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The 1976 Pro~ram and Budget of the 
International LiveSl'ock Center for Africa (ILCA) 

Observations of th~ Consultative Group Se~rctariat 

I. INTRODUCTION 

1. The c.reation of an International Livestock Center for Africa 
(ILCA) was spproved by the Consultative Group in 1973, based on the recom
mendation of TAG and the Tusk Force of the African Livestock Sub-Committee 
of the Consultative Group •. Over the past eighteen months ILCA has moved to
ward its formal establish~ent: a Board of Trustees and Director have been 
appointed, sn ove~all research progr~~ identified, headquarters facilities 
designed and initial recruitment begun. The Center hopes to be carrying 
out a full resesrch program by the end of 1976. 

2. ILCA's basic mandate is to improve livestock production in tro-
pical Africa. Its resec~ch a~proach will be reulti-disciplinary, with an 
emphasis is o~ social and economic research, as the constraints to in
creased production are cw much sociological a.'1d economic as they a~'~e tech
nical. ILCA will also be carryin3 out almost hali of its research activity 
away from its headquarters, to enable the Center to study the wide range of 
production systems which e~;ist in Africa and to complement on-going research 
and develo?ment efforts at the natio~al and regional level. ILeA's first 
priority ,dll also be to inventory and evaluate uhat is knovn about existing 
livestock systez;.s, before starting to synthesize new approache.:l to animal 
production. The ~ractical results of ILCA's research effort on food produc
tion may therefore have the 10n3est gestation period of any center currently 
in the system. Consequently ILeA regards its mandate as rather different 
than the other international centers and is approaching its research program 
rin a different basis. 

3. The Ce~ter's progress in defining its research strategy is con
tained in its 1976 Pr03rcilll and Budget Paper, which should be read in con
junction uith this Commentary. ILCA donors have also received a progress 
report dated June 1, 1975 from the Board of Trustees, portions of which are 
summarized here for the benefit of other CG members. 

II. CURRENT STATUS OF ILCA 

4. A Hemorandum of Agreement regarding the establishment of ILCA was 
signed in July 1974 by Ethiopia and the l-lorld Dank, acting on behalf of the 
Consultative Group. An amendment to the Memorandum was negotiated and signed 
on May 13, 1975, by which the Government of Ethiopia accorded ILCA the status 
of an internat'ional organization" With these legal steps completed. ILeA is 
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it!'; headquarters site near Addis l\baba" 
through its representative on the n.CA 

-- has reaffirmed its welcome and support 

5. Preliminary sketches for ILCAws headquarters complex have been· 
prepared by the Center's consulting architects, Norman and Da",'barn, who were 
selected in November 1974, and submitted the preliminary designs in Harch . 
1975. On the basis of these dratlings, the estimated cost of construction 
of the headquarters complex will be US$5.0 million, divided as follows: 

Table I - Estimated Headquarters Construction Cost 

Construction 
Equipment and Furniture 
Fees 
Access Road 
Cont.ingencies 

Total 

$2.3 t1ill:l,.on 
. 1.8 million 

0.3 million 
O. 1 million 
0.5 millioh 

$5.0 million 

6. The total cost is in line with the 1972 estimate of $4.5 million in 
the Task Force Report of the Africc:n Livestock Sub-Committee. The Secretariat 
has closely followed the preparation of the architectural plans, and feels 
that the la;Tout <!ud building dcstgns are \:Jel! conceived, functional and 
economical. It recoiIl;.).ends, hmvever, that the estimate for price contingen
cies be carefully ~eviewed before contracts are put to tender. 

7. The schedule of construction foresees approval of final designs by 
the ILCA noa~'d E),ecutive COrru;J.ittee at the end of July 1975, issuance of tenders 
in March 1976, contract mIard in June 1976 cl11d construction to begin in July 
1976. The complex would be cOll:.pleted by Narch 1978. 

8. To keep donors informed of progress in design and current cost 
estimates fOl: c<lpital cleveloprr,ent, ILCA plnas to in.f.orm donors of cost esti
mates when the final deSigns and bidding documents nrc prepared (March 1976) 
and after recei?t of bicln but before the a\lIard of the construction contract 
(June 1976). 

Staff Rncru~~~~~t 

9.. Sixteen senj.orstnff are expected to be in residence in Addis Ababa 
by August 1, 1975, including the Center Director, Dr. Jean Pagot, who arrived 
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in September 1974, and the nucleus of the senior administrative staff and 
the documentation team. ILCA plans to accelerate recruitment to make up· 
for time lost last year resulting from political uncertainties and the 
l~ck of a final l1emorandum of.Agreement with the Ethiopi~n Government. 
Its prescnt plans nre to engage the full complement of senior scientific 
staff of 28 by 1977. and achieve the targeted level at full development of 
101 senior scientific and associate staff by 1979; this is in line with 
the Task Force Report in bot"n numbers and timing, 

Research Pro~re~ 

10. The Director and Board of Trustees of the Center have established 
priorities fo:: research. In stating its objectives, the ILCA research 
progr@m recognizes that improvement of livestock production in Africa is a 
long term and com?licated tael~; it i8 long term because substantial changes 
in social and economic conditione clOd in farmers' attitudes Hill be needed 
and it is complicated because of the complex interactions between socio
logical, economic and physical conditions. While its -ultimate research ob
jectives are long ter.m, ILCA plans to undertake a nUmber of shorter term 
studies as well. 

11. i\lthough animal production systems can be set out in a few broad 
classes, there are many local vari8tions. Such systems must be studied in 
the field Qnd ILCA h~s proposnlo for ccoperati'Jc p::ograms in four areas: Hali, 
Kenya, Nigeria and Ethiopia. ILCA re~ards the::;e areas as typical of important 
zones of production yet sufficiently different in soma essential components 
to uarrant their selection as high priority areas. 

