


The International Service for National Agricultural
Research (ISNAR) began operating at its headquarters in
The Hague, Netherlands on September 1, 1980, It was estab-
lished by the Consultative Group on International Agricul-
tural Research (CGIAR) on the basis of recommendations
from an international task force, for the purpose of assisting
national governments ir strengthening agricultural
research. It is a non-profit autonomous agency, interna-
tional in character, and non-political in management, staff-
ing, and operations. Most of its funds are provided by an in-
formal group of approximately 30 donor countries, develop-
ment banks, foundations, and other international organiza-
tions which make up CGIAR.

ISNAR is the youngest of the 13 centers in the
CGIAR network, and it is the only one which focuses pri-
marily on national agricultural research issues. It provides
advice to governments, upon request, on organization, plan-
ning, manpower development, staff requirements, financial
and infra-structure requirements, and related matters, thus
complementing the activities of other assistance agencies.
Additionally, ISNAR has an active training and communica-
tions program which cooperates with national agricultural
research programs in developing countries.

ISNAR also plays an active role in assisting these
national programs to establish links with both the interna-
tional agricultural research centers and donors,

,’,"‘VCi‘t'zi‘tion: _International Service for National Agricultural
’ Research 1982, Annual Report 1981, The Hague, Netherlands.
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Forewordv

It is with great pleasure that ISNAR presents its first
annual report — or rather a report covering the first 16
months, from September 1, 1980 through December 1981.

The principal tasks assigned to ISNAR are these:

® to assist in the strengthening of national agri-
cultural research systems;

® lo assist in the development of more effective
linkages between national programs and the in-
ternational agricultural research centers; and

Dr. Gamble ® (o assist national proyrams and donor agencies
to match needs and available support.

These tasks are challenging and timely. The establish-
ment of ISNAR at the stait of the 1980s appears to coincide
with a recognition by national leaders and the donor com-
munity of the importance of agricultural research for devel-
opment, and a resultant commitment to support agricultural
research in the developing countries.

In its initial period of formation and program develop-
ment, ISNAR has followed closely the recommendations and
guidelines of the Report of the Task Foree on International
Assistance for Strengthening  National — Agricultural
Research, which formed the basis of the action by the Con-
sultative Group on International Agricultural Research to
establish ISNAR. The report will continue to serve as a
reference as ISNAR develops its program and tests the
guidelines which were set forth in the report.

On behalf of the Board of Trustees and the staft of
ISNAR, I express appreciation to those who had the vision
of the need for ISNAR, to those who participated actively in
its formation, to those donors who have generously provided
the support to make ISNAR a reality, and particularly to the
leaders of national agricultural research systems who have
enthusiastically welcomed ISNAR to the international
scene.

ISNAR welcomes the opportunity that it has as a part
of CGIAR. The report that follows will, I hope, assure the
founders that ISNAR is responding positively and appro-
priately to the challenge.

William K. Gamble
Director General
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Introduction

The new service occupies tico floors in a
new hwilding in The Hague, Netherlands.

ISNAR, the International Service for National Agri-
cultural Research, began its active life on September 1, 1980,
Its origin came in the confluence of two lines of needs
expressed from different sides of the world’s agricultural
research community.

The decade of the 1960s had seen a concentration of
effort by many government and foundation donors to create
and support international agricultural rescarch centers
(IARCs). The IARCs put major thrust behind work to im-
prove production of leading food erops through plant breed-
ing and supporting packages of practices. When journalists
attached the label “green revolution” to the results of this
work and reported them, the emergence of powerful new
technologies in some crops became known around the world.

But researchers in the IARCs could not tailor-make
varieties and packages of technology for each production
situation for all the farmers of every country. It was appar-
ent that another link was needed in the chain of agricultural
research. That link was research competence in the country
where improved technologies were applicasle. It was essen-
tial for testing the clements of the new IARC technology
under the specific agro-climatological and socio-cconomic
situations that existed. Without local testing — and adap-
tation in the technologies in most cases — the potential im-
provement from IARC work fell short of its potential. A
stronger national research abilitv was nceded in many coun-
tries.

National agricultural rescarch leaders were equally
aware of this dilemma. They felt needs to develop their own
national agricultural research system to be able to study and
solve national agricultural development problems. And they
understood the need to upgrade their own capability to capi-
talize on advances coming from the creative work of the in-
ternational centers,

These two lines converged in the last half of the
decade of the 1970s.

The Consultative Group on International Agricultural
Research (CGIAR) — the donor consortium that had
emerged as coordinator of the dozen IARCs that then
existed — directed its Technical Advisory Committee to con-
sider possible actions to strengthen the interface of IARCs
and national agricultural research systems. ISNAR was the
result of deliberations triggered by that action. (Key fea-
tures in that development process are chronicled in another
place in this report.)

The Facets of ISNAR Programming

ISNAR'’s program services and activities are divided
into four elements: (1) the development and continuing sup-
port of strong national agricultural research systems; (2)



training, which includes such events as conferences and
seminars as well as preparation of materials on research
management; (3) studies on effectiveness of research
organization; and (4) communications and information, in-
cluding both organizational relations and the collection and
sharing of literature on research management.

Activities were initiated in all four areas during the
first year’s operation. Emphasis in the ¢'ifovent topics var-
ied because cach represents a differenu wevel of priority
within ISNAR’s mandate, and cach ealls for a different set
of resources. These four program clements provide the
organization followed in this report of ISNAR’s [irst year.

Much work is person-to-person. These
Brazilian researchers conferred with
ISNAR at its headquarters.



The ISNAR team observes national
research fields in Eust Java, Indonesia.

The need that ISNAR was created to serve was
defined in terms of national agricultural research systems.
ISNAR's role in relating directly to these systems has been
given highest priority for its use of resources. Up to 60% of
the effort is directed there. The area attracted immediate
attention as the new service was established and staffed and
as program activity was begun.

Unlike the other CGIAR centers, which have world or
regional mandates for given subject areas, ISNAR’s focus is
on individual national systems, with major emnphasis on the
broad area of rescarch organization and management. The
individual systems, of course, arc unique products of their
own history and the special forces in their own environ-
ments.

Still it is reasonable to expeet that even in separate
systems sore similar problems may be solved by similar
actions. So ISNAR scarches for verifiable principles that
may provide general guidance in organizing and managing
productive agricultural rescarch.

Some insights into national systems problems are
found in group discussions (as reported from the Nairobi
and Los Banos sessions). But the specific knowledge needed
to appraise an individual system, and to work supportively
and creatively with its managers, doesn’t come from general
contacts.

When ISNAR is invited to establish a working rela-
tionship with a country, an carly step to develop the base for
interaction is a systematic review of the nation’s agricul-
tural research systen.

The research systems of 11 developing countries came
under ISNAR review during this first year. All were not
reviewed with equal intensity. Three — Costa Rica, Kenya,
and Indonesia — were studies in depth of the full national
agricultural research systems; one review, Institut de
Recherche Agronomique et Zootechnique (IRAZ) in Africa,
focused on a cooperative effort involving parts of research
systems of three countrics; and one was a regional mission
that examined relatively underdeveloped systems in scven
Pacific island countries. The geographic spread touched
t[‘).arts of Central America, Africa, Asia, and the South Paci-

ic.

Some patterns began to appear. Similar systems seem
to be hosts to similar problems. But solutions may not be the
same, even to the same problems,

Numerous hypotheses emerged from the first year’s
contacts with national agricultural research systems. Some
are set out below. At the same time, there were unique find-
ings in each review mission. Some commentary on those fea-



tures also follows. Each review generated a written report,
and all are available upon request from ISNAR (a citation is
given with the respective digestis that follow),

Preliminary Observations on National
Agricultural Research Systems

As ISNAR staff and consultants visited and talked
with many persons about rescarch systems this year, they
saw similar things in different places. The individual per-
ceptions began to sort themselves into possible patterns, By
the end of the year it was possible to formulate, for testing
and verification, a number of observations:

® Nuational agricultural research systems are suypris-
ingly complex.

