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SLUh24RY OF RECOMEDATIOflS 

Inepose toareus from the Agric ura Resarch Corporation (A]~
for~p anagement of its reserch~rora iderasitance in improving1 the 

sc~~l'eoorc'conilis 
 and 	as'part of a oprtvi q to 

research IiXAria:L.n e akinalService for Nfati nal Agri-cultural
'ReserchISR SuR,'Ta codce n6-ierve of the ARC's,~ n~nn~and perations. The temhold-exensi Interviews with the
AR tf n hrdis1i alboesrvationwihsioACtafn

~the Suda nat the~end~of the~study,1 The ~oams recommendations fo
imnproving the ARC's4 management are. listod In he'eort
 

~~ The team analyzed the~various functonukthotihwh'ich the 
rer sponsibilitios of management areexrcsed in:6 Ah with view to~'RC a 
identifying those functions which show possibilitiesT for resource

economies. The functions reviewed included both resource management an~d 
resource generation. The team also consideredsrtge o mrvnthe 	ARC's resource management. 
 e 	taei Lmrvn
 

The 	primary recommendations are as follows:
 

1. That a program to improve resource management~b~edeveloped and

pursued. There Is evidence of~sinificantscope.for resource,
economies inthe ARC resource management.- 3Functions which'ahow' 
~ 
possibilities for resoujrce economies Incluide data collection and use,.~'setting research priorliies, prga plnigpormbdeig 
resource allocation, program planning, program budgeting, resource 
~
allocation, program Implementation, supervision and monit~oring,

fiscal control-~and accounting,. evaluation, specification~of ,'roles and
relationships,,delegation of' authority,wleadershi 	

' 

and 	motivation, ' 

time utilization,~communication, manpower planning*~ recruitment,
staff development and training, and[facilities and equiipment
 
management.
 

2. 	 That the management improvementprgainldbohmaeet
training and complementary management actions. In the case of most,~
ifnot all the functions listed? imtprovements, will. occur besIt,Tand in
 many cases only, through programus that consist of both management
training and related mnagement actionso Those actions, depending on 

,~the function, consist of system development, technoloyintrodu'ction,~r2development of proceduires, role clarif'icatinn so-forM.~ 

-to
) That: programs improve rebource management be developed~in accord 'with a strategy which Incorporates a iiriber of elements Including,~.
strengthening the 	ARC's own capacities as distinct~from4 introducing~~444'
resident expatriates, building a climate for changedeveloping a7
strong' leadership team, developing a supportive "critical mass",utilizing energies In the *ystesm which are',suppoi~tive of' change. 

-and 

I 4 4 -4A 

4 



T8a the managee nimrvement programbe irplenented i~w -
P1 SEI latng 18b-24moths~ ad PHS 11 coeigtefolwn 

eE 
' 

I aig a 

and iveprimry 


5. ha Ifouson rapd, impact on the ACresouirce us 
ttction~o~hejnctions of 'a acollecton ane- -iiettnI 

.i s
-i,:rogranugt

an 
ero planning, an deiglea~rshi generationan:
~ ~ia~ow rp~annii2 P 4r~tiiig programs recommended .for PHASE I: 

S'conists -of:~: nEoufe,'adrhpCnern Pro~gram Planning 
an Bugtn oksosfrMnager andScientists "aTraining' 
Implementation Wokhp Primaymngement'act16nw.relate to 

S establishing the mnagement improvement poraset2gpoga 

bugtn rcdrs 
 iedrto o PflS IIs 18-2C months.,~r7 

6. That PHASE ri focus. on continuing the strengthening "of 'the ARC resource managemeneit, developing' icreased management~an4 
 A' 
admnistrative support functions, increase 'raesoircegeneration,


Sincreased staff professionalization, and iincrasetraining,
capability. The program to achi1eve these goals should'consist of,
both training activities and complementary management actions, and ~~ 
should continue for 36 months following PMISE II. .Kt. ~ 

7. That specific activities be set~in Li~on to obtain additiol 2 

resources through improvedprogamn'and budget planning,'.preparati1on 7>7 of proposals for donoragencies, increased .omerclal production, arnd
~revised fees and charges for testing and otler services i.'.7 

.7' 7. '.2 7 J 
7 '-'77 



LIST OF ACRONYMS 

ARC The Aqviculturatl Rr!:;t,iich Corporation (c)f Sudan) 

COA Coop .catL'Ve ),-;vlopnszt for Africa 

ICAPDsIJA Interricit blil C(,iftor for Ajrcliulturo in the Dry Areas 

[(:R ISAT [n-iq t Ut. f,): . tiq A:itl 'Tt i ci; 

I DA I lri t ,i () i l l"" lI::O )':~ i +ll l l 

I )kCWin:, . t ,i nDitll,,,$.1o11i: I I,:: >h 'it Celtre (Canada) 

I.StMAR -- [ i' 1n.C m i i> i for" H t ilil Agricultural Research 

TOR Tf yin<; of R.f , . 

iiJDP United Nat ion:; De c I opmnent Proqranune 

IISAI) United Statu: Aqency f,3r International Development 
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hanskills re conteloued manahenoitercto vi4 tehooy snes 

~Anumber of factors have weaged which support the irectin andting
of the AK's,interest,~'Pre.paations Loe a nmajor Worl BankAID loan for 
education, resarch and trainin, and4 national~interesti manpower~4 

d
~evelopment as representedby Preside-a Nimoii's prclamtion of1g84 as 
a "Year of Training" reflect 4overnmental'interest consistent withi the 
hKARs Intiative. 