12. ILCA plans to concentrate initially on multi-disciplinary research 
and evaJ.:Jation of existing c!.omestic livestock production systems in the arid 
and semi--aric!. regions of tropical Airica, follo-,Jad by investigations in the 
humid and seci-humid areas. As ILCA liill not have its own physical facilities 
until 1978, the initial effort will be carried out through cooperative 
Ventures with national and reGional research structures as indicated above. 
Specific project proposals will be idcntiiied and prepared by a multi
disciplinary tene to be centered in Addis Ababa and now being nssembled. 
ILCA hopes to h':lVe fully defined project::; agreed \dth the Governments con
cerned os ~oon as pocGible. NC30tiations with Mali are virtually completed 
and well advanced \-lith the Kenya Governruent. Identification of specific 
project elements in Nigeria and Ethiopia is still at an early s·tage. 

ExecutinB Agency 

13. The World Bank, in cooperation with the International Development 
Research Centre (IDRC), has served as Executing Agency for ILCA during the 
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initial development phese. It is also fiscal agent for donor contributions 
to ILeA during this initial period. The recent appointment of. senior adminis
trative and f it'!ancial officers at ILCA should hasten the termination of the 
Bonk's dual role. Before endorsing its rights and obligatipns as Executing 
AGency and fiscal agent to ILCA,' end transferring donor contributions from 
the ILeA Special Account to the Center's 0\YI1 nccounts, the n.:ll1k <1nd ILCA t S 

Board of Trustees must first determine that ILCA's ad~inistrative and financial 
procedures nrc sufficiently developed to ensure that the Center is capable' of 
taking the steps necessary to fulfill its mandate. In carly July, the Dank 
and ILCA ~greed on the final steps to be taken to terminate the Bank's res
ponsibilities. 

II. PROGRt,H AND EUDGETS 

1974 Actual Expenditure 

14. Actual exp~nditures by ILCA in 1974 were $303,000 including core 
operating el:~e!.1SCs of $245, GOO an~ capital e~~penditure. of $58,000. This com
pares with expected to~al expenses of $841,000 anticipated in the 1975 Budget 
P<.;per prep~rcd lnDt year. The IQl.jer level of e~~pellditurc ;:esults primarily 
frow. a reduced l:"ecruitI:!':;!nt rate -- 7 senior c.nd associate staff positions 
filled at ye.s:r-end, for ubout 3 men-years, cO:iiIJared with 34 positions esti
mated last yzai=. Contributions hom initial donors to ILCA totalled $993,000, 
of which $375,000 \.;as j!dvanccd in 19H to ILCA by the Horld Bank, $24,000 
deposited by one donor to ILCA'G o~m account, and th~ balance held in the 
I13RD Trust Account. About $716»000 not e>:pendcd in 1974 was carried over 
to 1975. 

1975 Budget E[}t;.T.l:::tes 

15. The revised 1975 ILCA b~dget envis83ea expenditures of $2,265,000,_ 
compa;:ed with $2,848,OCO assu:ned in the oriS:LI!r..l 1975 rrogr~ and Budget Paper. 
Core operatins ex?enditures Hould br~ $1, 696~ 000, a reduction of 25 percent 
reflecting recruitment c;,perience with 40 senior and assod.C1te positions 
nov expected to be f Hled compareci with 67 envis,'ged in the original budget. 
Capital expenC:il:ur.a \lTOuld decline zbout 5 p.:!l:cent, to $569,000, including 
$219,000 for cooperative pr.ogrrum investment. 

16. The reduction of about 20 percent in the revised budget reflects a 
bunching of. :'-:-'~c:-u:Ltment du::in.g 1975; I!Iost staff would nOil be engaged in the 
second half of th~ year. Nevertheless, ILCA plans to hire by the end of 
1976 the same nu:':!::'~~!" of Genior nnd a:J::;ociatc rcoearch staff (61) ast.1roated 
last year, inc]_!.:':::"I:~ 34 positiono filled during 1975. The assumed fill rate 
of 60 perce~~ for senior staff (or 12.3 man-yeare for 19 positions) appears 
re~sonable provided ILCA haa already agreed to terms with most of this staff. 



-5-

17. Although not expUcitly stated in .its 1976 Program and Budgct Paper, 
'ILCA plans to accommodatc its research staff in rented office space in Addis 
Ababa until the headquarters complex is ready. As much of the initial re
search will be underta~en in the field, its staff will have access to labora
tory and other research facilities of host governments p~ticipating in the 
co.~pcrat ive programs. 

18. Donor pledges to ILCA for 1975 total $1,905,000, of ,.hich $870, 000 
had been deposited in the IBRD Trust Account aG of June 1, 1975. The 1975 
cash flow for ILCA would be: 

Table 2 - ILeA - 1975 Sources and Uses of Funds 

Sources of Funds (US$ '000) 

Carryover from 1974 
1975 pledges 

deposited 
anticipated 

Us:es of Funds 

Core operations 
Capital 

Net surplus at end 1975 

Tota:".. 

Total 

716 

870. 
1,035 

2,621 

1,696 
_569 

2,265 

156 

19. Funds pledsed by :!'nitial donors to ILCA (includin~ Austr .... lia ,.hich 
recently acceded to tl:.e ILCA i'Iemorandum of Understanding). should be fullY' 
sufficient to mact the requirements for 1975. The year-end surplus iu fa~t 
should exceed the amount estimated and is likely to "P!?roach the $650,000 
carryover frora 1975. Core operating cnd cnp:ltal expenses for cooperative 
programs in 1975 total $549,000. lo.lhilc recruitment for these progrmns hus 
been :lnit:lat~d, on site research activity for most of these projects is not 
likely to begin before the end of the year, and nlost of the funds, particular~ 
ly for the Nigerian and Ethiopian co~ponents, may be carried over to 1976. 
Furthermore, ILeA is undertaking an zrnbitious recru.itment ,program in 1975, 
with planned 1~creases in oenior stnff positions (from 6 tu 19), overall 
cstablizhocllt pOSitions (fro;n 19 to 109) nnd man-years of services (froIn 
10 to, 72. 5) -- oy the end the year. ~.11ile the "fill rate" of 60 percent of 
aut'hor:lzed posit ion a is re.<).sonnble, the magnitude of the absolute increase 
i~ the positions under. recruitment is very large, and ILCA l1,ly not be able 
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to employ the numbers envisaged by year-end. Using a slightly more con
servative estimate of recruitment based on experience of other Centers at 
JLCA' s ~tnge of 'development, lind actual experience during the first half 
of 1975. a reduction of about $200,000 in the opl'r.:lUng bud~et may be 
antlcipated. On this b.:lsis, actl1.:l1 core and capital expenses for 1975 
might be nbo~t 15 to 20 percent 10\,er than currently envisaged, or about 
$1. 8 to $1. 9 lI1ill ion. 
1976 Bud3et RCC')Hcot 