® More problems of agricultural research systems are
based on lniman or political than on technical issues.

® The social, cultwral, or historical environment of «
research system constrains in many ways the changes
that it mey be able to make.

@ Agricultiral research systems often do not have well-
developed plans for their research programs, especially
regarding ther needs for manpower and other factors
of researeh productivity.

® Althongh few developing countries have more than «a
Sraction of the scientists they need, most lack systems
that  fully utilize available scientists  (promotion
schemes give the highest rewards to persons in
administrative posts, or the system fails to supply
needed technical and administrative support persons
and research supplies, or there are conflicting requive-
ments for administrative and scientific work).

® Staffing and leadership fon agricultural research pro-
grams, particularly in Afvica, have not grown with
the inereasing demand. Many national programs
actually appear to have fewer well-qualified staff than
they had a few years ago. Staff development and staff
retention have not kept pace with statf attrition.

® Some countries are overextended in their commitment
to local support costs and staff for bilateral aid pro-
Jects. There are too many cases where international
lending bodies pushed their particular projects on an




ad hoc basis without sufficiently considering the real
ability of the recipients to meet commitments.

® Links between national agricultural research systems
and policy wnits of the government are often not used
effectively to establish the importance of adequate in-
vestment tn agricultural rescarch for national devel-
opment,

® Agricultural research systems in developing countries
have relatively few direct links with the production
sectors _in agriculture, especially with small-scale
Jarmers.

® In few developing conntries ave the interactions
between agricultural research systems and agricul-
tural universities sufficiently close and colluborative.

® Agricultural research systems often need to improve
two-way comnunication amony and between units to
coordinate research activities.

Main Issues in the Five Missions

Each of the five missions in the first year was unique

G . \ 4 in one or more specific issues. While helping to define the

» B0 i R, B g varied parameters of agricultural research management in

Rescarehers need links to furmers’ fields, the developing country context, these special situations
sucl as to this family garden in the called for individualized recommendations.

highlands of Papua New Guinea. Two of the countries have national coordinating agen-

cies of fairly recent creation: the Agency for Agricultural
Research and Development in Indonesia (AARD), which be-
gan operations in 1976, and the Consultative Commission for
Agricultural Rescarch (CONIAGRO) in Costa Rica, which
was formed in 1980. Formation of a similar body, a compre-
hensive organization for planning, executing, and evalua-
ting agricultural rescarch, was recommended by the ISNAR
team that reviewed Kenya.

Research Planning

Research planning has received considerable attention
within AARD in Indonesia. The agency was commended for
steps it had taken to strengthen the processes of planning,
especially for creating an administrative unit with research
programming responsibility and for strengthening its socio-
economic research unit. Further attention was recommend-
ed for planning to relate the mandates of research stz*ions
to the areas throughout the country where they are being
developed; for quickly and efficiently bringing back into ser-
viee the many future scientists now sponsored in advanced
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studies in Indonesia and abroad; and for strengthening the
information and communications support system,

Reviewers in Costa Rica recommended that a single
national body bear responsibility for agricultural research
and the transfer of technology. Under that wider rubric, it
was pointed out, the one body would be able to (1) create, (2)
adapt, and (3) transfer new technology for the nation’s agri-
cultural sector.

Transfer of Technology

The addition of technology transfer to the mission of
one coordinating body in Costa Rica was proposed as a
means to strengthen the linkage between research and the
field. This same weakness has been found in all the systems
analyzed. However, terms of reference for other reviews
limited attention to the linkage of research to the dissemina-
tion systems, which are typically in other departments and
sometimes other ministries. The need for stronger links was
clear in both Kenya and Indonesia. In the former, the team
recommeaded a new department in the rescarch coordi-
nating agency, with specific responsibility for liaison with
extension and other units that disseminate agricultural
technology. The Indonesia team proposed steps to strength-
en the delivery of research to extension units through
expanded training and communications contacts.

Manpower and Training Agricultural research (s aimed loward
improving production; Indonesian rice
The training — and retaining — of competent person- | production tells one suceess story.
nel was encountered as a need in all ISNAR missions, The
Kenya team, for example, noted the short tenure of scien-
tists in government research units (average of 25 years in
one study), suggesting that concentrated manpower devel-
opment efforts over the next decade would be necessary to
meet the system’s needs. The Indonesians are already
embarked on a massive training effort, mainly for scien-
tists; but construction of many new rescarch facilities
throughout the nation brings a parallel need for many more
well-trained technical and support staffs. Scarcity of support
staff (for example, in Costa Rica the reviewers found an
average of about one technician per seientist) means that

many scicntists must devote time to other activities.

A constraint common to all of these systems traces to
the fact that their government scientists are employed
under public serviee regulations that are often not con-
gruous with the work of scientists. ISNAR teams have
recommended either special exemptions for government
scientists or semi-autonomy of the national research agency,
which would permit it to develop personnel policies that are
moie likely to attract and hold highly productive scientists.

11
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Developing countries are finding benefits
Jrow conperating with others with similar
ceological conditions.

12

Regional Cooperation

The two multicountry reviews did not take the teams
as deeply into national operations. They focused on issues of
a different nature.

IRAZ was formed by governments of Rwanda,
Burundi, and Zaire. Its intended role covered two facots: to
support and coordinate agricultural and animal science
research of the national agencies of the three countries and
to undertake rescarch on its own. ISNAR and the Interna-
tional Institute for Tropical Agriculture (I'TA) shared this
review of IRAZ. Issues were found to touch areas ranging
from political to technical, and recommendations dealt with
similarly broad matters. The instiwte was advised to devel-
op fully its coordinating role within the common ecological
region before attempting to carry out research of its own.
Suggestions were made to encourage interaction among
rescarchers of the three nations in planning, sharing results,
exchanging information, ete.

The Pacific Islands mission (not sponsored by ISNAR
but led by the Director General of ISNAR) took a team into
a region where food erops research has a short history. Popu-
lations are relatively small, and resources (especially nation-
al agricultural scientists) are limited.

The sponsor of the mission, the Asian Development
Bank, wanted specific advice concerning an earlier mission’s
recommendation that an international agricultural research
center be set up to serve the South Pacific. The team found
few positive factors in support of establishing an interna-
tional center, such as commodities in which all or most
nations have a deep interest, or the same agro-climatic con-
ditions in all countries. It found there are limited numbers of
competent researchers in different countries, but they tend
to be isolated from work of colleagues with similar concerns.

The team did not support the recommendation for an
international center; instead it proposed that resources be
put behind region-wide initiatives that would better serve
the present systems. These could include a regional library
and information center, more advanced quarantine services,
market potential studies for possible export crops (before
steps are taken to establish them), and inter-island trans-
port. The team also proposed the innovation of a small
regional research support group that could activate and sup-
port these regional activities.

External Assistance

The need for and utilization of external assistance
showed up as an issuc in each of the 1981 review missions of
ISNAR. Continuing activities in all countries are expected
to include calls on sources of technical and financial aid. Part



of the ISNAR role is to serve as advocate with the leaders of
a national agricultural research system, seeking sources of
aid and helping develop strengthening projects. By the end
of the report year, none of the relationships had advanced to
the point of specific projects and activities. Those will devel-
op in the year ahead.

