting of "project components" and "program areas." Cost
estimates have been prepared for each segment of the grid and it is stipulated
that finoncial statements on project expenditures under each of the five
components will be related to each of the nine program areas (7).

As an example of the matrix of program areas and project components, Table |
shows the amount of funds budgeted and available for the period July 1982 to
June 1983 for the combinations of areas and components. The proportionate
amount of funds for each progrom area ond project component are also
illustrated in Fig. 1. -

The following two sections discuss the project components and the program
areas.

Components

There are five components of the project: technical assistance, staff develop-
ment, research support, contract research, supplies and equipment and construc-
tion. These are identified in both contracts (6, 7) but not always in those same
terms. For example, "staff development" includes training of all kinds and travel
for staff improvement; "research support" includes contract research and sab-
batical studies. The sections which follow outline the elements in each
component.

i Technical Assistance

There are two classes of technical assistance provided for in the contract
between BARC and IADS (7): specialists (long-term) and consultants
(short-term). The subject-matter specialties required, the program areas
to be served, and the length of service are listed in Appendix A to the
contract, but the schedule of service is not.

a. Specialists (long-term).

There is to be a total of 24 specialists for a total of 73 person-years
over the five-year duration of the project. Length of service ranges
from 12 to 60 months. Table 2 provides a list of the subject-matter
specialists according to program areas and the proposed schedule of
service by six-month intervals.



lable 1. MProgram Areas and Hroject Lomponents;
Funds Budgeted and Available, July 1982-June 1983

Technical, Local Staff Contract Comr::‘flitia
Program Areas Assistance Support Development Research Construction Totai
(Thousands of Dollars, Rounded)

Research Management 317 317 142 e “il 1,178
Support Services 513 - 16 -—- 285 8l4
Farming Systems 556 . - o 30 174 851
Economics/Social Science 29% — 35 19 124 472
Crops 355 —— 53 | 232 641
Livestock 90 — 2~ 8 32 _ 150
Soil 134 —- 32 7 60 233

Water 229 - 32 301 197 206 : 965

Pest Control - 103 -- 26 23 1 52 204

Total 2,591 349 716 _ 285 1,587 5,528

lincludes external evaluation.



Commodities and
Construction

FROJECT COMPONENTS
Staff Development Contract Research

Local Support

Technical Assistance
PROGRAM AREA
Research
management

Support
services

Farming
systems

Economic/
Soc. Sci.

Crops

)

Livestock

Soil
management

Water
management
150 300 450

R

150

150 300

150 300
June 1983, in thousands of dollars.

Pest
control
600

300 450
funds budgeted and available July 1982

-

150

Program areas and project components:

Figure 1.



Program Areas and Schedule c'g"'Service. '

Contract Years

Progfor'n Areas l " U i v Number
Specialists 1981-82 1982-83 1983-84 1984-85 1985-86 months
z 3 8 8 8 8 & & 8 & 8
LR E OB OB B e G e

l.  Research System Monagement
Project Supervisor e -l 60
Admin. Spec. [ — €0

2.  Technical Support
Farm Dev. Spec. R e i ey 3¢
Maint. Spec. et e e ¢ e R 24
Training Spec. e 4 24
Information SDEC. s s e e e 3 ey AR TSR RO Y 36

3. Farming Systems Research
Farming System Spec. , . e L2 i e e ey 54
Assoc. Prod. Agron. b e oo et 36

" " "W ‘l lr _* 2“
i " " 1“ h‘- e | 2“
" i " IV 'L e ” 2“

4, Economic & Social Science

Agr. Economist 1 b <am 54
" " “ :_ “ 36

5. Crops Research
Agronomis? Lo :—_ ruroff 42
Crop Coordinctor ks R 1 30
Horticultura! Spec. o I 30

6. Livestock Research . 2
Livestock Spec. ] i

v Soil Management e S 42

8. Woter Management
On-Farm Water Mgt. Spec. Bemnna - e ] :g
Agricul?urcl Engineer b—__—-—-—d o
Extension Specialist s e ————————————

% Pest Control . . %
Plant Pathology ” N 1 3
Entomology r e

Total 822

{6R.5 vears)

I

i I v






i R

Table 3. Consultants (short-term specialists);