The recommendations in this report are d).rected towardtsjrnmediate
improvement in the MRC's management under, resourc s.~carce conditions and 
towards longer term actions whc wilrifoc n-srntetita 
improvement through providing additional management tools and.
 
capacities. They comprise recommendations both for:training and other~
 
management actions consistent with the expanded demands on the ARC. ;t

is tqit that they respond to the reality of both the A~RC's challenge and~
 
opportunit~ies#
 

This study ispart and parcel of a larger mnagement training survey of 
resear~ch systems inAfrica coniducted under a CDA fundingi In a~ 
conclusion, thfireport highlights isues Idetifiedin the Sudani which ~~ 
appear to be commwon to other African research systems,



SThre TOMS otf Referece (TO)afor heastudy fetdi hsroptoEQworn, 
set by? th mev s,~'of heq ARC an ot latterISAthe osari t 
-CAC~norreT$spsondneUbaeinteDrcoiAuut q3 an,thobetweeneea-oLw 

byth ARCiSNniain, 	 ~ anagementtrainingstff ndeb~ m t~ forit 'INR~ 
~Initin tare m~~ 	 apin
emberseof the AR staffi theartc'pae heIdNAR/S
 
(sern andouer Afridca4nMaaemn Inttt)wrso Kngmn
 

ARC Dr.three were Hasa. coalifac, epi1 Dieco General;an. A,tofalai Dproe agrlcutr 	 ec Prjcntooalth reuaAricyturLms

training( and DrthBaiu B.eiaMiomed, s're~iilt-f th Rese~uac
,41Fo 

n4O1 (i)~ JI 

foreldINA misdion 


USI wedm as eeng'agedus1983 betweeOrow~.
 
odto-'In pify managemetrinn n edswithi th~~~eoA
 

sc arcnreso ullrrc
conditaions.our~n ~po~rit
 
ThRC's !,prramunSo intee coincidewth dNAs overab
a ll anat 
toamrovnatoa agiulua reeac systemtthrotgh mangeen

trSuainin w sith i~etespeca itrets as,daCDrcsnt~y tidy.spca 

proec gOfrnt, tUder thre:aupie 	 ,l806pfCAgatwt~fn 


fil studos to~ detormiespei "ig~n~car frmaaemn Lsaincg ned 
infrcanagicutualresrch soytoms an orcmed'prpit
 
traiingrogrms. ntudeshavetreenn, mlto ad nZimabw andere 

- -- resource condtioanx;,s..~~j 

2. 	 For CDA: a. To review the operation ofi,,ARC as an African ui
 
agricultural research eyotirn; 
 4-'" 

bu.ntoeIden6Ctk~tify malngeen traininrg needs 'particularly 
as they miyreflect needs broadly'apparent InAfrica.--~-

Durng hecousetud.'ARCgtafindicated~that:XRC was to4 w~'f he
participate ina W~orld'fBank lo -nto strengthen its opqrat6ni. This 
knweg nrdcd oiiainIt tho'TQR inthat itopened the 

- -

Spossibility -of the-elimination of some aspects of the constraint~

occaione by insufficient.fwhds L 



ieea m0SNR odGfHuninto Hbb (Seni. v esah Off~c
ISNR)Chaz '(enor Rac F S ),adRobet4w AyI iHair 

C ~arW
 

staf of th Agiclura Reerc-opoan thei coprtin90o 

Themetodoogy by whichthe o~d conducted ~Includeda several Stps
 

First,: the IrSNAR team reviewed rcen~t reports on the~ Sudan1,

SudanGee agricutu~re, Sudanese, agricultural research, and~)

agricultlraf rettearch managmnt.
 

Sconinerviews were )iol4 with isuAR slaff famifar with' the-
Sudano exeine'nreerhmnqmeti fia 
Third, on-site individual and group digcuzselonswere~he14 ' Wtdifferent AJE research stations wh'the'ARC StaffE including Dr
flakheit Said, senior? ademnis trat ive,rSaff, national.coodinators,~
drectors anid heads of a number of stations and centers, Gezira

~osa.~~htaon(GRS) section chi e, rgjerntist and inspectors
ofadminisration and other, dministrative. staf Very fruitful
discussions occurred inthea meetings.
 

Fourth, interviews were hel~d with reevant unvriypronl
and donor and international agencyireprentatives in~Khrtum, ~A 
totalof fifty persons was interviewed inthe Suan 

Flth meeting was held at the close oe zthe mission with senior 
mnemer ofthe RC and URS staff at~which theteamlo mjorobservationhwr~eshared and,'iscussead, arid dur iIng w.hicha lengthyand useful discussion occurra ', 
 -

Sixth, the writing of a draft report, which was-forwarded to the
Director Gener'al of the ARC for reaction and commuent. 

Seenh the writing of a finul report for transmittal to the

Director General of the ARC. -V-'V 

5 
VVP..~''' 5 



AGIUTRr .CJ rpJ (ARC at;TIOgoTIT 	 ibf IE co~g RES EA ',tpOn ndJai 

fo1oTh R sdaJt th ccautonu oa t io e aro each rgaito ir8ely
resonsilto tnh4 e oft te FoodarcVaual ResoesntheAgiu 

Ceaiute d in te Aricultal
1967unde cRearcih CorpuroratonAtita& 

A stqdanisto the eearch, Inhiutily. in'jwepas restltofattong hisry 


(i19)tue ickdc ha )and0~w~~Shcea (1904)jweuet, Othcnerrsea
 
wi ratdion 19of vnr4rt 	 benfollowe ded,h 	 GeiaRsac~ in197the ttio 

t aransep anothe c' nt foo thexesearch estaishntpan
raettc 
, *g+,i=, i 	 1~I. ni fii I pU ~ u~ fiee~bOthg,ttons wre ra'ddedn4 aso'th ai am n irgtedwlfeda"els 
Mnoane icegonwtreerh ya~eMnsryeto reahi the, addiisrtion of 

S 	 donor-funded research projects.
 