Costa Rica

ISNAR's first country review took place in Costa Rica.
The official request was received in November 1980, within
weeks of the start of ISNAR operations in The Hague. The
team of one ISNAR staff member and two consultants went
to the field in March 1981*,

ISNAR was asked to advise the Government of Costa
Rica on actions that would strengthen the national ability to
plan, coordinate, and carry out agricultural research pro-
grams. Special attention was directed to the Consultative
Commission for Agricultural Research (CONIAGRO), which
had been created recently. Transfer of technology to farm-
ers was also cited as an area for analysis by the team.

In the course of the mission, the ISNAR reviewers
made personal contact with key Costa Rican persons and in-
stitutions involved in agricultural research and transfer of
technology. They studied the main national and regional
organizations, and they visited staffs and facilities repre-
senting work at the field level (cantons).

Agriculture fills a central economic role in Costa Rica, | took a team to Costu Rica.
accounting for 20% of the gross national product and engag-
ing 30% of the working populatior. Agricultural products
generate about 70% of the currency earned by the nation’s
exports. Just over 60% of the country’s surface is considered
to be under agricultural operations,

Call for 4% Annual Growth

Costa Rica expects a lot from its agricultural re-
sources: the current national plan calls for a 4% annual in-
crease in agricultural output. That level of productivity
growth will require use of technologies that are not yet
adopted, and new technologies will be needed that have not
yet been developed. Still the present investment rate for
agricultural research is modest.

The outstanding success story in Costa Rican agricul-
tural research is in coffee, the nation’s leading export crop.
Past research efforts have been greatest in the export crops,
where productivity has continued to improve. The record has | . . — .
not been as bright for the crops that contribute most to the E:sam';:'o?ni‘;g t in SP'X"Sh’ is: Bl Sis-
. . . . gacion Agropecuaria y
internal food supplies, such crops as rice, maize, beans, sor- Transferencia de Technologia en Costa
ghum, vegetables, and fruits. Rica. ISNAR-R2(s), July 1981.
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ISNAR’s review team found a variety of institutions
and organizations involved in some aspects of agricultural
research; various units within the Ministry of Agriculture;
national, regional, and cantonal stations or eenters; commo-
dity units; universities; and more. The team found com-
mendable evidences of both research results and activities
designed to strengthen the research system. It concluded
that more effective national policy is required to guide agri-
cultural research.

The Resource Gaps

Allocations of resources to create and transfer agricul-
tural technology have grown in recent years. The review
team concluded, however, that present resource levels in the
two separate institutional units are insufficient; they do not
reflect the emphases implied in national policies for agricul-
tural development.

~ The number of staff in scientific posts is corsiderably
below the needs, with low proportions of those personnel
having had high academic training. The team noted the low
ratio of middle-level technicians to professional staff (about
one to one), which was interpreted to mean that many pro-
fessionals are carrying out tasks that could be performed by
less highly trained technicians; professional capabilities
would thus appear to be utilized at something less than the
maximum.

As is true in many developing countries, professional
research personnel in government are appointed under na-
tional service regulations. In the team’s view, this means
some inflexibilities in selection, promotion, and assignment
that may get in the way of optimum research performance;
and the salary system does not encourage stability of per-
sonnel, especially of the most productive.

Recent moves have stimulated regionalization of
research activity in Costa Rica, which the review team com-
mended. They found that regional experiment stations
appeared to be adequate for present needs, but they noted
needs for both more personnel and facilities for what are
called “micro-zones” — sites where trials can be made under
agro-climatic conditions different than at the regional sites.
While recommending that certain areas be regionalized, the
team proposed that some activities be centralized to achieve
higher performance (such a3 key laboratory services and cer-
tain management and support services).

Combine Research and Technology Transfer

The ISNAR review team recommended the establish-
ment of an institution (as part of the Ministry of Agricul-
ture and Livestock) that would integrate all functions in-
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volved in creating, adapting, and transferring agricultural
technology in Costa Rica.

That recommendation is based on a perception of a
single coherent process in which (1) the needs and situations
of farmers are represented, (2) research is designed and car-
ried out in search of appropriate technologies, (3) those tech-
nologies are validated and adapted to real production situa-
tions, and (4) the kne vledge and techniques are effectively
made available to producers.

This review team believed that a single institution of-
fered the eorrect solution to sectoral problems that now con-
strain the process at different stages. It went on to spell out
responsibilities, suggested strueture (including coordinated
networks of laboratories and experiment stations), rela-
tionships with numerous non-government and university
research units, and financial implications.

Continuing Contact

The ISNAR review team discussed its findings and
main recommendations before departing from Costa Rica.
In addition to person-to-person talks with officials of the
government, who had requested the review, the team met
with officials of international agencies interested in the
work in that country. These preliminary discussions indicat-
ed probable acceptance and approval of the recommenda-
tions by both groups. And ISNAR scemingly will retain a | v 33
continuing cooperative role of consultation and advocacy for | JSNAR and 1174 joined to udvise IRAZ,
actions to strengthen the system for development and trans- | formed by Burundi, Rwanda, und Zaire.
fer of agricultural technology in Costa Rica.
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Institut de Recherche Agronomique
et Zootechnique

Burundi, Rwanda, and Zaire make up the Economic
Community of the Countries of the Great Lakes. Late in
1979 heads of those three governments created an institute
that would have the task of rationalizing agricultural
research in their states. This institute for agronomy and
animal science research was seen as a means to strengthen
cooperation between the respective national agricultural
rescarch institutes (while autonomy of each was safe-
quarded). Subsequent actions included the development of
orzanizational structure, staffing, and adoption of a consti-
tution — which among other things stipulated that the head-
quarters be cstablished at Gitega, Burundi.

Early in 1981 a request was made to the International
Institute for Tropical Agriculture (IITA), Ibadan, Nigeria,
for a mission to examine the mandate and proposed scope of
activities of the young three-nation institute. After consul-
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tation with ISNAR, which had recently begun operation, the
Director General of IITA responded to IRAZ that the man-
date of ISNAR was more germane to his request than was
that of IITA. Subsequent exchanges between the directors
general of IRAZ, ISNAR, and IITA resulted in the forme-
tion of an exploratory mission*.

A Two-Centers Mission

Two staff members of ISNAR and one from IITA car-
ried out that mission in late May and early June. The team
reviewed documents related to IRAZ and research activities
of the different countries, visited research stations and
faculties of agriculture, and conferred with government
leaders as well as the management committee of IRAZ. In
July the team reported back.

The team concentrated on preliminary proposals for
the short and medium term, with emphasis on the role that
IRAZ could play as a coordinating influence. Its recommen-
dations were divided into four categories: the mandate and
scope of IRAZ, geographic area, proposals concerning the
program, and a suggestion on the location of IRAZ head-

quarters.
Recommendations
S On mandate. Each of the countries involved in IRAZ
Two senior rescareh officers represented has its own national agricultural research institute. The mis-
ISNAR i the IRAZ study. sion team saw the greatest contribution from IRAZ being in

strengthening those institutes, rather than in undertaking
specific research projects on its own. (It stated specific
agreement with the IRAZ General Assembly position
excluding project execution.) The team suggested that
IRAZ support the existing institutes through background
studies and surveys, by stimulating new initiatives on
regional research, and by providing support serviees.
Geographic coverage. Nearly 98% of the territory of
the Economic Community of Countries of the Great Lakes is
within Zaire. About 95% of the area is ecologically unlike
most of Burundi and Rwanda. However, the two smaller
countries plus an area of eastern Zaire have many ecological,
agro-climatic, and socio-economic similarities. These similar-
ities, in the view of the team, suggest a focus for activities of
IRAZ. Recognizing that the final decision on area of service

* The review team report is available in would be made by the three governments, the team recom-

French and English: Report of an ISNAR/ mended that IRAZ concentrate on an area made up of Bur-
1ITA Mission to the Institut de Recherche undi, Rwanda, and the zone of eastern Zaire that is ecologi-
Agronomique et Zootechnique of the Com- cally similar.

munaute Economique des Pays des Grands : ; iec-
Lacs (Burundi, Rwanda, Zaire). ISNAR. Program proposals. Agricultural development objec

Rl(e) (English), ISNAR-RI(f) (French). July tives for the three countries were found to be similar: satis-
1981, fying basic food needs of their people; intensifying crops for
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export and for local agro-industries; and promoting modern
methods of animal production. The team saw two categories
of activities for IRAZ: (1) support services to the three
national institutes and (2) coordination of rescarch pro-
grams among them,

In support services, IRAZ could function in various
atalytie, coordinating, and supporting ways (the team
made 10 specific suggestions). The foeus of coordination
would be on the several key commodity research ef forts now
conducted in parallel by the three institutes — with little
coordination and muceh duplication. Activities could include
convening inter-country technical meetings; promoting the
sharing of skilled manpower, services, and physical infra-
structure; plus taking the lead in seeking more rescarch
resources.