Proposed Assignment by Program Areas and Schedule of Sarvice

A ———

Program Arsas Date of Start Person-
and Specialists of Consultation months
yr.
“arming Systems 1983 3
" > 1534 3
" " 1985 N
9
—conomics & Soc. Sci.
FEconomist 1983 12
Social Scientist 1983 12
24
~ommunications
Computer Spec. 1982 2
o 8 1583 1
Library Spec. 1983 o b d
15
-rops Research:
Agronomist-Breeder 1983 12
Horticulturist 1984 A
24
.ivestock 1982 3
" 1983 ')
12
Vater Management 1982 4
M " 1983 18
i _ 1984 .28
40
'est Management 1984 o
1

Tolal

136 (11.3 years)
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Table 4. Sample of Information to be Compiled as Part of a
System-wide Inventory of Staff Capabilities in Bangladash
Agricuitural Resesarch Institutions,

Professionals (Scientific Officers)

Nur ber Positions by Level of Trainina

Authorized Filled
nstitute Ph.D. MSc, BSc. Total Ph.D. MSe. BSc. Total
RI - 147 14 161 6 47 27 80
RTI 4 31 é 41 4 31 5 41
Supporting Staff
Repair & Mte.  Steno/
iab - Vehicle Clerk/ Technicians
Adm. Acc. Eqgpt. & Imp. Typist Field Lab. Other Total
RI - 13 19 4 61 226 73 127 523
RTI 16 3 10 15 23 12 7 15 161

Age Distribution of Professional Staff

20-29 30-39 . 40-49 50-59 60-+ Total
RI 9 35 33 3 - 80
RTI 15 24 2 R 41
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Tablz 5. Summary of Proposed in-Service Training to be

Ny o (e

Provided Under the Project, Compiled from "Programs in the Agricultural

Research Project, Phase |I" (10}, amended.

Overseas Training

Number Duration Total
Kind Participants P_(Mont hs) Person-Years
Degree
Ph.D. 6 42 21
MSc., 24 24 48
Non-Degree
PD/PG! 5 12 5
Short-Term 70 ' 35
o 16 _4
TOTAL: 121 I3

' Post-doctorate/Post-graduate
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In addition to being burdensome, forms and procedures that are too
detailed and cumbersome can result in harmful delays and, even worse, can
interfere with getting the research work done. As Dr. Portch says, "The
soil scientist should spend as little time preparing proposals as possible.
Most of his time should be spent on his research and transferring his
findings to out-reach personnel.” (35) Ways should be sought to meet the
requirements for proposing, evaluating, monitoring, and reporting on con-
tract research with a simplified procedure that would use fewer and
shorter forms.

The aim of sabbatic research is to provide funds to enable staff members in
universities and research institutes to undertake researel while on sabbatic
leave. This would strengthen linkage between the universities and the
research institutes while also supporting needed research. "Programs ...."
(11) provides detailed descriptions of procedures and reports.

Obviously, BARC has no way of knowing what staff members will be taking
sabbatic ledve or when, so there has to be some procedure for inviting
applications, reviewing ond evaluating them and making the grants. These
procedures should be as simple of possible. Responsibility within BARC
should be delagated clearly and specifically for making the grants, for
receiving reports ond for evalvating the worth of the program.

Recommendation

. BARC should identify ond specify the high-priority research areas in which
proposals for contract research and sabbatic research will be received.
There shoyld be rigorous evoluation of applications for grants under these
two programs and only proposals showing technical competence and rele-
vance to on-farm problems of high priority should be opproved. Substantial
grants for proposals that promise significant results should be preferred to
a larger number of small grants,

Procedures and forms for applying for contract and sabbatic research
grants, for evaluating progress, for accounting for funds used and for
reporting final results should be as few and simple as possible. The time
and effort of BARC Member-Directors and technical staff is needed more
critically and can be used more effectively in identifying and finding ways
to meet research needs than in detailed monitoring.

Progrom Areas Included in the Project

The project documents stipulate that the components discussed above will be
applied to nine program areas. (The agreement between the People's Republic of
ladesh and the U.S.A. calls these progrom areas "Project Components™ while
the BARC/IADS contract calls them "Programs.") (6, 7) In order to be
consistent, the nine areas will be colled, "Program Areas" from here on,

It is important to retain these designations because the BARC/IADS contract
requires that expenditures in the several project components shall be related to
the program areas.