, . 
20. The 1976 ProGrrun and Budget Paper envisages the following require-
ments for 1976, compared with the revificd 1975 estfulates: 

Table 3 - 1976 Budget (US$'OOO) 

1975 Revised 1976 
Item 

Core Onerrltln~ 

Research 
Headquarters 
Coop. Pro[;r~s 

Conf./Trainin~ 
Information 
Research Sup~ort 
Admini~tration 

Operations 
. Other 

Sub-total 

CL?pital 

Hccdquarter!:l 
Coop. Progrruns 

Total 

Budeet 

293 
330 

198 
265 
39 

330 
187 
54 

1,696 

350 
219 

2,265 

Request 

1,043 
990 

417 
406 
207 
455 
508 

66 

4,092 

1,300 
688 

6,080 

21. In :Lta 1976 bCGf,ct paper ILCA assumes a carryover from 1975 of 
356, 000, ire~:!.yh~:~ that the Center would need $5,72'.,000 from the Consultn
tive Group fo~ 1976. 

22. Th·:! 1076 Progrnm and Budget Paper of ILCA is unlike the sub
lIlis~;jOI\!; or most of the other centers in several respects. First, ILCA 
conceives of its research activiJ;..ics ;IS a single program -- animal produc
tion systems -- the initial clements of which would be the four cooperatlv~ 
pr~gr<.Iul:; ue~:~~.i~)l.!ci in it:; .t'rogram uncI llUGget paper. Fur c'n~s reason, D..(;A 
llns presented in its 1976 budget requesL aggregate figures of staff devel-
0plllent and core financial requirements for research activlty,'hut hns not 
identified separntely the stnff requirements and :.lct.:!iled costs of each 
cooperative program. . 
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23. Second, ILCh recognizes thnt its 1976 budget estimates are some-
what less firmly grounded then the r .'quests of the establillhcd centers. ILCA 
is only now idenL:1fy~nG and negotiating the cooperative progr~.rus which will 
comprise its rC3.3ilrch proSram. The budget request therefore represents the 
Center's best: cotimates of its needs as of May 1975, Lut lhe research com
ponent figures arc essentially nominal. More detailed estimates \.,rill he 
available as the headquarters team prepares and negotiates tile individual 
cooperative programs later in 1975. 

24. Third, ILCA's Pr03rE'm and Budget paper differs from most of the 
other submissio;u3 1.n its essl2ptions regarding recruitment of support staff. 
About threa-que.rt2rs of ILGl'.'o "scientific and supervisory ll staff are ex
pected to be e~pat~iates, in addition to virtually all of its senior staff. 
In most of the other CC;ltC~G the scientHic and supervisory stnff are 
locally recruited. ILCA's perzonnel costs \'1111 therefore be higher on 
a per capita basis thU;1 else\']i1ere within the system. 

25. Compared to the research costs, the 1976 budget request fcr head-
quarters co:-e o?erating and capital expenditure has a firmer basis. The 
consultir.g architzcts' estirr.nteD fom the basis of the headquarters capital 
request for 1976 of $1,300,00.0, which seems reasonable. The headquarters 
acti'litics fo:: ciocUlLcnt.:ltion, conferences and training, administrati<.J11 and 
general operating activities ere alreedy operatioLLal, a.nd \-lOuld seem to be 
grmJin~ in 1976 at a reasonable rate. These items together constitute 
about $3.2 million. 

26. AlJ;:ost, 50 percent of ILCA's budget request, for the headquarters 
and cooperative p~03r~ rese~rch activities and cooperative ?rograms capital 
budget, is still in the proceGs of definition. Because ILeA is a new center 

.with a unique e;proEch, thc Secreta~iat believes that the Consultative Group 
".'QuId be interested in n mo~e detailed analYSis of the 'objectives, tla.npo~lCr 

requii:'~mentG, COGtG and pro:wsed implementation schedules of the individunl 
resecrch elc!r.cnts ,·~h:!.ch cou::?r:ls~ the ,:cs03erch program. It also feels that 
the Group woule: t·1ish to have a breC!kdmm of the cc.pital costs for the. 
cooperative r>rc~r.::n:s in BO\li~ detail, end an elaboJ:'at:Lon of the Center's 
jUGtification and likely o\mership ar~anBements for physical facilities 
to be constructed in thc coo?erating counLries with CG funds, as this is noL 
spelled out in tlle Program nnd Budget paper. 

27. For theoe reosons, the Secretariat does not intend to comcent 
on these aspects of the 1976 Program and Budget paper. Rnther, to give 

,donors up to datl~ : igures on the basis of completed negotiat ions of two 
research projects flnel refined definition of the other twu, the Center 
has agreed to prepare a suppl~~cntary budget paper for circulation to 
the Consultative Gr.oup pl:'ior to its meeting in October 1975. Thi& 
paper would include the follo\-1ing informat ion: 
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(1) the status of preparation and negotiation of the 
four coopcrstive programs; 

(ii) a timetable for the initiation of research activity 
in the four countries; 

(iii) the Center's current best estimate of the manpower 
requirements (senior and support staff) and opera
tional ':oosts for each of the four projects in 1976; 

(iv) a breakdo~.m of capital requirements for '\ch of 
the four elementa for 1976 in some detail; and 

(v) ILCA's latest estimnte of staff recruitment for 
1975/76 and total core expenditures for 1975 and 
1976. 