Location of headquarters. The location of IRAZ head-
quarters at Gitega, Burandi was set out in its constitution,
but a means was provided for transfer to another location
within any of the three countries. The mission team found
serious constraints related to operations from the Gitega
site, many related to the necessity for travel to Bujumbura
(the capital) for most communications, supplies, and ser-
vices, The team stated a recommendation in this way. “It is
recommended, therefore, that serious consideration he given
to accommodating 1RAZ headquarters at Bujumbura until
such time as Burundi's central administration will have
moved to Gitega; «s a minimum action, the mission recom-
mends the setting; up of a Haison office in Bujumbura, linked
by two-way radio to the IRAZ premises in Gitega.”

Cooperation with IARCs

Mission members saw a number of potentially produc-
tive relationships  hetween  international  agricultural
rescarch centers and varieus units and programs coordinat-
ed under IRAZ. Specifically suggrested were:

Potato, with the International Potato Center (CIP),
Lima, Peru.

Sweet potato and eassava, with the International In-
stitute for Tropical Agriculture (IITA), Ibadan, Nigeria.

Grasses and fodder legumes, with the International
Center for Tropical Agriculture (CIAT), Cali, Colombia.

Maizze, with 1ITA and the International Maize and
Wheat Improvement Center (CIMMYT), Mexico City,
Mexico.

Grain legumes, with CIAT, [ITA, the International
Crops Rescarch Institute for the Semi-Arid Tropies (ICRI-
SAT), Hyderabad, India, and the International Development
Research Centre (IDRC), Canada.

Cropping and farming systems, with IITA,
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role b helping the nution feed its fast-
yrowing population,
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Continuing Association

The ISNAR/IITA mission report was subsequently
discussed with IRAZ officials. In the ensuing months,
ISNAR was called on for consultation. Among areas where
ISNAR provided assistance were the IRAZ manpower de-
velopment plan, advice and background matevial for devel-
oping documentation services, and biomass and agro-climat-
ic analogs. The consultative relationship continues.

Kenya

At an estimated rate of 4% increase per year, Kenya's
is one of the fastest growing populations in the world. About
85% of the people are involved in agriculture, which is under
growing pressure to keep up with the food demands of more
than 16 million persons. With less than 10% of its land classi-
fied as “good” for agriculture, the nation’s food production
resources are divided broadly into six ecological zones, each
with different problems and potentialities.

Agricultural rescareh in Kenya has a long and varied
history. Work began in colonial times, with major emphasis
on export crops as grown on relatively large farms in areas
of high agricultural potential. Population pressure and a
trend to smaller farms cause research to be concentrated
now more on problems of smallholders who apply intensive
practices on land of marginal productive potential.

Since achieving independence in 1963, Kenya has
devoted considerable attention to agricultural development
and agricultural research related to it. A number of minis-
tries, foundations, boards, and institutes are involved in such
research, Earlier Kenya had reccived some specialist
research services (which had been considered too costly for a
single country) from regional institutions under the East
Africa Community (EAC) prior to the breakup of the com-
munity.

Institutional Structures

The Kenya National Council for Science and Technolo-
gy (NCST) was created and given the leading advisory role
on science and technology, including agriculture; the Nation-
al Agricultural Sciences Advisory Rescarch Committee was
formed to serve the NCST. Kenya units remaining from the
EAC institutions appear to have beeu a factor leading to the
reorganization of the rescarch system. An act of 1979 pro-
vided means to facilitate statutory research institutes. How-
ever, there has not yet emerged a comprehensive and cohe-
sive organization with responsibility for planning, coor-
dinating, executing, and supervising agricultural research.



ISNAR was asked by the Government of Kenya to
review the nation’s agricultural research system*. The terms
of reference, approved by the Director General of ISNAR
and the Secretary of NCST, covered study of the structure
and management of the agricultural research system; its in-
ternal and external relationships; its methods for determin-
ing research projeets; and its methods of disseminating
findings. The review als  was to assess the state of agricul-
tural research in Kenya, to assess national policies and prior-
ities for agricultural research, and to search for gaps in agri-
cultural research, support services, and training programs.

An ISNAR team of five specialists (two staff and
three consultants), joined by three representatives of
Kenya’s NCST, carricd out the four-week review in June
and July 1981. The tcam’s observations and conversations
covered 18 rescarch stations, 3 major laboratories, 2 founda-
tion research and 2 service installations, plus faculties in 2
educational institutions and officials in 4 government minis-
tries. The group interacted with representatives of six inter-
national research services which have programs in Kenya
(five are part of the CGIAR system: IITA, ILRAD, ILCA,
CIMMYT, and CIP).

The review team found an extensive array of agricul-
tural rescarch resources and many evidences of suceess. The
team noted many points at which steps could be taken to
strengthen the agricultural research system. Suggestions or
recommendations were offered in a number of areas of
organization or operation.

Recommendations

A comprehensive national agricultural research
organization (as envisaged in the 1979 act) was recom-
mended as a body that could better coordinate the wide
range of planning, execution, and evaluation tasks for the
entire agricultural research system. Such an organization,
created as a semi-autonomous body, would have the inde-
pendence thought to be needed to develop conditions of
employment — appropriate scheme of service, reward sys-
tem, and productive research environment — that would
encourage more stability in staff than now oceurs, It could
effectively address matters of allocation of resources and
assignment of rescarch responsibilitiecs among research sta-
tions that currently vary widely in facilities, capabilitics,
and objectives.

This body could become the focus for a better articu-
lated process of establishing research objectives and priori-
ties and translating national development policies (with the
input of farmers and many other interested parties) into
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The Kenya Agricultural Research
Institute is one of maiy research wnits.

* The full report of the Kenya mission is
available by request from ISNAR: Report
to the Government of Kenya: Kenya’s Agri-
cultural Research System. ISNAR-R2. Sep-
tember 1981, An executive summary of the
report bears the same title. It is publication
number ISNAR-R2a.




programs and projects to attack major problems. Among the
challenges would be finding ways to give more attention to
research into the real problems of smallholders — on whom
rest much of the potential to meet the nation’s rising need
for food.

Increased capability in socio-cconomic research, well
integrated with technical agricultural research, was seen as
an important development within the national research in-
stitute. The team recommended that such a group be estab-
lished and that it also deal with socio-economic analysis and
statistics to assist more systematic planning and allocation
of resources. The unit should have department status, in the
view of the team, for effective interaction with the several
ministries and institutes with which it would work.

To strengthen the delivery of research findings to the
extension services and other disseminators, the team pro-
posed formation of a department of agricultural extension
rescarch liaison and communication. Its tasks would include
stimulating two-way flows of information within the
research system (outlying stations with central units, for
example) and between the research system and the exten-
sion system. In the latter case special attention weuld be
placed on getting problem-lefinition information from the
field as well as feedback on the results of field trials to test
technology. A new role was envisaged in this arca for com-
munication, information, and training.