B. Facilities and Resources
 

Theo ARC's legal and geographical mandate is fulfilled through a networkj

of researc~h stations and centers wpread throghu th onr associatedA,

w~<ith regions, ecologicalizones and produtioni schem~es, ;Among these are 10
regional stations (Gezira, Kenana, fludeiba,<iKadugli, Yambio, Sheiidl, New

>flalfa, Sennar, Rahad, Shambat) , 2 comodity stations (Guneid, El Obeid)~,
and a number of centers and sections (food processingfis1heries 

~~ 	 forestry, range and pasture, and wildlife). A number of'nub statons and
testing sites provide otrec to emansatos 

The ARC has approxclmately,2 scetssicuigabu 5ia h hD 
or M.Sc. level. An additional 70 (approimate)
mainly abroad at US and UK universities.,; Many Qclentiss ghile received 

S additional training by participating Inuhoct coursworkhpsad<

A-' ....conferences at various' unversities'++,++ and Iternational centers.~~~a
-

•a refources +#+" ' 
;++ a + 

t a++G*+++ ++ sources. The principal+%! +s+++ source of fuinds *i tha central
'+ 

goverrnent, Other 

~The financial and support for. the Acoefmanubrf4 4"-F 

++a, 

Important sources are gr-ants fromlocal.anid international. instituti~ons,$;T h"""" 	 *'a +1; ,q' >A
Other oupp1ementarywsources are+ 	 the gal11eof cropis and prducof,.garnts'''$3aa+ aa'{++$.I'-Afoes and Income from servicesard puablicatlions, and fridno o 


~~ lImprtant among' the latter are funds, from* theInternationial Roseaicji 
most
 

Development Centre of;Caniada (0RQC anid athe United.Natiorig Development 
' 

~
 4Programme '(UNDP)., The Western Sudan Research Development Project- in

~A~i4P~jointly, funded by USAIDanid the World ank (oA0M. Th AR particlipatesAar


In cooperative research projects with International research centers,7
namely the Interna~li Center for Agriculture In the Dry Areas 1ICARI)
and the Instituts for the Semi- Arid Troics (ICRISAT).

4. 	 + ++ +:,+ +.+ +p 
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Ov nztoa §t rut Land Re l ion~hp4
 
Th Ia a m n sARCe e y a C u c l 
 r s o s b e t h e o 

AqvcytueFod ndNaurl esurcsan~caiedbyth'Dre0o
Geea ofteAC9oni ebr epoetteACamnsrtoproduction~~schemes, goirmntcroaios~ iisreuivrJl~ ~ ~ 
offcia rgioaladmnitraio9, ndothr aqtdi7 

adh O. nane o mi~tee The diecos n heads o
re#i
search 6ttinpan&Acento r ar'e meberus oCbohcomteswhaddt~iona' membes primaily int echninal ind &rfionsce area heTcncal Committee andin the~admin ative area on theAdinstative 

>%and Finance Committee A 

responsiblilty of the.Technical Commiteoe, 
 oacilitate programi
coordination, national coordinators have been established inall majorcrop and aome disciplinary areas# j Task forces or research teamsincluiding both ARC and nonf-ARC members h~ave been established under the~Technical Committee 'andhave fild monitoring and'reviePw~~responsibi1lties. 
 Also,~technical committees for c'rop )ii~sbandry, cottonivarieties, posts and diseases, raijilandsagriclct*'Ce andpropagatlon have~>special national renponsibilities Inrelation to innovation', adoption,<feedback and research priorities, and relations withA-ploditcion schemes. '2 

An AnualArcutrl etng
ahOis held toply central role indisussng chivemnents, limitationiand future remedial actons,~~-
D. Program an BugePocsss 

The ARC annual program in developed through Inteacton A-betweenscientists and station direc~tors itlh input by national coordinators and~itechnical committees, and flowni 
 through the Depuzty DIrqctor.feor/Programa

and the Director General to the Technical ACommittee of the Agv4 cullturlal

Research Couincil,
 

The annual budget cycle beginh wit~h a directive from thfenputy ,Direct-or' -- AA~--G-eneral (Administation and~Finance) ~In Jarnuary or Pebruavy to stat ion-W~iJdirectors and heads Instructing them toAppareA-ansubm'itbudgets.
After consideration and4 Input by the ARC adiital' noealbdeisforwarded to the Ministry of Finance through theCciittese ,or
Administration and Finance, Following receipt of the budget; in'early,M~arch, the Ministry oe-Flnance And E~conomlc Plonningclsong' 'othe Miisterof Agricultures kmnister of Pinance[. thoe Viector IGeneral--ofthe ARC, and other high 'ranlclmqofficialsto dircuse the budget and to<
reach a tent&tv agreement.. Final approval fr. given by the Counil1 ofMJinisters,- After approval, allocationis Aare' 

-A-

mda4 on the racommindatlon of
the DiectorGeneral by the'Agricultzral Reitorch Counctl~ls Cormaittee on
'Adinistration and FinanA-e.
 

V 
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-on ,iproving-.,SfunctEions-perforrned -by the ARC to idenitify their impact 

Sagriculture, and to evaluate the eff~iciency and effectivenes~wit which~' 
term- "resources".RCs disposal 6are utilized.>The"~the resources~ at 'the 

in a broad sense to include fnds equ~ipmenlt, +< 

was interpreted 
3 ~ -~ p

infra-structure, time, staff, etc. 
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--- a reasonably'rapid basfs. This'pr~edisposed"'the: team 
and avay

act on's withi the :urrent: authori ties ofthe,Director General 
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this~predisposition.~tim~e consumlngj'approvalsi IThe atudy confirmked All 

~~the 'reconneadat ions have been- mde.4thinthe6-context of a general1 

trategy foechanlge which calls forpshort-aOd 16ng -term actions 
-and which 

to both short-'range needs and broader'organizational i1ssues.~~{Is responsive 
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Thestwostraegie are Qcomplemenayan niatl onetd
 