III. ISSUES 

28. To facilitate considerstion of the 1976 Pronrrua and Budget of !LCA, 
the Center has a3J:ccd, 2S indicated above, to prepc:.re a supplementary paper 
for the Octooer 1975 meeting of the Consultative Group, which would provide 
more detailed inforllJlltion on the SC!H1U.ite el.ements of the o:-ese,li:ch progrruJ 
as well as reviocd cost estin::ates reflecting the project development activ
ity currently undanJ.:iY. It is e:·:pC'cted th •• t the 1976 Pro!jrrun and Budget 
paper, which outliues the generc:.l ubjectiv~s and priorities for research, 
and the su~pleJ:lznta;:y ciata on the finc:ncic:l aspac;;s of. the progrc:m, ,.,.ould 
together provide the :Lnfor;r.c:.tion Khich the Consultat.ive Group needs to agree 
on the suppo;:tablc level of recruitment and consequent total core operating 
requir~ents for 1976. 

29. If, however, in October there remain less defined elements of 
the research progr<::.I!l~ the Consultetive Group may wish to consid~r financing 
only those portions of the iLCL p:cogr~ '''hich ilre clearly identified. To 
avoid inhIbiting the developm::mt of the full prosraru, an additional mnount 
could be reGcrved fo:: fJUDSCqUCL;: allocu.tion, when the! research projects for 
which the funds I.:lould be l!s.:!d hud, in the judgement of the Board of Trustet-!l, 
been identified nud agreed with the host governments, and the ConsultiltiVe 
Group Secrl!t:ari.1t lind been so notified. This reserve allocntion mir.ht be in 
the order of $600,000, rcpresentinr. ILeA's current estimate of the 1976 CL're 
crerating ilnd capJLal costs of the NigerLII1 :md Ethinpi.:l11 projects. ~ .. hich arc 
probably unlikely to be fully defined by October 1975. 

July 9, 1975 
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COD8ultat1ve Group on International Asriculture te •• areh 

the 1977 Program and Budset 

of the 

International Livestock Center for Africa (ILeA) 

Ob •• rvations of the Consultative Group Secretariat 

I. INTRODUCTION 

1. the establishment of the International Livestock Center-for Africa 
(ILCA) was approved by the Consultative Group in 1973, based on the recommenda
tion of the TAC and the Task Force of the African Livestock sub-committee of 
the CG. Following the decision to establish ILCA in July 1973, and the selec
tion of its executive officer and Board of Trustees in the fall of 1973, ILCA 
has moved rapidly to complete its organizational phase. During 1974, its 
Director was appointed, its general research program presented, its architec
tural firm sel~cted and an initial complement of five senior staff recruited. 
In 1975, ILeA wa~ recognized as an autonomous legal entity with full power 
given to its Board to conduct the center's affairs. In May 1975, the new 
Government of Ethiopia accorded ILCA the status of an international organiza
tion and reaffirmed its welcome and support of the center. By the end of 1975, 
ILCA had 26 senior and associate staff on duty and initial program implemen
tation had started. 

2. ILCA's basic mandate is to assist national effot"ts Vl impr.\~ve live-
stock production and marketing systems in tropical Africa. Its research 
approach is multi-disciplinary, with an emphasis on social and economic 
research, as the constraints to increased production are as much SOCiological 
and economic as they are technical. ILCA will also be carrying out almost 
half of its research activity away from its headquarters, to enable the Center 
to study the wide range of production systems which exist in Africa and to 
complement on-going research and development efforts at the national and 
regional level. ILCA's first priority will be to collect and evaluate 
what is known about existing livestock systems, before starting to synthesize 
new approaches to animal production. The practical results of ILCA's research 
effort on food production may therefore have the longest gestation period of 
any center currently in the system. Consequently ILCA regards its mandate as 
rather different from those of the other international centers and is approach
ing its research program on a different basis. At the same time, it expects 
to be able to obtain some results in a short time, particularly where produc
tion techniques are known but not yet used. 

3. The Center's progress in defining and implementing its research 
strategy is contained in its 1977 Program and Budget Paper, which should be 
read in conjunction with this commentary. 
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iII. CUUENT STAtuS OF ILCA 

4. ILCA ca.pleted a number of major agreements with cooperatiDg govem-
•• nts during the first half of 1976. In January, the Government of Ethiopia 
granted ILCA a 99 y~ar lease to the land needed to build the Center's head
quarters in Addis Ababa, and in February, allocated 164 hectares at Debre Zeit 
for a field experiment station. It had earlier granted ILCA the rights of an 
international organization. In February, ILCA signed a memorandum with the 
Government of Mali spelling out the arrangements for ILCA's first cooperative 
research project. This agreement was followed in March by the establishment 
of ILCA's second cooperative research project with the Government of Ethiopia. 
Work is underway on both of these projects and a third agreement for coope
rative research in Kenya is under negotiation with formal signing expected 
before October 1976. A fourth agreetuent, prov,iding for cooperative research 
in Nigeria is in the early stage of negotiation with implementation currently 
expected to start in early 1977. 

Physical Facilities 

5. Preliminary sketches for ILCA's headquarter complex were completed 
by the Center's architects in March 1975 and detailed construction drawings 
and specifications were sent out for tender in May 1976. Bids will be opened 
July 2 and the results are expected to be discussed at a meeting of ILCA donors 
on Wednesday July 28, 1976 during International Centers Week in Washington. On 
the basis of these detailed deSigns, ILCA estimates the cost of constructing 
the headquarter facilities, including 24 units of staff housing and equipment, 
at approximately $8.0 million, including allowance for price changes and 
physical contingencies. 
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table I - E.tt.&ted Tot.l Headquarter. CaDit.l aeguir .. ent. 1977-1980 
($'000) 

Coa.truction 

A. Central Buildings (Administrative, Central Research 
Docuaentation & Training) 

I. Far. Maintenance and Animal Buildings 
C. Student Hostel and Recreation Facilities 
D. Staff Housing (24 units) 
E. Site Development, Access Roads & Utilities 
F. Fees 
G. Access Road and Lighting 
H. Contingency (including inflation) 

Total Construction (Including Staff Housing) 