Funding for agricultural research was considered in
several aspeets. The team found some difficulty in relating
government-planned budgets and expenditures specifically
between agricultural development and agricultural research
activities. It suggested that this situation could be improved
through the use of program budgeting.

Funds for support of some agricultural research comes
from annual levies in certain industries. These research
establishments, however, do not gencrally have forward
budgets, and the total funds available may vary with the
value of the commodity marketed. The team was of the view
that long-term budgetary planning for industry-supported
rescarch efforts could help reduce these year-to-year uncer-
tainties.

Significant support for agricultural development in
Kenya has come from external donors; most has been
devoted to specialist serviees, with only small amounts spent
directly on agricultural rescarch. However, the associated
demand for counterpart funds and personnel has sometimes
diverted resources from projects considered to be of higher
national priority. The team suggested that it would be desir-
able for assistance project funds to be matched more care-
fully to the priorities approved by the National Agricultural
Sciences Advisory Research Committee.

/A
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Training for research staff was seen as a significant
need in Kenya, as in most developing countries. The lack of
adequately trained manpower is seen as possibly the main
constraint there to greater efficiency and impact of agricul-
tural research. Although much emphasis has been placed on
graduate studies abroad and strengthening advanced train-
ing programs in Kenya, the research sevviee has been unable
to attract and retain staff. The result is a relatively small
number of well-trained, dedicated research staff and a rela-
tively large number of young graduates who lack research
training and experience.

The team rated training as the most impertant input
for Kenya’s national agricultural research; a systematic pro-
gram of appropriate training over the next 5 to 10 years will
be needed to overcome the manpower eonstraint. The team
recommended cfforts to add further strength to the rele-
vant postgraduate programs in the University of Nairobi;
furthering expansion of training for support staff, at the

diplomale level at Egerton College; and a program to aid / ) —
training in rescarch management for about 25 senior seien- - -/-) -
tists over the next five yvears plus special courses for -

research station direetors and officers in charge.

A cadre of well-tiained seientific and technical person-
nel is seen as key to the effective use of the existing network
of research stations and facilities. The team suggested a
two-pronged approach: one, accelerated training for local
officers and, two, sclective use of expatriate personnel
through techni-al assistance programs. A major role of this
cadre would be in orienting and training young graduates as
they enter the profession. They could also fill a role needed
now, the periodic review of research programs by experi-
enced scientists - outside experts from the world scientifie
community could a'so contribute here.

Although the team found treasury officials responsive
to strong research proposals, it considered that some aspeets
of budgetary procedures were constraining. The centralized
payment system of the goveimment has sometimes been the
cause for interruptions in the flow of goods and services
essential to the research program.

Continuing Contact

The ISNAR review of the Kenya agricultural research
system was forwarded to representatives of the government
in the latter weeks of 1981. The schedule called for person-to-
person discussion early in 1982, At that stage, the Director
General and the team leader from ISNAR would confer
with the officials who requested the review. If asked now by
the appropriate Kenyan officials, ISNAR will continue to
cooperate as the country implements recommendations of
the review.
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Indonesia

3 Indonesia is the world’s fifth most populous country.
Its rate of population growth ranks among the lowest in its
region, but still the increase in demand for food puts pres-
sure on the nation’s production resources. A relatively large
share of the population lives on a relatively small share of
the land area. Vast areas of sparsely populated lands are to
be found within Indonesia, but the productive capacity of
most for food crops is limited — not at all comparable to that
of the intensively farmed soils of Java.

With fewer than 40 years behind it as an independent,
self-governing nation, Indonesia has recently made decisive
moves to encourage the development of agriculture. The tra-
dition of research goes back many years in this island coun-
try, but major emphesis in the pre-independence period was
on improvement of export crops. A little more than a decade
ago, the nation undertook (with IRRI collaboration) a thor-
ough and well-caleulated effori to increase rice production.
For a number of yeuars Indonesia has imported 15% or more
of its annual consumption of this favorite cereal. By the end
of 1981, however, it was accurately reported that for three
consecutive years Indonesian rice farmers had produced
enough to supply all the rice demanded by the people.

A Success Story in Rice

Agriculture is prominent in plans for .The rice success story was made possible by a com-
development in populous Indonesia. bination of national policy goals, in-country and external
support for rescarch as well as for dissemination and for
meeting both production input and marketing needs, and
adaptation of the best world technology for irrigated rice
production.

Planners have identified agriculture as a key seetor in
the expected development of Indonesia. It has a role to play
in at least three of the five great aims of the society. Plan-
ners also recognize the role that research plays in agricultur-
al development; its needs have been central in the allocation
of development funding for the next decade or more.

Organizational in.iovations were made in the middle
1970s. The Agency for Agricultural Research and Develop-
ment (AARD) was created to bring together the scattered
units then involved in research on food crops, livestock, fish-
eries, forestry, estate, and industrial crops. It was the Direc-
tor General of AARD who invited ISNAR to review his
agency and recommend ways of strengthening agricultural

% The report of this review mission is avail- research in Indonesia*.
?3:% b)',re;ltuestl }f{om IS'I;I AlétDThe lAgency ISNAR's largest review team to date was organized to
in Ingg;%:ialfr?SNflg?ﬁi. 8’;wb§l‘,'elgg{"‘x‘: respond to this invitation. Three staff members and five in-
executive summary bears the same title, It ternational consultants comprised the team that spent the
is publication number ISNAR-R4a. month of August 1981 in that southeast Asian country. In



this instance, ISNAR was asked to analyze the strengths
and weaknesses of a relatively young organization (AARD
began operating in 1976), but one with an encompassing
mandate for agricultural research.

The specific terms of reference called for a look back
at the program and progress of AARD in its first 5 years;
then a look to the next 3 to 5 years in terms of the program
objectives and priorities, organization, staffing, allocation of
resources, and need for external assistance; suitability of the
AARD structure; efficacy of procedures of setting research
objectives; and the efficacy of the links between research
and farming practices.

Roster of Achievements

In its retrospective look, the ISNAR team found evi-
dence of contributions of agricultural research to develop-
ment in Indonesia. Research is a long-term and relatively
unpredictable activity, and many of the recent successes
were based on work begun before AARD. However, the
team noted commendable achievements attributable to
AARD. Massive programs have been launched, with judi-
cious use of external grants and loans, to build research com-
plexes and undertake advanced training for the scientists
who utilize them. The dispersion of the complexes will take
the rescaichers into the Outer Islands, where most of Indo-
nesia’s future gains in agricultural production will come. ] 3

Literally hundreds of able young men and women | 4 ARrDdirector general (right) and
have been placed in graduate studies (about 50 in foreign | JSNAR team leader chairopening of
centers and nearly 10 times that number with Indonesian | mission review in Indonesia.
faculties in agricultural sciences). Earlier patterns of
research activities, which were limited within separate
directorates general, have begun to be replaced by commod-
ity- or problem-oriented efforts. An important step in sup-
porting services was taken with formation of an AARD-
wide library and information center. With the rapid growth
in size and responsibilities, AARD has also established a cen-
ter for research programming — an important innovation, in
the view of the ISNAR team.

Among areas of greatest need of strengthening, the
team cited the lack of interdisciplinary approaches to prob-
lems, especially in terms of existing farming systems,
prompt and responsive communication among the scattered
units, and the cuality of linkages with the extension ser-
vices. These areas came in for special attention in the for-
ward look required by the mission terms of reference.