F:3onially, the~ more efficietl rretyvaiable resources are used 

"iowever,Hj inineith-the ARC's request, the 4stud focused very heavlyl
4<4 on the maagemenit of existing resources~ limited atte'to,wqiet
 

4resource- generation. toia ger. 

~~~A. Resource' Management4 4 4 :4444 /' 

For the ARC, improved resource management isnt nyal pin u 
necessity Ifitis to continue as an4.effective reerhogaiain

Its budget has been shrinkinign real terms, while'each 'yearf it is calledu4{
uponl to do additional "research.. At' the samp time,theSudnee "' '' 

Governmnent itself is'laboring uinder increasingly scarce resource 4{

conditions, and competition for funds aong9' overnment'agencies is 
4 

444 increasingly sharp.> The demnonstration bythe'ARC thiat a Sudanese pound-4~~ 4invested in agricultural~research throughi the ARC has a greater return to~ 
the Sudan than a.Sudaiiese pounid invested in4 'some other public agency will>& 4 

4enable the ARC to participate in this competition mrefciey 

The study team reviewed management practices iri4.the ARC with a view'uto ''
 
identifying those functions which have significn impact on resource4) 444~
 
utilization as currently performed. The functios detijfed are~ listed 
 44.44 

below. 4 44 ~44 4 44~4444 

44 ' Data collection and use 4 

Setting research priorities 
4Program planning 4 

.Program budgeting44
Resource allocation 4 

4 ~~~Program implementation -4 

Supervision and. monitoring: --

444 

Fiscal control and accouniting < 4 '> "' 

Oraiato. spcfctono~o and relationships. 4' 
:Orgization ~- delegation of~authority,444 444'42 4" 

Or&ganization - leadesi~n motivation,4444... 44444'Timne'utildizationiitHaio 4~ 

4444 '~~~~~'' ~CoMMuncation ' ' "~4- 4 444 4'~4 

Personnel administration manpower planning,4. 444.44444 

444 4Personnel administration -recruitment
 

4Personnel 
administration -. staffdevelopment and
training.,444 44+444 

4 .~~~' ~Facilities and equipment management ~ "' 4)444 
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information on farmer yields or typical production costs.
 

Information relative to costs,.budgets and expenditures isinadequately 
 ~maintained (allowing major expenditure over-runs) or inunavailable form;2
monitoring, comparison or control purposes.' Additionally,,some cost
 
fiue eesr fripeetn priorities, e~g. costs associated wt
 

qju:Significant questions exist arudthe ARC's execution of itsrlin Information dissemination and utilizationt questions~which focus~on the form, timing and means of disminationp particularly with regard
to on-.farm utilization. 
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theAR stffindcaedpolcysetin fo tleARC is a ptbi:andy 
-proess ceti%Thee-ae'nntees 

:,hard reltion which neebe fao d; first, no'al eerc neuli 
4,nportarica; ueor4L' existing reaourcesgwilU no emt.vrti to b.e
done that may be desired, and third, un~clear or poorly implemented ~'k 
prioities mean less thtan optimum resource use, 

......................................
 
Program p~lanning isthe coordination and integration~of individual 
 i 3of activity in accord ith stated priorities and budget availabilitie.m4 
Itisensuring there imo duplication or important gaps in the resarchi. 

.Discuuuions with the ARC staff and earl1ier studies on 
the ARC show that 
program planning has been recognized as a problemn area Inthe ARC and was
*acause of the creation of the position of 'NationalCoordiunator'. vThe
establishment of thin position reflected 'a need to coordinate specific'
research activities taking place at differ'ent stations, and to eliminate 2Z~ 

Kduplication.
 

Yet the study team found almost universal concern throughout the ARC

about the functioning of the national, coordinator position. The
coordiniators themselves indicated and the team confirmed that, in the" 
context of the ARC, the national coordinators 'lack- the ,authority,>
resources and mobility to fulfil. thi epniiiis h national 

7 coordinator indicated difficulties In obtaining transport fuel, and 
p~ermission to travel as parts of the problem. Trhe scarcity,of resougrces "' 

affectn all staff members of ARC. National 7coordinators 7feel'more :
constrained because their commwodity mandtate indicateu5 they shiould be able 
to regularly visit. the mumerous stations doing research in the commtodity
for which they are responsible. 

. 

77 4 

Program planning..InteIdsesbemcaimfrtasaigP16

an~d research prioritiesalnto actual77research programs, and is a vital,
link In directing the allocation of.7rsucs As indicated arle 
large ga betwee~navailable~ resourcs0 and approved programs,: idiates
that the program planining problem cMins unsolved, 7 + 
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nd:se
allcaton Bu~onLheli~so etenive' discssons with the7.staff the teaml~ 'indicates b~udgetig poessanlt~ that thelA' 
offersmos proise for sgiicain nar term Iimpact on the useof i
 
resurces.I 

f:I~ro sientists' "Js of desirabl ltemIs.andbearalmost no relation topast, curn o&r expected fund allocations. Mor Imotatybdgt
are not connected with identifiable projects or uanits ofwr, oh 

conidratciof the costs of mndividualprojetwcannot b~ecome a part of~ 
aarational priority setting or planning process.: The ability of the ARC,
managemont to direct research isseverely limited., For thisto occur,

realistic and enfoccable linkages between program plannling and budgeting.
 
are essential.
 

Teutedmwa 
told by the ARC staff that the Ministry of~'inaacehad: 
resisted by the ARC out of fear of losing priority setting power, This 
decision may warrant reconsideration inview of the Ministry's need for 
information on the ARC contribution to the Sudan' agriculture program,.,~The AC may need to seek other ways to satisfy its concerns for rora

control. 
 ror
 

E. Resource Allocation 