Equipment and Other Cacital Items 

I. Equipment for Central Buildings 
J. Equipment for Farm and Animal Buildings 
K. Library Films and Simultaneous Interpreting Equ~pment 
L. Motor Vehicles and Tools 
M. Office EqUipment and Furniture 
N. Household Furniture and Equipment 
O. Inflation ('78 - '80) 

Debre·Zeit Station 

P. Building and Equipment (incl. inflation) 

Total Capital 

Center 
lud.et 

1,343 
267 
445 

L,18S 
602 
316 
185 
441 

1,143 
253 
279 
163 
526 
350 
200 

2,914 

300 

8.001 

6. Last year's original Program and Budg~t Paper (May 1975) projected 
Capital costs·for the Headquarter facility at $5.6 million, and the Supple
mentary Program and Budget Paper prepared in September 1975 estimated costs at 
$6.2 million. ILCA indic~tes this figure excluded provision for inflation of 
$814,000. Apart from ~ric~ and physical contingencies now included in the 
1977 Budget Paper, most of the increase over the estimates of September 1975 
is accounted for by the addition of 16 units of staff housing ($727,000) 
and the inclusion of $300,000 for buildings and equipment at the Debre Zeit 
station. Firm figures based on actual bids will be available at the time of 
Centers Week 1976 which can be reviewed before construction coneracts are 
awarded. 
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7. In early Kay 1976, at the time a CG Secretariat review te .. visited 
ILCA, there were 32 intarnationally recruited .taff on duty and an additional 
12 vera expect.d to r.port for duty by July or August. ILCA's r.cruiting plan 
call. for the international staff to total 71 (28 s.nior and 43 associate 
r •••• rch personnel) by December 31, 1976 and to reach a complement of 84 (30 
s.nior and 54 as.ociate) international staff by December 31, 1977. 

Research Program 

8. ILCA" s mandate to execute a research program on "Animal production 
systems in tropical Africa" is being carried out by research work at the head
quarters in Addis Ababa and in several cooperative sub-programs away from 
the headquarters. ILCA feels that technical solutions to increased production 
already exist; management of production systems needs to be improved. Existing 
production systems have been selected for analysis Otl the basis of ecological 
regions: arid and semi-arid, humid and semi-humid and areas with high agricul
tural potential. ~onstraints in the arid and semi-arid areas are mainly 
socio-economic, while in the semi-humid area, they are mainly technical, i.e., 
related to diseases and fodder production. Attention will be given not only 
to cattle but to sheep, goats and camels as well. 

~. ILCA"s research strategy is one of analyzing the existing activ-
'Lties in the chosen "sample areas', and identifying the possibilities of 
removing constraints and the opportunities for increasing inputs that would 
improve production. This research strategy thus differs greatly from the 
main programs of the other international centers, nne of the major implica
tions being the time involved. Crop-oriented centers can take advantage of 
a good deal of research conducted elsewhere for many years, and supply farmers 
with better "building blocks" for improved farming in the shape of improved 
varieties within a relatively short time (5-8 years~ ILCA on the other hand 
must find its own unique methodology and include not only genetic but all 
major production factors. ~everthel~ss, the Center, feels that it should be 
able to show some significant short-term contributions and, consequently, has 
put considerable emphasis on its information system. lhe collection, classifi
catiOn and dissemination of eXisting knowledge should p):ovide those involved 
in re~earch and production on livestock in Africa, and elsewhere to some 
extent, with a sound information base and allow closer coordination of the 
many scattered efforts that already exist. 

10. As part of its cooperative program, ILeA plans projects in Mali, 
Ethiopia, Kenya and probably Nigeria. The areas in Mali (Niono) and Ethiopia 
(Jigiga) both represent the semi-arid zone affected by drought. The area in 
Kenya is also in the semi-arid zone, but this has been selected because of a 
livestock development project which can be monitored. The project in Nigeria 
would relate to the semi-humid and humid zones. 
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11. Th. ori.ina! propo.al for ILCA was •• t out in the Trib. Report 
which va. conaid.red by tAC .nd th.African Livestock Subcommitee of the CG 
in r.bruary 1973. In both TAC and the Subcommittee, some memb.rs expr •••• d 
vi .... u •••• tin. that it mi,ht be desirable for ILCA to build up its pro,ram 
.ar. quickly than conte.plated in the Tribe report. ILCA's Board and manage
aftnt have .har.d th.s. views. the Tribe Report contemplates that the coopera
tiv. pro8raml would b. baled oa work with existing institutions to which the 
Center would .econd small teams of staff to undertake specific projects for 
.pecified periods of time. The Report suggested that these programs would be 
initiated, for the most part, after a three-year period of initt.al investiga
tion and research design. ILCA has, however, been able to move faster and the 
details of the budgets for the projects in Mali, Ethiopia, and Kenya indicate 
that its proposals for these sub-programs would be initiated earlier and with 
a much higher degree of capital investment than the Tribe report suggested. 
The original plan proposed a total of 16 senior and associate staff in the 
Cooperative Prcgrams by the end of 1977. Th~ present plan is for 25. 
The implications of the intensification of these programs are discussed more 
fully in Section IV of this paper. 

III. PROGRAMS ~~D BUDGETS 

1975 Program and Budgets 

12. Actual operating and capital expenditures in 1975 were $1.58 
million compared with ILCA's May 1975 original budget request of $2.26 
million and October 1975 revised estimate of $1.76 million. The following 
table compares the original and revised 1975 budgets with the actual outcome 
for the year. 
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Tabla II - 1975 Bud.ct v •• Actual 

levi.ad 
Ori,ina! Bud.at 
ludlct (Oct. 