A g——
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Programs, on the other hand, frequently cross subject-matter lines,
which is essential when multidiscipiinary research is applied to broad
agricultural problems.

ii. Decentrglization: In view of the emphasis on farming systems
research and on-farm experiments, both of which have the objective
of developing useful results that can be extended and adopted
quickly, there should be decentralization of responsibility within the
system,

While objectives and guidelines for such research can come frem the
central institutes and from the on-farm trials coordinator, the direct
responsibility for planning and carrylng out these programs should be
assigned fo fhe regional stations. The personnel at the regional
stations are in a better position to learn about, to evaluate and to
plan research to meet the urgent farm problems. However, in order
to do this suctessfully, the number and capability of the staff at
regional and branch stations should be improved. One way for
obtaining thig improvement is through the in-service training program
discussed préviously under the Project Compenents. Another way is
to consider periodic transfers because experience elsewhere has
shown that occasional transfers frequently will stimulate renewed
interest and better performance.

In order to atiract more capabie staff to the regional and branch
stations therd should be incentives for service at such stations. Some
of them are isglated; schools for children, medical facilities, recre-
ational opportunities, etc. are limited. While loyalty and dedication
will go patt of the way in attracting staff members to serve at
regional oml branch stations, more tangible incentives are also
important,

While most of the regional stations now have adequate physical
facilities jn the form of buildings, roads and irrigation systems, there
is still need for some essential equipment. Most do not have
adequate transport (cars, trucks, motorcycles). Some need field
equipmeni and some need basic laboratory ecuipment. Almost
invariably where such equipment is available, there is need for
improved maintenance and repair. In order to strengthen the role of
the regiongl stations in the farming systems and on-farms research,
some of these needs will have to be met and, in addition, adequate
funds will be needed for fertilizer, pesticides and other supplies.

Planning

It should be emphasized at the outset that "planning" cannot stand
alone. If planning is not followed by prompt and effective execution
it amounts to naught. Planning must be based on a realistic
assessment and budget of resources, including funds, personnel and
facilities. Once this assessment has been made then the objectives,
programs and priorities can be drafted and related to the budgets.
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Evaluation

In agricultural research there is a need for evaluation of programs to
determine whether objectives are being met, whether useful results
are being produced, whether reports are prepared on time, and are
complete and accurate. :

There are two kinds of program evaluation -- formal and informal.
Formal evaluation is based on a periodic, systematic review of
program objectives and accomplishments based generally on written
reports and submissions of data. Informal evaluation and monitoring
is almest continuous, |t takes place when the director, the depart-
ment head, the station superintendent, etc. discuss progress with the
investigator, visits the laboratories or visjts sites of field experi-
ments, There will be five formal reviews of the Phase I! project,
three internal and two external. -

Personneél evaluation is also of two kinds -~ objective and subjective.
Objective evaluation can be based on a standardized set of pro-
cedures gnd criteria. In organizations as large and complex as those
making up the Bangladesh agricultural research system, there should
be objecfive personnel evaluations. They should, however, be kept as
simple as possible. Objective personnel evaluation should be regular
and should be carried out no less than annually.

Subjective personnel evaluation is based on o supervisor's judgment of
the quality and quantity of work performed by the staff members for
whom ha is responsible. Results of personnel evatuation must be
communicated to the employee. In order for the staff member to
improve, to attempt to correct shortcomings, and to become a more
capable and responsible employee, he must know firsthand from his
supervisor whot his strengths and weaknesses have been found to be.

Communications

-

One of the most difficult parts of research management is to
maintain satisfactory communications. The research manager must
keep his staff informed of objectives, problems, policies, procedures,
new research results, etc. On the other hand, the manager must also
communicate with those to whom he is responsible, He must report
to them periodically on the problems being investigated, on the
progress of the research, on the resulis, and of needs.