Recommended Actions

The ISNAR team identified actions in four broad
arcas which, it judged, would fit AARD better to meet the




Researeh staff train field-level extension
workers to speed the flow of improved
ayricultiral technology,

challenges placed before it by the Government of Indonesia,
The areas, each with specific recommendations, were in 1)
programming and allocation of resources — especially
through strengthening the programming center and sup-
porting it with a reinforced socio-cconomics unit; (2) man-
power resources —~ developing longer-range plans to utilize
persons now in training and to identify the areas of continu-
ing need for scientific and support personnel; (3) structure
and organization — recasting more broadly the mandates of
institutes serving ecological regions toward integrated, mul-
ticrop missions, adding some resources to aid the top officers
in administering the expanding and far-flung agency, and
undertaking major steps to improve the adequacy of infor-
mation flow between and among the many units; and (4)
links to food production via extension services and other in-
termediaries — impioving the quality of contact with field
extension units to get their help to define farmers’ problems
and to strengthen the channels by which research findings
reach the farmers’ fields.

In the Indonesian mission, the ISNAR team was
asked to consider in what ways external assistance could be
utilized effectively in AARD. The agency has been aided by
many donors and lenders — so many that the needs for ad-
ministrative attention and counterpart staffing have some-
times diverted resources from high-priority prograins.

The team endorsed the AARD coneeption of grouping
various externally supported programs into “umbrella” pro-
jects as a means of (1) conserving administrative resources
and (2) building links between related efforts.

One of the recommended projects dealt with organiza-
tional changes — more strength for the programming and
socio-economic units, and possible moves to improve com-
munications and information services. Another group of
projects embraced several natural resources and land use
programs. Still another would bring together concerns at the
farm or field level, such as water management, machinery,
fertilizer efficiency, and ecological impact of intensive agri-
culture.

The team also identified 2 number of other areas as
especially in need of external support — in some cases finan-
cial, and in other cases personnel. Requirements appeared to
go beyond present domestic funding ability in such areas as
agricultural research support for transmigration (the na-
tional program that helps persons move from aress where
there is heavy pressure on resources to new opportunities in
other parts of the nation); attention to mechanization where
labor is short, with emphasis on more efficient hand tools
and small machines; increased research attention to such
potentially important food crops as cassava, sweet potato,
and maize, and such industrial crops as coconuts, cloves, pep-
per, and cotton; an enlarged mandate and capacity for soils



research, especially related to the fragile forest-derived soils
being brought under cultivation in transmigration projects;
and manpower development, notably for research managers
and for experiment station operators,

Using Expatriate Personnel

Two added points were made by the review team con-
cerning use of expatriate personnel in AARD programs.
Good use could be made, in the team’s opinion, of repeated
shart-term consultancies with specialists who are not avail-
able for the usual several-years contracts. And it was noted
that other developing countries represent an important
souree of technical assistance, especially from countries that
have problems or conditions similar to those of Indonesia.

Continuing Contact

Indonesian research leaders were utilizing the ISNAR
mission report as the program year ended. A number of
reconmendations were relevant as plans were being devel-
oped for new projects in agricultural rescarch. It is expected
that, upon request from AARD officials, ISNAR will have
active continuing cooperation,

South Pacific Review for ADB

In an exact sense, the spring 1981 review of agrieul-
tural research in seven South Pacific countries was not an
ISNAR mission. However, the leader of that three-person
review team was the Director General of ISNAR, the review
approach and criteria were those utilized in the early ISNAR
activity, and the insights and experiences became part of
the body of knowledge that ISNAR is secking Lo ereate. So
it was really part of the year’s activities of ISNAR*.

This mission was undertaken at the request of, and
under funding by, the Asian Development Bank. That body
has sponsored a succession of studies guiding its activities
with member countries of the area. In this case, it focused on
the agricultural research systems and programs in seven of
its developing member countries: Cook Islands, Fiji, Kiri-
bati, Papua New Guinca, Solomon Islands, Tonga, and
Western Somoa.

Terms of reference for the review emphasized exist-
ing research facilities and needs in the individual countries,
with main emphasis on food and industrial or export crops —
livestock and fisheries were excluded.

A specific assignment called for determining the de-
sirability of an agricultural research center established to
serve the South Pacific area. (Such an institution, based on

AARD has moved to strengthen planning
through an ageney-wide Centre for
Agricultural Rescarch Programming.

* The report of this mission is available by
request from ISNAR: South Pacific Agri-
cultural Research Study: Consultants
Report to the Asian Development Bank.
June 1981. A single volume includes all the
individual country reports. The detailed
report on a single country, plus the execu-
tive summary of the full mission report,
may be obtained by requesting only the
specific country report: Cook Islands, Fiji,
Kiribati, Papua New Guinea, Solomon
Islands, Tonga, Western Samoa, or Other
Countries and Organizations.




the general model of the international agricultural research
centers, had been proposed in an earlier study.)

Seven Pacific Island Countries

In the five weeks of the mission, the review team vis-
ited the seven target countries plus a number of places,
agencies, and organizations that relate to agricultural
research in the region.

In its most encompassing finding, the team recom-
mended against the establishment at this time of an inter-
national research center for the area. It found many and
varied needs for stronger systems and programs for agricul-
tural research; but, the team did not find sufficient promise
that a single center could contribute effectively to countries
with such wide diversity in topography, land capability, fer-
tility, and rainfall, as well as great differences in crops and
farming systems. (Sweet potatoes have major importance in
Papua New Guinea and the Solomon Islands, for example,
but they are of little interest in Fiji, Kiribati, and Western
Samoa; sugarcane ranks of high significance in Fiji, of some
in Papua New Guinea, but of little in others.)

An carlier study had also emphasized a need for addi-
tional basic research. However, this team saw that existing
research establishments in Australia, New Zealand, France,
and many universities could be more productive as contrac-
tors for basic research than might be achieved by creating
new basic research capacity in these countries. The greater
need, in the vicw of these reviewers, was for personnel and

Pacifie Island countries comprise many
different crop envivonments, from sea-
level atolls to high platequs. facilities that could emphasize applied research needs keyed
to specific ecological conditions.

Recommendations

The central recommendations, which were supported
by a majority of local scientists and administrators, took a
different approach. A number of areas were identified
where some regionwide initiatives would be useful: a
regional library and information center; a more advanced
quarantine service (probably provided throughout the
region from a single point); studies of potential domestic
and export markets for new or expanded areas of crops
before investments are made in changes in production; and
inter-island transport within the region as well as for trade
outside the area (an issue under consideration by ADB).

This review team put emphasis on a country approach
combined with the development of networks among nation-
al programs. This approach would take into account the ex-
isting institutions and personnel now involved in agricultural
research; it would strengthen these resources through more
promptly and widely shared information, advisory services,
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and training. It would seek links outside the region as well
as within it. Many sources of relevant research information
and support are to be found; a partial list would include:
FAO; DSIR of New Zealand; CSIRO of Australia; France’s
ORSTROM, IRAT, and IRHO; Lever Solomons Ltd.; and
universities of the South Pacific, Papua New Guinea, Guam,
Hawaii, Queensland, and Australian National. International
agricultural research centers of the CGIAR system and
others can provide contacts and training opportunities in a
number of important areas,

A Regional Suppert Team

A regional research support team (RRST) is an inno-
vation recommended by these reviewers. It would be com-
prised of an administrator plus subject matter specialists in
root. crops, tree crops, and agricultural economics.

Independent of any regional or international institu-
tion functioning in the area, the RRST v-ould assist national
programs and provide linkage with international institu-
tions. It would identify national scientists for additional
training. The RRST would travel extensively among the
countries and would play a central role in stimulating joint
planning, observation, and evaluation of research. It would
support workshops and training efforts. Although little in-
frastructure would be required to launch the RRST, its pro-
gram efforts would require funding. The review team saw
this response as potentially cost-effective and practical.