(May 1975) 1975) Actual 

I. Staffins (manvears) 

Senior Staff 12.3 10.25 7.04 
M80ciate Staff 13.2 10-.80 6.88 
All Other £.:.Q. 23.40 11.90 

Total lbi 44.45 25.82 

II. Budget ($ 000) 

Core Operating 
Headquarters 1,366 1,348 1,088 
Co-op. programs ..1lQ. -1l. 184 

Subtotal 1,696 1.425 1.272 

Capital 
Headquarters 350 24B 306 
Co-op. programs 219 --E 

Subtotal 569 335 306 
Total 2.265 1.760 1.578 

III. Funds Reguired: ($ 000) 
Operations and Capital 2,265 1,761 1,578 
Working Capital -ill. 144 130 

Total 2.405 1.905 1.708 

IV. Funds Available ($ 000) 
Carryover 716 808 809 
Donor Contribution 1,905 1,905 2,059 
Earned Income - --1. 

Total 2.621 2.713 2.870 

V. Carryover to Next Year ($ 000) 

Net Surplus 216 664 1,162 
Plus Working Capital 140 144 130 

Total 356 808 1.292 - -
13. As the table shows, the lower than budgeted level of expenditures 
in 1975 is accounted for mostly by the slower than expected rate of recruit---.. nt-- due- to·-adeiay- -iU-concluding the-legat "a-gieement ""W1th-Edi1opi.-;-ilidby-the 
fAct that it was not possibl~ to complete·cooperative relearch agreements With 

. participating governments on the schedule assumed in the budget.~otw1thltand1ng 
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- .- - ,\' .. 
the laver thaD budS.t.d l.vel of activity in 1975, ILCA .. de con.id.rable 
.proaT .•••.. iD .. 4.! .. l9pin~. l.tlt ."r~~r .. _ durJng_.~h~ .ye.r .• _ .. ____ .... _____ . __ .. ~_. __ 

14. I.e au •• actual expenditures in both 1974 and 1975 fell v.ll b.low 
the budsatad fi8ure., fund, pledged by donors have been more than sufficient 
to m •• t ILCA's current requirements with the result that ILCA's liquid re
,.rve. at the end of 1975 were $1.3 million, including a working capital 
requirement of about $130,000. Most of this liquidity willbe drawn down 
in 1976 based on current estimates of 1976 expenditures. 

1976 Program and Budget 

15. ILCA's original 1976 budget, as presented at Centers Week 1975, 
based requirements on aggregate staffing figures priced on the basis of 
assumed manyear costs. Since the budget did not adequately relate staff 
and costs to specific elements of the program and because it was not suffi
ciently detailed, the CG Secretariat was not able to ~~press an opinion on 
the budget. In consequence the Secretariat requested that ILCA prepare a 
supplementary budget paper to be considered by the CG at its October 1975 
meeting. 

16. In September, ILCA submitted a supplementary budget paper which 
provided greater detail on capital and operating costs for the various 
elements of the program and clarified the state of program preparation, 
staffing and cost of the several cooperative programs. In reviewing the 
Budget Supplement Paper, the Secretariat recommended that the CG approve 
the Center's budget for those elements of the program which had been 
clearly defined and whose financial requirement had been estimated in 
detail. This recommendation covered all elements of ILCA's 1976 program 
except for the cooperative programs in Ethiopia and Nigeria. With respect 
to these programs, it was agreed that ILCA could request additional funding 
in 1976, up to a limit of $540,000, in the context of the 1977 Program and 
Budget Paper, providing that ILCA's Board reviewed these programs and their 
costs in detail and approved their initiation before the end of 1976. 
At its March 1976 meeting, the Board reviewed and approved the Ethiopia 
program. 

17. After discussion with the Secretariat, and in view of the likely 
delay in the Kenya and Nigeria programs as well as shortage of funds for 
the CG network as a whole in 1976, ILCA has found it possible to keep ~x
penditures for 1976 within the amount of funding presently available. Al
though the Ethiopia program has begun, its 1976 est~~ated cost of $252,000 
will be financed from available funds. The October 1975 and present (May 
1976) budget for 1976 are as follows: 



- 8 -

t.ble III - 1976 lud.et Eatiaat •• ($'000) 

I. Oper.tiDS Co.ts: 

Headquarters 

Coop. Programs: 

Office of Director 
Mali 
Kenya 
Nigeria 
Ethiopia 

Total C.P. 

Total operating 

II. Caoital 

Headquarters 

Coop. Program: 

Mali 
Kenya 
Nigeria 
Ethiopia 

Total C.P 

Total capital 

III. Total Core budget 

IV. International Staff 
(Manyears) 

aevi .. d 
(Oct. '75) 

3,309 

305 
140 
l10 
180 
735 

4,044 

1,629 

519 
20 
20 

230 
791 

2.418 

6,462 

54.8 

Current 
(Mar '76) 

2,681 

l16 
458 
162 

35 
--ill. 

1,073 

3,754 

1,217 

600 
121 

.ill. 
951 

2.168 

5,922 

47.0 

Chan.e (:) 

- 19% 

+ 50% 
+ 16% 
- 68% 
+ 40% 
+46% 

- 7% 

- 25% 

+ 16% 
+500% 

--+ 20% 

- 10% -
- 8% 

- 14% 

18. While the total core budget would be reduced by .8percent, the Coop-
erative Program budget would grow by 33 percent, from $1.5m:l111on "tOo $2.0 -
million, or to slightly more than one-third of the total ILCA budget. The 
Cooperative Program capital requirement in 1976 would be $950,000. 

19. Staff of the Secretariat visited ILCA in late April 1976, and in 
the course of conducting an annual review of the Center's budget proposals 
aDd financial plan, concluded that, based mostly on technical adjustments, 
ILCA could carry out its 1976 work program, including the Ethiopia program, 
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without additional fund.. ILCA'. revi.ed budlet for 1976 is conai.tent with 
thi. po.ition. In addition, the Secretariat fe!t that, liven actual staff on 
duty in May, aad fira arrival •• cheduled for July or AUlu.t, it va. unlikely 
that actual 1976 lUDpover would exceed 45 lIanyean cOllpared with 47 manyean 
provided for in the revised budget. It also felt that the unit cost filure 
u.ed to price a .anyear in the 1976 budlet was somewhat overstated. Accord
inaly, even if all other aspects of program implellentation are accomplished as 
.cheduled, ILCA should have sufficient funds through December 31, 1976, with 
perhaps a $100,000 surplus at year end. 