Within the Bangladesh agricultural research system, with its several
institutes, several locations and large number of programs, commu-
nication is essential if coordination and cooperation is to be encour-
aged and maintained. The several audiences and the several kinds of
information that have to be fransmitted almost require that there be
several methods for maintaining communication. The main ones are
periodic written reports, intermittent written reports, staff confer-
ences, meetings, seminars, field days, etc.

At the minimum, there should be an annual report from each research
Institute. Depending on the nature of the institution and its work,



o

there may also be quarterly or monthly reports. The problem is to
maintain a sensible balonce; the frequency of reporting should be
such that needed information Is prepared and reported on time but
should not be so frequent as to become burdensome on the staff to
prepare it,

There is no yardstick which can determine how frequently the
periodic reports should be issued or how long they should be, or how
detailed. This can only be determined when the audiences are

defined and when the content of the materiol to be reported is
known.

Effeciive communication dppears to be one of the great needs in the
Bangladesh agricultural resgarch system. There is no lack of written
reporis but there is doubt gs to whether the audiences for reports has
been defined clearly, whether reports are reaching the audiences they
shovld and whether reports are being prepared efficiently ond
effectively. These questions have been reviewed recently in a report
on BARC publications by Stephen A. Breth (17).
Recommesndation

]

Effectivensss and efficiency of research management should be strength-
ened by: gstablishing clear lines of authority and responsibility; specifi-
cally delegating authority and responsibility, especially decentralizing
more to regional and branch stations; developing a planning-budgeting
process that involves more participation of research workers; providing
budgeted funds on time; improving, but simplifying, procedures for evalua-
tion of programs and personnel; and improving the systems and means for
internal and external communications, |

A -
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Supporting Services

The impertance of service and suppart in the research operation cannot be
overemphgsized. The research staff must be provided with facilities,
including offices, laboratorijes, library, etc., equipment, supplies, transport
aond all the other services thot underlie the operation of the research
system. Among those that need to be considered in the Bangladesh
agricultural research system are the following:

a. Ex_gerimenfal Fields

With the completion of the central BARI research facilities at
Joydebpur and with the focilities now in place at the other major
institutes, concentration should be on using them to the fullest
extent. Especially in view of the emphasis to be placed on farming
systems and on-farm experiments, there should be continued
improvements at the branch stations such as in land leveling, the
installation of irrigation gystems, and the improvement of access and
internal roads.

The project budget prdvides $170,000 for minor construction at
regional and branch stafians.
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By and large, the agricultural research system is not constrained by
lack of buildings. Many of them are not designed as well as they
might have been for research use, nor have all of them been well
maintained. Any constfruction, therefore, should be limited to
essential repairs and minor modifications.

Field Experiment Division

It was proposed to establish a field experiment division in BAR! and
this has not been carried out. The prior recommendations should be
reviewed and modified, if necessary, and the field experiment
division established.

As an integral part of BARI, which will carry responsibility for much
of the on-farm and farming systems research, a well organized
capable field experiment division can serve as a coordinating and
service unit in carrying out the broad programs in the project.

Maintenance

Maintenance of field and laboratory equipment has been a continuing
serious problem. This is due to the inability of the research institutes
to retain trained maintenance and service personnel and to the lack
of convenient and reliable sources of repair parts.

This problem is especially difficult in the case of laboratory instru-
ments because of the wide variety of manufacturers, the different
sources and the resulting incompatability of repair parts. At least
minimum standardizafion would be desirable. With two of the large
instifutes now located at Joydebhpur emd with others, as for example
the Jute Research Institute, in-Phaka there should be consideration
of two centralized maintenance and repair facilities -- one for motor
equipment, including trueks, tractors, automobiles, pumps, etc., and
ong for laboratory insdrements.

The problem of retaining trained personnel is a difficult one because
it is caused mainty by the fact that research institutes cannot pay

competitive salaries.
Maintenance of buildings should be improved, especially in labora-

tories where analyses are performed. Contamination from dust and
dirt are an ever present possibility that should be minimized,

Personnel Services

An essential in research support is a sound system for maintaining
personnel records, for coordinating formal employee evaluations, and
for assuring fair and equitable treatment of employees in matters of
salary, promotion, reimbursement for expenses, etc.