After the ARC has received its funds allocation from the Ministry of 
Finance, itdisburses them through; 1-) begfnning of year allowance, and2)covering end-of-year deficits, 
 At the research station level.-funds
 
are then disbursed to each discipline on the samen basis#;
 
Several aspects of this procedure generate both strong feelings among the-ARC staff and legitimate questions: in some, instances allowances have
remaine4 at the previous year'ssleveto for periods up to seven years#,~raising questions about the relation of budgettoprioities, As w~ell asll
the relation between disbursements and the budget Process. In otherinstances, disbu*rooments to scientists In each discipline dividedare
eqjually on a strict basis -again I~Iraiuing questions about the connection

btenpriorities and llocations.. 

Discussions with staff reveled that the practice of covering and-of-year -deficits#,vhil! a necessity Inbome~Instances, does not'encourage tightfiscal monagement. The def IcIts 1wh*i~are coveredese of some (up, to'25% of the Initial akllcatlon in one lnstanco) raigsu questions on th

impact of the ,etention of #o large a reserve fund on the entirel IA'I

system.I I 

Nurous other aspects of resource allocation warrant cons Ida suceiah as leaving Int some cases, hundreds of heotares of land idle which could

be used to generate Income, or the loss of scientistg' time whiose

research to limited by fund shortages, and so forth. >~ 
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.The Loam veied 'the communication problems of ARC cable, telephonic~~-S land, air, postal, radio inthe Sudan -and became'aware of their ~" 
S Importance and difficulty for an organization with the geogaphical~4

dispersionof ARC.
 

Institutionally, the ARC suffers enormously from this problem, :Stafftold the team that organizing a meeting involving different stations,~ -i'
requ~ired letters mailed wit~h a
minimum lead time of 45 days. M~essages

betw~een sa tions often depend on the availabiity of travelling staff.The physical stress of land travel isconsiderab~leo-


Under these conditions itbecomes critical to establish commnunication <-4~
links and management practices that take Into account the isolation of
research stations and the difficulty of normal comm~unication methods,
Under these constraints, a 
'' 

i unbor of steps become imotant, including
clear processes. standard procedures and manua~ls, delegations ofauthority to approprite*levels, and a radio network.r
 

01 Peronnel Administration. Maenpower Plfng~ 

Manpower planning Inthe process by which an organitation etterminto the
numbers, typtus and levels of staff itneeds Inthe-proeqnt and future, 

4and the means by which Itwill adjust the type, l1evels ondfumbro 

1Ij 

existing staff.mbe
 

The ARC management at several levels expressed its concern over staffing ~~ 
4adstaff imbalances, The team agreed and felt 'that alon with programu I 

planuning and budgeting, mnpower panning is ~a prority funcion for 
- -attention, Whil~ethe number and quality of-scientists IAmsproinive, itIs seriously out of balance with other categories of staftf(technicians,

laborers, or asoistants, -depandiag on the station)* :Similarlyii IsI 'i~%~I7~oversupplied in some disciplines relative to the-available operating.-'''fuonds, and seriously undersupplied inmother categories,' lcldlnqg.."
economics and the social sciences. ;An equally Importan feature' ihe 

#141lack 
 o: staff with the highly specilizwed administrative capabiltes It 
- xv- needs it it Isto gain full control of its programXtu,4iths

are advanced ~planning, Ilnformation systems* fiscal analysis, cont/benq(i611a1Wals, trainingand evaluatfoncapabllt~ie.,
 

SAs 
 a mseans to optimizing th use of' Its avallable ,staft resbturcox,
 
4 ~AI--manpower~ planning In the ARC ranks as a priority concern. 

1
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A fu4theC 4x1P~t omrpw lang IlsRta(C dv_ mtjnLL-ad.t&1nn 
re-trineRd tomeet te rganiation~ebchngin neds
 

Tahe wa )wic'hsfntion 4s arfoued In the ARC leaves signficant
gapsbetwen esources andc nee~ds, 
 There seems to be litl evidence of
systematic'planning for~staff development, and many staff, Including.,
senior management, readily identify gaps Iintheir training,. atcual
Swith regard to mnagement, 
 ittle In"housetraining of a no-ehia
nature seems to occur and there seem to be no otandardized training' t~~programsn or manuals. Staff did not indicate norwas the team able to iPIldenti fy plans for re-training staff who may be limited by'fundshrae
foworkin~g intheir preferred areas.
 

Staff development and trainin~g isa critical function for the AR~C as iexcpresses management's Intentions with regard to maxImizing the useWo
its rosourcen. 
4 

R. F litieq and iim nt ;IAUsgement
 

The team obsorved that the ARC facilities and equipment show uignifiant~~deterioraition. 
 Some of this deterioration iscertainly due.4 to shortags 1 ~of funds, bust some isdue to ntgiect. :Again, the effects oQf wear and age2~can be minimized by minltmnance, and the rerource required forreplacement saved. 
, 

The purpose of this section has been to review the performance In the Rof those functions which comprise management with~a view to Identifyingpotential opportunities for resurce economies., In-the judgment of the 2 -jtoam, following exteniulve conversation with staffat several levels, all$~the above functions show such opprtuinities.* n the following sectionh &,Anunber of specific recommendations will be made.~ Those recommpendationswill include some priorities and reference to resource requirements. 4j 

IN4122 
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thoe stpinto spifi acio reomnain and pr-ras
 

~~ training inaparticular, but will aisofnolude systems-design and:~ ~ ilemenltation,now tochniologies,,role clarification, and actionsosimiflar character. oa~