1977 Budget Request 

20. The total budget requirement for 1977, as presented in ILCA's 
Program and Budget paper circulated to the CG for International Centers Week, 
is $11.656 million, compared with the revised'estimate of $5.9 million for 
1976 and actual expenses of $1.6 million in 1975. Staff is budgeted to reach 
84 international staff (30 senior and 54 associate staff) for 81.5 manyears by 
December 1977, compared with 71 (for 47 manyears) expected to be on duty by 
December 31, 1976. A breakdown of the budget is shown in the table below. 

Table IV - 1977 

Staffing (manvears) 
Senior 
Associate 
Other 

Budget ($'000) 
Core operating 

Headquarters 
Coop. Program 

Capital ($'000) 
Headquarters 
Coop. Program 

Total 

Total 

Working Capital (increase) 
Total 

Total Budget 

Budget 

1975 
Actual 

(a) 

7.0 
6.9 

11.9 
25.8 

1,088 
...!li 

1,272 

306 

306 

11578 

Request 

1976 
Revised 

(b) 

20.6 
26.4 
55.0 

102.0 

2,682 
11072 
3,754 

1217 
951 

2,168 

5 1922 

1977 
Budget 
Request 

( c) 

30.0 
51.5 
79.0 

160.5 

4,110 
2.137 
6,247 

4177 
741 
~ 
5409 

11 1656 

Change 
~c)l(b)~%~ 

(d) 

+47% 
+95% 
+44: 
+57% 

..... 53% 
±2,2!, 
+66% 

+243% 
- 22: 

+149% 

+ 97% 

21. As the table shows, ILCA's 1977 budget proposal calls for continued 
rapid development ~f the Center, both in terms of its physical facilities 
and its research program. The increase between 1976 and 1977 would be $5.7 
lIillion, almost equal to total expenditures in 1976. At $11.656 million, 
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ILCA'I requir .. eat fro. the CG would be secoad only to CIMKYI, though one 
Ihould aote that over a third of that total is tor capital construction. 
Operatiaa COlts would be so.ewhat below the level torecast last year for 1977, 
but capital requireaeats would be about $1.3 million above the estimate in 
the 1976 Suppl .. entary budget submission. lhe total requirement is $1 million 
Ireater thaa torecalt. (due largely to the additioa of 16 staff housiag units). 

22. With respect to Headquarters capital requirements, ILCA is project-
ing that 51 percent of total construction and equipment ccsts will be incurred 
and disbursed in 1977 and if therefore requesting a budget of $4.18 mil11on. 
lhe Cooperative Program capital need is estimated at $0.74 "milliop. The 
operating budget proposed for the Headquarters and Cooperative Program work 
totals $6.5 million, an increase of 66 percent over est~ated 1976 expenses of 
$3.75 million. About one-third of the $3.53 million increase requested is 
to cover the full year cost of staff recruited in 1976. The balance of 
the increase is to provide for 15 additional international staff (2 senior 
and 13 associate) and to proceed with planned implementation of the program 
at the level appr~ved by the Board of Trustees in M3rch 1976. 

23. 
with the 
original 
of 1977, 

ILCA p~ints out that the increase in requirements is consistent 
scope and strategy for ILCA's research program as defined in the 
Tribe report. In fact, ILCA would recruit 84 staff by the end 
compared with 105 estimated in the original document. 

IV. ISSUES 

Size and Intensity of the Research Program 

24. As indicated above, ILCA interpreted the views of TAC and the 
African Livestock Subcommittee as encouragement to proceed more rapidly than 
proposed by the Tribe Report. In its previous and present program papers, 
ILCA has therefore outlined a program of research and scale of operations 
which are considerably more intense than originally envisaged. The original 
concept, as described in the Tribe Report, called for a cautious, two-stage 
development of the center. The first, covering a period of three years, was 
to be devoted to gathering research background information and identifying 
research priorities for cooperative programs and special research projects 
that would be investigated by the Center itself. The cooperative programs 
would be introduced toward the end of the first phase. The cost of this 
initial period (1975 - 1977) was estimated by the Tribe Report in 1972 at 
about $11 million, consisting of funds for: 

(a) a basic component of 24 seniOL scientists and up to 65 
research associates at headquarters; 

(b) physical facilities for the headquarters complex; and 
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(e) initial work in the third year for one cooperative 
prolr .. involvin8 4 ~enior Icientilts, 12 re •• arch 
a •• iltants and capital investment of $200,000. 

25. The •• cond pha.e, Itartin8 in year four (1978), would be bas.d o~ a -. 
d.tailed review of the progrels made during the firlt phase, which would define 
the need for and extent of the longer term cooperative programs. The I.l riginal 
plan estimated that Phase II, covering years four to eight (1978 - 82), would 
cost $26.5 million. The ILCA staff would reach 46 senior scientists and 138 
associates by the end of Phase II. 

26. Taken together, ILCA~s core operating and capital requirements for 
the full eight~.1!.~~ p_e.~!o_d_ we~e projected to cost $37 million. This figure 
included an 8 percent annual escalation in operating cost-s; iiiCluding- saine----
provision-for inflation as well as some real -growth in unit staff salary costs. - .. -.- .-._- --_... - - - . - _ ...... -.- ... _. -- -- -----_ .. __ .. - _.- ---- -_. 

27. The actual rate of inflation during Phase I period has been con-
siderably above the level originally estimated. ILCA itself as applied 
a furcher 10 percent per annum inflation to the Tribe Report figures. The 
following table compares (a) the estimated cost of the original plan, (b) 
these costs adjusted by ILCA to reflect increased rates of inflation and (c) 
ILCA~s 1977 budget proposals. As the table shows, ILCA's present plans call 
for a significantly more rapid rate of implementation at higher cost than 
originally projected, even though the staff development program will be 
considerably below the original concept. 
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labl. V - Or111aal. Ad3u.ud .nd Currrentl:z Projected Co.t. of Ph.... I , II 
($ Million) 

Ph •• e I Ph ••• II .L!. Total 
1975 - 77 1975 - 1980 

Oril. Adj. ~~ Oris. Adj. Current Oris. Adj. Current 

0Eer.Unl Costs: 
Headquarters 5.5 8.2 7.9 B.s 16.8 21.0 14.0 25.0 28.9 
Coop. ProgrClliis ...Q.d. ....Q..& ...l..:i ..l.:!. .2.d ..2..:! .~ . 7.7 lid 

Total 5.9 8.8 11.3 12.1 23.9 30.8 18.0 32.7 42.1 

Caeital: 
Headquarters 4.6 6.6 5.7 0.5 -0.9 2.6 5.1 7.5 8.3 
Coop. Programs ...Q.d ....Q.d -Ll. ~ .Jd ..L.2. ~ .Jd 2.:i 

Total 4.B 6.9 -L:!!. 1.1 -hi ...hi 5.9 9.0 11.9 

Total Costs 10.7 15.7 IB.7 13.2 26.0 35.3 23.0 41.7 54.0 

Manyears: 

Senior 2B.0 30.0 32 /2 
Associate 77.0 51.5 1!.. /2 

Total 105.0 B1.5 110 11:.. 