Within a short time after the South Pacific mission,
ISNAR was approached for individual country reviews. Sub-
sequent invitations came from the governments of Papua
New Guinea and Fiji, and both were scheduled for 1982,




Chapter 2 | Training -

No factor is more vital in an agricultural research sys-
tem than human capacity. Human resource development is
an integral part of ISNAR strategy for helping strengthen
national agricultural research systems. ISNAR defines this
area broadly to include planned activities that lead to in-
creasing human capacity for niore productive research. It
may include conferences, workshops, meetings, seminars,
training courses, and more, depending on the needs of the
national systems.

In this first year of operations, ISNAR approached
this area of concern through both informal and formal
means. Fach country review team gathered information and
experience concerning strengths and weaknesses in avail-
able human resources; these help define national system
needs and suggest development efforts required.

Two conferences under ISNAR leadership were spe-
cifically designed to probe development needs. A significant
study in Africa provided information on a specific category
of human resources, social scientists; and a subsequent con-
ference deepened this base of knowledge. In cooperation
with the International Agricultural Development Service
(IADS), ISNAR helped stage an inquiry into the role of in-
ternational associations in strengthening national agricul-
tural research.

During the year much planning effort went into for-
mulating a variety of efforts for 1982, Headline activities
will include: regional conferences to identify and examine
key subjects in research organization and management,
with sessions planned in Spain (for Latin America), in In-
donesia (for Asia), and one yet to be sited (for the Middle
East, in cooperation with ICARDA); preparation of more
research management cases (as were begun with CIMMYT
cooperation in 1981); and a seminar with the Educational
Development Institute of the World Bank to develop a
course dealing with the management of agricultural
research.

This report concentrates on four formal activities
from this first year of ISNAR activity . Two were discus-
sions in depth of national research management needs, and
two were conferences that dealt with specific topics: social
scientists in Africa; and the role of international associations
in strengthening national agricultural research systers.

Reports of each of these issues conferences have been
published by ISNAR. Each is available to persons interested
in the substantive matters they address. The appropriate
reference is given with each of the reports that follow.



Strengthening National Agricultural
Research Systems

In a period of two weeks in March 1981, two small
teams of ISNAR staff spent two days each in discussions
with national agricultural research system leaders from 31
duveloping countries (13 in Asia and 18 in Africa). ISNAR
was created to work w..: national vesearch systems, and
this was its first opportunity to talk in depth with the repre-
sentatives of those systems and to gain firsthand knowledge
of their interests, problems, and priorities.

The International Federation of  Agriceultural
Research Systems for Development (IFARD), which was
organized out of the same stirrings that led the CGIAR to
consider and establish ISNAR, was co-sponsor in these ses-
sions. One was held in Nairobi, Kenya, in which the Kenya
National Council for Science and Technology was the local
host, and the other in Los Banos, the Philippines, with
SEARCA as local host. The two sessions immediately fol-
lowed CGIAR review discussions at the same sites (which
conserved time and travel resources of the persons involved).

Both sessions were open, exploratory discussions. Five
topies derived from principal ISNAR responsibilities pro-
vided a framework for the talks:

® organization for national agricultural research
® development of research manpower
® linking research and production

® international cooperation and techmical assist-
ance to national systems

® ISNAR's role in strengthening national agricul-
tural research

The aim of ISNAR was to listen to the leaders of
national programs, encouraging them to set the parameters
and probe the elements of those central togics. For some 12
or more hours of formal conversation, and unknown hours of
informal, each group of research leaders explored the topics.
They were not unanimous in observations or recommenda-
tions. Nor were efforts made get measurable responses; this
was an exereise in observing, a search for wider understand-
ing of the environment for agricultural research in the
several countries represented.

To deepen its own understanding of information from
these discussions, and to provide documentation to partici-

Leaders of IARCs and national research
systems dizcuss needs and ISNAR's role
i linking the systems.



IFARD in Nairobi in March 1981,

* Strengthening  National  Agricultural
Research Systems in Africa (Nairobi,
Kenya, March 6 and 7, 1981). ISNAR-C1.
1981.

Strengthening  National  Agricultural
Research Systems in Asia (Los Banos, Phi-
lippines, March 18 and 19, 1981). ISNAR-C2,
1981.
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pants and others interested in the subjects, ISNAR synthe-
sized and published a report on each of the sessions. The
reports, which have been circulated among many in the in-
ternational agricutural research community, are available
by request from ISNAR*,

The hours of interaction with national agricultural
research system leaders disclosed many simi'arities in prob-
lems. While there were differences in pereaption of prob-
lems in some cases, and in approaches to dealing with prob-
lems in others, a number of key ideas came through.

® Many countries lack a national agricultural policy in
which to fit vesearch policy. There is considerable in-
terest in the approach of ¢ national agricultural
reseurch agency, one with authority to influence pro-
grams of many groups involved in agricultural
research.

® The manpower needs expressed by these leaders are not
wentical; constraints mentioned included scarcity of
scientists, lack of capable managers, and too few sup-
port and techwical staff. A common problem was inad-
equate opportunities for in-country training, espe-
cially for management and support personnel.

® None of the research leaders from these 31 countries
was satisfied with the linkage between agricultural
research and agricultural production. They confirm
the need for better feed-in of problems (and under-
standing of farmer circumstances) to the research
establishment and more effective means to get results
to farmers. They are uncertain about "best models” for
linking research and dissemination, but they agree on
the need for improvement.

® International cooperation and technical assistance are
still essential for the strength needed in national sys-
tems 1n these developing countries. Leaders have ideas
about ways that the donor community may relate more
closely to national priorities and perhaps require less
counterpart and administrative input. Some of the
needs seen as most pressing relate to help in finding
training opportunities (and often funding support);
getting access to more highly qualified consultants
Jrom the scientific community; drawing on expertise
JSrom other developing countries — not only from the
developed nations; building cooperative projects more
around the needs of the nation and perhaps less
around the central interests of the donor; making
clearer to the donor community that national systems



are crucial to greater use of technology from interna-
tional centers — and national systems need external
help to speed their development.

The insights and advice offered in those talks have
been brought together in two publications, as noted above.
Reported below, under the principal subject categories, are
highlights from these consultations.

On Organizing for National Agricultural Research

Many of the Asian countries have set up national
councils or institutes to determine agricultural research
policy and priorities and to aid in coordinating activities
among many research groups. These leaders looked closely
into the qualities that seem to make for an effective couneil,
noting that informal as well as formal factors can be signifi-
cant — such as the person who fills the role of leader. They
emphasized relational problems among research groups and
also with the dissemination systems (usually extension ser-
vice). The Asians expressed some concern about the issue of
integration (relating all or most programs within a single
framework) or fragmentation (accommodating many separ-
ate programs); while they see integration as important in
framing policies and priorities, they note that fragmen-
tation may be necessary to put special emphasis on certain
problems, A :

While few such national research councils are fune- | National research leaders Sfrom 13 Asian
tioning in their part of the world, African leaders favor a | countries met with ISNAR and IFARD
move in that dircction; they propose that such national | in Los Banosin March 1981.
bodies be semi-autonomous, multidisciplinary, and focused
on serving the best interests of farmers. Most characterize
their systems as lacking coherent research policy; they cite
the need for an overall national research policy for science
and technology, within which agricultural goals can be de-
veloped. They believe policy development to be an internal
national matter, although outside advisers and donors can
make useful inputs,

Funding was on these leaders’ minds in two ways: (1)
simply that funds for agricultural research are less than
enough to meet their needs; (2) management of funds is
often complicated by an organization scheme that places the
financial decision-makers in one department, while those
who determine research programs are in a separate depart-
ment.