Clearly, staff cannot. be trained inprocedures that~
do not exist, do better John that are undefined,, or~follow efficiently'
Policies that are either wiknowin or known only to peronsgeograpcally~<remoed and out of comnunication. The purpose ol this section therefore~
isto list the scope of actions the team believes necessary to intouci
Kimprovements with regard to each of the fu'nction analyzed..' Theactivities and actions ide niied also point in.thedirection ofknso responses other African research systems might consider to improve their
manziejument effectiveness. 

TINistin~g wilprovide aopesve cture of oeta actionso~nd will demonstrate the connecting and Interactive nature of thei'anagement fu~nctions themselves and of the programs equiredi to make5
'"provements, Itwill thus provide a5 base from which toidentify the

Liriority function 
 to be addressed inthe recommpendations and from which
to plani the appropriate training and management actions so that maximum
impact will be obtained with minimum input.
 

This listing ispro~vided in~ Table 1. Ittindicates ior each of the
manageti4n( functions., management training programs and the other,management actions that would need to be taken to effect improvement on along and short term basis. InSection viir an overall strategy ispresented for improving the ARC, and proposes specific, recommendationsfor action, These arc provided~In Tables 2 and 3. ss< 

InTables 1, 2 and 3), the term "Senior IMangers"'refers to the Director+General, ,2Deputy Director Generals, and 1Assistant Director General 
-(Training and Publication)., The termn>"'Managers" refers to Sen~ior.Managers, Nationial Coordinators and Station Directors and H~eads.'"Scientists" refers to scientific program staff not occupying a role,included in the Senior Manager or M~anager category, Where special groupsare referred to they are designated by namne. 
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VIII RFC*1MEDATIONSFORAqF L TRA Ita~ 

evltioary 	 cane,I ticalo 

The taeyrcmeddt mrv AR~C's management~ of scarce resourCC03to a mult4-facetad one, Insummary. 	 It reseents a-combination of..'training,' organizationdevelopment, systemsnfdevelopmen~t" tehnologjyintodtion, and resource generation and redirecton.: It reflects abelief inthe abilities of ARC staff to respond to their current
stuation.I~~t is phased to meet both long- and short-.term need. 

The elemients of the strategyforthismanagement training program, are: 
1. A combination o t ra I nn events with complementar.ywaaementjci o. anagment; consists of 	 7human behaviors interacting ~wth 

B)'Steflts te'chnologies, resore an nenladetra
 

environments 'to achieve atated.,goals. The'Ihuman knowedgeand. 
element of management and attempts to Im~prove managemnent m1ust; 

. 

include actions' directed towatrds these As wfell astowards the~other relevant elements,
The approach taken in the recomrmendations ise'to identify boththe
managJement training activities and the, supportive managementactions that; would be nlecessary to itroduce an~nttuinlz
improvemeont, Recomeniations4integrate both sets of actions.
 

2. 	 The creation ofa "criticalmass" of.Staff s upportive ofthe
adcags The introduction of different; procedures iu 
''
 

-facitnted by the understanding and support of large enough
proportions of an organization's ledrhpadsaft outweigh ~W 
-
 forces retentive of the status quo, 
 The strategy rcommended 
 -
seeks to create this "critical mas"by the number,~populations,itature and timing of the training and other, actions it ~poses, 

3., PsV@omEntofa stow leadershipteam' h pr~esence of aand knowledgeable leadership teamr, 	 strong
committed~to iproveme~nt and in
 
44 aqreemnent on1 the goalganad dire'ctions, isa reqtirement £or~~ 


"C' ~'~ -vontinuod progress, and willip&rovide~stabilty' and momentum 
444 

-~ 44'4 especially dut-ing absences byindividual loaders.4>4.. 

4444--4
 

44~44.'444 A .imtipqact~natroucth sein andtimind 'thnAC~ 
la44 	 ticauge organizations have limited capacities
for'change and for 
the num'ber of mattors.Oe1y cant simultaneouly
attend to,' the' recommendations propose activities 'ona 
scheduled
and phased basin with due regard to the~ lm~t hnd to the 	degreesand rates of change that can b o 
a
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imprvomnt a evr lee,'ad alzqposUawarnes ord A'. 3 

recommeinatono wthebmehlor,1 The roide ni3t ateeCnen
andto daw uponathEnuas4~ p isoureo ebtneg, iopsa te~anddreconaigscd~tiJtna~~t~MI 
h~ ~ 

6. Theu peda Theniqo - LrdciSudnese a ag~lemo nt4_W
andwl ihateo on at longttM ThtuqnttAin £r~t y 

weil tattlon t r'eunqfait'are inpvn th en~e er
gInigendous ledeshiputroughi supporltie. Thnfr ,in wi~sth out 
riecommande cahe s~suvessfull odthid'basisimpleentd aon 

poTe ful. Teoactiorn hih hv ,been prlioposed~ In the i# o 
44>rescmentin ap~rce dirtae toCmeein theAXyu Is short- a

longser neds. techlions, nbi~nertkn 6clsientil 
safd will have n rmmedat mpct.idcThesbet* ',cin frequentlwaillo telngse mpemntob ad r tovt eal
uiiedu einfoure
gositns and isuntionalieapbiites, Thn. bohesei~ts~eof
 

8 he ofullerd us aofcm n 
 f 
4444 

feo
mann these staff toefuluthliedt porshj v.4'cK44'en 4 

permanent positions so that they ca 14contribute moeflvt h
 

9. The econiton of the social,bas 13 of deciln-.making.
Decision-majdng ingovernment organization, Inust reflect thesocial and economic realities of the organizations'Internal and y~externall participants and beneficiaries if It isto achievi an 

;operational confensus. This recoqnition~ius'reflectid inthe;
emphasis on staff, government and user (I'et prodiuction schemes 4~and farmers) participatioini the recommnended planninig 1.rocesses, 
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oures
otov ay vailable. The activties would be~ limite and 