If some research programs are decentralized, as recommended previ-
ously, responsibility for maintenance of personnel records should also
be decenfralized. There should, however, be standardized criteriq,
procedures and forms for the maintenance of personnel records.
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Table 6, Gross value (value added)of agricultural production

and its components at current prices,
1972-73 to 1977-78. Source: Table 18 in Ref. 3.

omponent 1972-73  1973-74  1974-75 1975-76 1976-77 1977-781 Av.
current prices

rops million ]« 19,761 33,215 67,401 - 45,114 39,816 49,207
percent 76 80 86 79 75 3 -

arestry million T ¢ 1,240 1,728 2,311 2,094 25132 2:112
percent 5 4 3 Al 4 3 3.€

ivestack  million T ¢ 20230, 3,37 4,037 4,337 4,490 | 4,588
percent 9 8 5 8 8 7 i

sheries  million Tk 2,869 3,421 4,774 5,199 6,893 7,086
percent 11 8 6 10 13 11 9.6

JTAL million Tk 26,100 41,501 78,623 57,339 53,315 62,989

’rovisional

Rounded
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Fig. 2. Funding for research compared with relative value of product, 1979-80.

* Gill, G.J. Operational funding constraints on agricultural research
in Bangladesh, BARC Apr. 19861

** Calculated from data in the Y

‘bock of Agricultural Statistics. 1979-80.
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It has been suggested that BARC has not carri i i

resl_Jonsibllity, which is to coordinate the work egf {);J;eengﬁxﬁgns”?nmﬂiz
agricultural research system. Also that it has not made an up-to-date
cappreh.enswe, systemwide inventory of manpower resources as a basis on whicl':
to |dent.|fy gaps that need to be filled by recruitment or training. Instead, it has
beep said, BARC has become "busy" with minor issues and a variety of ad hoc
projects. One comment was, ", . . , aofter seven vears, BARC is still at The
starting point." Rather than speculate about what factors may have contributed,

the objective should be to now seek ways of i :
credibility, ys tmproving performance and

Recorm:eminﬂoq

The member-directors should undertake, themselves, the following steps:

.  Make a thorough appraisal of BARC's achievements in relation to its geals.

2 Exnm.ine current activities and ask whether they are reaily effective in
carrying out BARC's main responsibilities. ‘

3.  Make realistic =stimates of current and probable future resources.

4. Re-examine and reorder priorities in respect to BARC's main responsi-
bility, its available resources, and the effectiveness of its organization in
applying them.

5.  Examine the structure itself and ask whether it is sufficiently orderly. Are
lines of authority and responsibility drawn clearly? Is there clear and
specific delegation of responsibility? Is there accountability? What
corrective steps are taken when responsibilities are not carried out
satisfactorily? Is there the internal discipline that makes an orderly
structure work?

»  Management of Time

Member-directors of BARC, direciors of institutes, depariment heads and
scientific officers should not be burdened with 1oo many meetings, too many
visiting consultants, etc. Some of this is essential, of course, but there is an
impression that there is a very large amount of it in Bangladesh, The same
applies to paper work. Again, some is essential and can't be avoided, but it looks
as if current procedures and some of those suggested for project proposals,
monitoring, evaluation, and reporting are and would be burdenscme. Paper work
that becomes too detailed and cumberscine and too many meetings get in the
way of doing administrative and field and laboratory work. They can also
contribute to delay and thus interfere with getting things done on time.

Recommendation

Consideration should be given to sending one (or more, but at different times)
officers to one of the many short courses on management, Assistance should be

sought in developing a management information system.*

ven before that is done, BARC should adopt an internai rule that each and every
scument should bear the :\ame of the person who prepared it and the date.
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APPENDIX A

izations Responsible For Conduct

Agricultural Research in Bangladesh

Naome

A C—

Bangladesh Agricultural Research Institute

Bangladesh Rice Research Institute
Bangladesh Jute Research Institute
Forestry Research lnsﬁn.;te

institute of Nuclear Agriculture
Bongladesh Tea Research Institute
Sugarcaone Research and Training Institulte
Directorate of Fisheries

Directorate of Livestock Services

Bangladesh Agricultural University

Main
Location

Joydebpur

Joydebpur

Dhaka

Chittagong

‘Mymensingh

Srimongal

Ishurdi

Dhaka

Mymensingh
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