11 for 3 years 1978 - 80 onl~. 

11:.. Positions. 

28. Even with ILCA's figures on inflation (which appear to be reasonable 
in the light of the 20-30 percent annual inflation rate eXpected in 1976 
and 1977), the first six years of ILCA's establishment period is projected to 
cost 30 percent more than envisaged in 1973 when the CG agreed to create the 
center. While the staff development plan and the overall research strategy and 
scope are consistent with the original concept, the intensity of development 
of the cooperative programs and the unit costs of the scientific staff are 
considerably different. 

29. The cost of Phase I of $18.7 million Is 80 percent above the original 
estimate, and still 20 percent above the original estimates adjusted for higher 
infla~i?n~ __ ~t!. ~dd~~ion to the underestimate of inflation in the Tribe Report 
and the more rapid implementation 0·£ the ·cooperative programs~ ·there are several 
other identifiable variances which reflect decisions of the ILCA Board and Manage
ment to change the planning of the cooperative research programs. These include: 
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(1) the level of capital inveseaeat in the cooperative 
prOlr .. s which is budleted to coat $3.5 million va. 
$l.S .ill1on in ILeA's adjusted filures; 

(i1) the level of operating coats of the cooperative 
prolrams which will be $3.4 million compared with 
$0.6 .11110n; 

(iii) The level of internationally recruited staff which 
is hilher and more costly than projected, mostly 
because ILeA has found it difficult to recruit 
local graduates and post-graduates, a practice 
used by the other centers and assumed by the 
Tribe Report; and 

(iv) A level of local support personnel higher than 
estimated in the Tribe Report which has been found 
to be needed. 

30. Some of these factors also explain the increase in headquarters 
costs. For example, associate scientists are budgeted at several times the 
original cost estimate per manyear since by necessity they are being inter
nationally recruited and receive the saale~e[lefit -package as the- senlor- . -
scientific staff. Overall, the CISt of program of the senior staff is now 
estimated at about $125,000 per manyear in 1977, compared with $70,000 in the 
Tribe Report (or $100,000 adjusted by ILCA). 

31. The acceleration and intensification of the cooperative programs 
and the significant increase in the overall cos~ of the development phase 
places a considerable burden both on the management of the center and on the 
donors supporting ILeA. As indicated above, ILCA has perhaps the most diffi
cult mandate and complex administrative requirements of any international 
center. Servicing up to 30 senior and support staff away from headquarters, 
and dealing with four host countries is already taxing the management capacity 
of the center, and is likely to become increasingly complex as the cooperative 
programs begin to operate. At the same time, the intensification of the pro
gram requires a high level of expenditure which ILCA's donors, no matter how 
supportive of the research program, may find difficult to sustain. This 
is particularly true in 1977.with ILCA's headquarters' complex construction 
effort . expected to be at its height. If funds for the CG network are 
scarce in 1977, as expected, ILeA may not received all of the funds requested 
for the full program envisaged. 

32. For these reasons, the chairman of the Board of Trustees of ILCA, 
the chairman of the Boards' Program Committee, and the Director General 
agreed in late June to review the proposed schedule of implementation of the 
research effort, and the cooperative programs in particular. This review 
would conSider, among other things, whether (i) the Nigeria program should 
be processed in accordance with its current schedule; (ii) the staffing of 
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the KeDya proaram a1sht be revised and; (111) the iavestment of $3.5 m1ll10n 
atabt be reduced without impa1r1ng the effectiveness of the cooperative 
prosr ... ; and (4) there are other elements of the 1977 program which might be 
deferred 1f funds are scarce. 

33. The results of this review, and budget adjustments resulting from 
it, would be c1rculated to the Consultative Group before 1ts October 1976 
meet1ng, in the fOrM of a revised Program and Budget paper. 

Housing 

34. In late 1975 Ethiopia nationalized urban housing, effectively 
eltminating the supply of high quality rental housing for expatriates. 
ILCA had already entered into long-term leases for about 30 units which 
the center can apparently continue to use~ However, it appears almost 
impossible to find additional adequate rental properties, and many ex
patriates with other organizations have in fact been living in hotels for 
months at a time. 

35. ILeA believes the only =easonable solution is to construct some 
staff housing. Its current request for 24 units is in line with the origi
nal Tribe report proposal, which planned to house all senior staff at Head
quarters at the end of Phase I (1977). Now that ILeA is faced with inter
national recruitment not only of 32 senior staff but most of the planned 
associate staff of 112 (by 1980), the problem is seriously complicated. 

36. The Secretariat shares ILCA's concern and concurs that some 
suitable arrangements must be worked out to find adequate housing for 
ILCA's internationally-recruited headquarters' staff. It supports the 
Center's request for 24 housing units, and has received ILeA's assurance 
that every effort will _b.e __ made to rent the balance required or negotiate 
some sort of agreement with the Government, as ILCA has the status of an 
international organization. 

1.!.':.hnical Adjustments 

37. The May 1976 visit to ILeA by staff of the CG Secretariat identified 
a number of "t~chnical adjustments" in the 1977 budget submission which could 
reduce the net financial requirements of the center. Agreement on these points 
is expected to be reflected in the revised program and budget information to 
be provided in September/October 1976. 

July 7, 1976 