4Te maria ement fuciiiWhich WQUlcj be 3addcossddprimarily In this phago 

se~i:resaz~hprior~ities 
 ~3 3 

program plan~nuing
:program budtng.. 
leadership and motivation
 
*communications
 
*resource generation
 
manpower plannilng
 

In the PH{ASE I program a member of training programs and managementactions are recommended to address the above functions,,to develop <~j~; 	 readiness in the ARC for a managemen~t improvment' program, 3and to beginVdeveloping capabilities required during PHASE II. The primary ~>recommended steps are listed bplow, 
More complete details are poie

inTable 2.
 

Trauiing ProNEram 

Executive leadership

Program Planning and budgeting
 

33 Management of research stations 
Training design and implementation 

43-3 

Developing readiness for the resource 
management improvement program 

" 

3 33,331 3 

33 , Man~agement Actions 

3 ~ 444 

Etablish management improvement program 
<3- '<3

Set program priorities
Develop planing and budgeting system
Initiate rebource generation activities -	 3 

333 

Initiate Ipersonnel management,; manpower 


'~<3~333 
-- 3 planning anid staff development actions 

Ins radio comncain system. 

' 
mtal 	 'V3 
333<4- 3 ' 

'<'The objectives for PILASE I are:3 j<33 3333~ 43~3 

133333<3Increased effectivness 'In<utilizing current re<ourc o reeac

activities 3 consistent ith national and user prioritiesK-,W

2. ncreased management and <leadership skills., ', < 3'~3. 	 Creation of 3a broadly based commitment 'and3 climate for management

improvement in ARC. 


4--334. Increased effectiveness in resource generation.- <5. Increased Intra-organizational cotmmunications.. ~ - 333

ivi3 

333 	 ' 3 K ~ 3 3	 3 - -4 < 
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~~~PHSOta~Io~I 

1.woud atPILSE lsLfo te 6 onh foloingPIASIadwudb 

dvlpa shaelf-usiiV ng management Imroeetcaility
 

*supervisio9n and monitoring9

*fiscali control and accounting
 
evaluation
 
organizational functions
 
personnel administration functions
 
*time utilization 


, 

KUnder PILESE II a number of training programs~ and managemnent actios re,recommnended to address these functions, While it~is difficult tooe4;A&
<
 

4-5 years i~nto the future with certainty, a number~of nowl programs and X,

actions would be initiated to strengthen and stabilize the AC's;_~
 
management. The major programs and actions are lsted below, 
More
complete detail isprovided in Table 3. .~--

Infonraion systems use 
 Resource allocation
 
Proposal writing 
-Administrative 
 operations

Supervision and monitoring Bludgeting anid cost analysis

Evaluation Organizational functions
Time management facilities and equipment managemnt.A,~ 

~"AA' VAATAAAWA44A4A..4J<In addition training programs for selected Individuals would be initiated ~~ or completed, 


Lagaement ActionsG 

Instal 'information system Establish planning office

Develop plans iEstablish bud~get'and fiscal an~alysis~

Establish resource allocation unit'"'
 

procedures Develop, evaluation, unit an.d pln

Expand staff training capability Develop training plans 
 2WA~~C.V4j" 

As Indicated earlier these constitute the inajor, actions. Moredtail iss
 
provided in 'lAble 3.
 

The 	 mnajor objectives for PWAE 11 are: 't ~ 
1.~ Continued strengthening of AR'smnagement capability toQbtain~' "I. ~ 

maximumz research results ith 	limited resour'ces.
 
2. 	increased capability of maenagement and administrativo aupport


func~tions to assist management in Its resource utilization,
 
A 3. 	Increa.sed funding from 003 and other sousrces. 
 " 

4. Increasing professionalization 'of saffC and Increased imact on Sudan
 
'A, agricultural productivity, 


"'A.V 

~ 5. Inc~reased capacity to plan'and implmnt agement training proras

"~A ~A~ ove thei long-term~ . 

4 
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In~ ~ pae 7PLS IE ntblrfr4Lr~ n faeoti 

jTable 2 lists the traiin aciite an maagement actionrecmene 
fo NMIA overc'an ;ni~ial 1 to 24 Imitb peidC,
 
rxlpinjouy C9_ments
 

TheW folwn c1IIommentsl; provi~de brief explanations of pci ele1o1menti of
PHASE 1~ 

the appointment of a Coordinator anid Adis~ory Committee isto provide

staff support to the Director General and to implemet~and coordinatea~. 
the traininig and other activities decided upon, Preferably, the
 
coordinator would be a member of the senior management group (i~e. a 
DQCJ or ADG);
 

the conduct of training seswionsfo all managerial ardciantliic~ 

stffin such critical functilons as program planning'and bud etin~1is


intended to develop understanding, support and comm'itment among a ~~ 
large ijwmber of people who contribute to the organization to th 

. the conduct of management~training at appropriate levels :e.g.,~~h~<~
exocutive lovel manaigement for the senior staff and national 
coordinators and research station and center managemnent fordietr 

- and heads, responds to the fvlt and expressed naeOsof theso groupsA
and will increase management perspectives in the overaoperaton o~ 
ARC.~ Specif ictrainilng inspecial management ftinswlldd to 
these strengths and facilitate the development of several necessary' 

7~ 

K ~documents such as plans and budgets; 

the provision of training to the degree and depths ecierecognizes the caliber of ARC stafftand oftefatta thsriecane 
sought will beat result from an eduacational process 1n which all 
managers and scientists fully share. This educative st&rategy'alsQo A~

rasponds to the current variability of- understanding among ARC 
managers on many kcey programing, budgeting and political processes
affecting ARC; 

the proposed activities which relate to the generation. of now or. 
additional resources respond pimarily to the unused~scientific 
talent Inthe ARC that, given organization ancddrection, couldharnessed in this effort: 

uo 

V 
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The rai ing~ctiitte an mam eme t a t n re omwn e uneTI E 1 

Til apleup*ttu4l to thei; 
planned in diect rlaiot cleumtaaI4o the time.,,'
 
genra prceur associating
ofY~~ traiinn *th t~ dstelopmei.
 

- ~ interacit in the management process has been maitained,
 
D. !Resour!;!te!vejj and Pu4dn2A~te~ne-
Resource levels and funding requirements to Im~plement~ the managementj ~.improvement program outlined in PILAses I and 11 have not been Incgluded.,V.AAs. indicated earliUer, fundiN~for the srngthening of' the ARC manaemet 1in currently being developed through a World B~ank loan. Other funding to4 :.:fassist the ARC may' be available through USAll), the ARC itself, or. other .y.,sources., bu.t in each case the potential amounts need further end detailed ,study. 

Otting funding estimates at this time is also consistent with the needfor the ARC smanagemont to respond to thins tu~dy in terms of indating>the scope of the managemient Improvem~ent program It wishes to underta~e. -'"v 
P~I reomwvt~ndat ions, however, have tak~en into account the, iportant~A44actions that need to occur to initiate a managemtent improvement program,(-.'buat many of them have been formulated with a view~ to their ofy~easeimaplementation aind low resource requirements. Some 'initil manageme~nttraining, Consultant services on planning and budgeting,, and Individuialtraining programs for peWoplie providing secihalized functions could beimplemented for relatively small exrpenditures, 4~ 

The primary fcus of the recommvendationsstrengthening the skills and capacities inTables 2 and .3 1.~ '0inthe ARC, which will Obtain theamaximum return from existing resou~rces. A secondary benefit of. Improvingthe utilization of these resources isthat managemen1t efficiencay is 
-always a powerful argument In the quest for additional funds..
 

1Included in these skills, however, ar~e a 
number which have direct-~'
reference to Increasing the amount of fu&ndsfrom existing Sources#j Amonthose are excullenc, of oral and written presentation,.Vadvance discussionand shring f plane with funding uthorities, shaing Involvemntpriority-uetting process In thewith potential political,:upporters, and4
 
V fostering relationships with primary users. both tanw and producton'schemes. 
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I CONCLUSIO

w0d 
A.? RusqVQ9 

Thrcondtin in threporprograms wh fwnva beenpesne inthfomftw
oilt-o a'~bnato of bohmngmnttann 
n
othe man1asgement atis and whi~h ar~e intended to produce both Immdiateimpovmet s well an a log-term or'ganizatoa stegt 

htoporm are pre*sented separately toby~ thei AR'C adb facilitate deiinmknbe~n' f,7'mu1tC'th the 4)~cttion of~theavaiabli~ty o ff ding-fom International agencies,~in paticular,WoldBnk. ZIn conversations with the the
ISNAR team, reprosesitatves ofdonor countries andc lending organizations have aleay eonstratedinees
n the types or actions and prorams recommuended1 In tis report, 

RSNAR has boon happy to cooperate with the ARC in its concern to,strothen its management under resource scarities.. Itiswilling alsodics
toI w~y i whichi itu resour'ces may be hroughtt bear both In~imlomnn these recomendations and incoaorating with thie ARCpotenitial futndin organizations in plannn and 4iplmenting projects 
ari 

Inwhich the miangemen~t of research isan element,
 
Th~e recomandtions in this report r~eflect 
 the Ideas of &number of theARC staff as etpresed inmany discussi~ons, together with the idea.judgmuentsa of the ISNA~toanr. They Are now being presenlted to the 

.44 
Dirctor~ General of the ARC In the hope theiy will help provide a baslsfor the ARC to develop plane to most its demanding tasks.; 

As identified In the Terms of Referencoe presented $InSection ILof thinreport, a second purpose of the ISNAM study was to reviewthe rase~rch I"management needs of the ARC of the Sudan as an African research'systemwiha view to identifying management training a plcations whiChr my beof gen~eral applicability in other Afric-n nations. The patner4 studies~in Zimababwe and the' Cameroons havo bee~ncompleted,aayiastdofthe three rotxlts undo4wa3 
and the comprehensive #~ 

C*hihY4aIQto 
h ocr elce infu~hthwmeran toI NA9.le
 
omphasixiNg thu tentative twture of thoe~observation at thistimo, the ~3fo4loINg xhould be notedi 

1. Lack of training In managiment is general among 
>"~

resech~ managers andis a sAjor neative factor Affecting Agricultural research in Africa.~~~'~ 
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9Typcly moduleth cover"Ofrl. 1t 2 d~gb n CdIatgd beof u~ 
1, Ir intoduct8or lecture Or nCPtpresenta tion, 

This lesson concentrates on definitions of the mnagement~ tool andits purpose. ItIncludes a short pro-test designed toillustrateathle trainees the kiAnds of problems for which the tool 
to 

iouiutable andto motivate them to want to learn mwore about-its use, 
 ' 

Timie: 1/2 to 3/4 hours. ::: 

2 .~''a eP ti 
 s e n44" I 

This lesson concentrates on practice on how' to use the, tool undervarious msittutions. Thin part will consioL of a 
tutorial culmiating.i~ina step-by-step procedure for the practice of the tool1 ncue
 
well-defined alternatives, and unambigious data.
 

Time: hours (approximately). 

N'~4 

*This 
 lesson consists of a comprehensive application exercise forth
purpose of tcaching the trainees to exece j udgment intheapplication of management' tools to situations involving'conflitngY~~objectives, confusing datd andunpcfealratvs 

Tmi3hus(approxiimately).
 

4, usionj. Analytical Discussion
 

" This session consists of derving and analjyzig normation from th'.earlier sessions with a view to understanding the applicabhi ity ofthe' tool to the actual work 
 ation of the participants. 
4A'. 

44 Time: I to 1 1/2 hours (approiAmately).; 

'I' 

4 A 
4 "._ 