N

Manpower Development

Agricultural scientis's, in the opinions of both Asian
and African research leaders, need to understand farm pro-
duction methods; this will help insure that their research
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National research leaders talked of
research needs and links with IARCs ina
meeting in San Jose in March 1981.
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results will make sense under farm conditions, Yet many
scientists come from urban backgrounds and don’t have that
experience. Both groups believe the problem significant
enough to get special attention in the orientation and train-
ing of young researchers, after they enter service if not
before. Both groups stress the constraint on national
research of shortages of trained managerial and support
manpower; both are anxious to have access to this kind of
training for personnel (as is currently available in the Philip-
pines through SEARCA, for example).

African research managers describe manpower prob-
lems under three headings: training, motivation, and
remuneration. Asians express similar thoughts under labels
of training and retaining staff. Both agree that salary is one
factor in motivating and retaining staff; and they cite other
key points, such as professional development opportunities,
good working conditions (including technical support staff),
and good living conditions for themselves and their families.

Funding from outside sources brings both benefits
and some problems. Such projects may provide better
salaries, attracting staff from local research projects that
may actually be of higher national priority. When the out-
side support ends, the system may face a problem in retain-
ing the staff.

Africans mention that scientists of comparable train-
ing generally receive less remuneration in government
rescarch than do those working in parastatals, universities,
or private organizations. This is seen as a key factor in rela-
tively short tenure in government research compared to
non-government research (in one country, 25 years is the
average in government research posts compared to 7 in non-
governmen’. research positions).

Linking Agricultural Research to Production

Both the African and Asian research leaders endorse a
fully rounded model that relates the agricultural researcher
and the farmer: (1) research problems are defined according
to farmers’ needs and situations, (2) results are verified un-
der farm conditions, and (3) findings go promptly and effec-
tively to farmers who can apply them.,

That’s what the leaders would like. Neither group is
satisfied with present research-dissemination linkages. In
most of their situations, one organizational system is in-
volved in the research phase and a different one in the dis-
semination or extension phase. The leaders think that separ-
ate systems are likely to be necessary for some years, but
they believe both should work toward becoming a common
entity.

African leaders make the point that farmers differ,
and they have different needs. There is a stark contrast



between the commercial farmer and a typical subsistence
farmer, for example; the latter may be illiterate and have lit-
tle ability to a;;ly information on his/her own. Subsistence
farmers may be the focus of national policy, but the task of
serving them is likely to fall on the extension workers who
have the fewest qualifications. Asian leaders note the same
differences, going on to point out that the research results
generally reach those farmers with better and medium
resource endowments, with relatively little for the poorly
endowed.

In both sessions, these leaders let their minds range on
ways to build better ties between research and the farmer.
While crediting the power of the human networks, they sug-
gest that more support be given with various media — radio,
print, and mass media. They commend also the practice of
going through existing groups for dissemination. And they
ask for analytical studies of alternative systems for organiz-
ing and servicing the links they feel are vital between
researchers and users.

International Cooperation and Technical Assistance

One of ISNAR'’s primary functions is improving the
linkages of international assistance groups, especially the
CGIAR centers, with national research systems. This topic
came in for much discussion. The research systems vary
widely in cuirent stages of development, so specific needs
for coopera‘ion and assistance vary. In general national
development was more advanced in the Asian countries
represented, and the focus for each of the two groups of
national leaders was not the same.

There was general praise for the IARCs’ contributions
in developing germplasm and for their practical and useful
training programs. Asian leaders, who secem on the average
to have longer experience with IARCs, suggest that some
national systems have advanced enough now to be able to
collaborate with the IARCs on a wide range of arcas; some
functions carried out by IARCs now might reasonably be
shifted to national systems, in their view. Need continues
for both the international and national systems, they say,
but more donor attention could be given now to national pro-
gram support.

Discussions among the African leaders emphasize two
prime areas for assistance through international cooper-
ation: (1) support to develop managerial and technical man-
power and (2) commitment of a higher proportion of support
to the research component of projects that involve both
rescarch and development. Within the manpower area, the
needs range from refresher conferences to postgraduate
training. Equipment, fuel, and transport are among specif-
ics noted as needs in research funding. These Africans also
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favor international assistance channeled through more
- regional and subregional efforts.

Two specific areas for international cooperation came
out of talks with the national system leaders. One dealt with
communication — helping assure that researchers in one
country can know what their neighbors are doing in
research, plus sharing world knowledge more effectively; a
second was on donor consortia that could coordinate donors’
activities in a given country, as well as help countries to
identify the appropriate donor sources and to develop pro-
jects.

Role for ISNAR with National Research Systems

These two sessions were held to help describe the role
and to add substance to the work of ISNAR. The conferees
found much to agree with on the need for ISNAR, as well ag
on contributions ISNAR can make to their national pro-
grams.

Agricultural research leaders in both Asia and Africa
welcome studies and reviews of national agricultural
research systems. They express interest in understanding
processes by which governments make policy decisions and
set priorities; they want strategies that leaders can use to
work with governments more effectively. When ISNAR
works in their country, they want their own scientists and
research leaders to be involved also in assessing needs and in
framing recommendations for improvement.

ISNAR ecan play an important role, the leaders say, in
(1) documenting the interests of various donors, (2) apprais-
ing needs of national systems, and (3) helping bring those
two together. They see opportunities for ISNAR, as a result
of knowing a lot about what is going on in national pro-
grams, to encourage assistance between developing coun-
tries.

They think ISNAR can assist in another area of infor-
mation exchange — knowing of, gathering, and making
others aware of potentially useful reports from the many
symposia, seminars, and technical conferences held through-
out the world. A knowledge base on training and service in-
stitutions would also be useful, they say; it would make it
easier for managers to find places to meet needs for specific
staff training. They are interested in such institutions
within the developing world as well as those in Europe and
North Ameriea.

A third conference of this kind was held in Latin
America at about the same time. ISNAR was a participant-
observer for the session called by the Latin America IFARD
and the InterAmerican Institute of Cooperation for Agricul-
ture (IICA). Observations there, along with the explorations
at Nairobi and Los Banos, provided ISNAR with an early




opportunity to build its working model along lines consid-
ered crucial for agricultural research systems: to identify
and define problems from the situations of the eventual user
of the results,

Rural Social Sciences in Africa

A host of factors affect agricultural productivity in a
context (and continent) as large as Africa. There is no chief
cause among such an array of factors as unproductive soils,
unfavorable climate, inappropriate policies, inadequate
management, lack of funds for fertilizer, poor physical in-
frastructure, undeveloped marketing channels, conflicting
values, inadequate incentives, etc. Some of these factors are
physical, some are biological, and some have a heavy social or
human shading.

These are all factors listed by a group of African scien-
tists as having some bearing on low productivity in the agri-
culture of their continent. After listing these and other fac-
tors affecting agricultural productivity, and recognizing the
closc relationship of agricultural to overall rural develop-
ment for Africa, the group stated with special emphasis:

The social sciences are not simply one more item on
that list. Rather, the social sciences have to do with the
human element that pervades the whole input matrix.

Weaknesses in rural development institutions have

been a concern of African leaders for some years. Some had
asked for a special appraisal of African social sciences in | Aided by IDRC and the Ford Foundation,
relation to rural devclopment. With encour:gement and | ISNAR led a study of rural social sciences
support from International Development Research Centre | resourcesin Africa.
(IDRC) and the Ford Foundation, ISNAR undertook a study
of rural social scientists in nine African countries and also
the role of social sciences in rural Africa. The resulting study
became the basis for a workshop that engaged 25 persons in
evaluating findings and proposing responses.

An Appraisal of Resources

The researcher for ISNAR (Dr. Gaston V. Rimlinger,
professor of economics, Rice University, Houston, Texas,
US.A)) inventoried institutions and persons in the social
sciences in nine African countries: Cameroon, Ivory Coast,
Kenya, Nigeria, Sudan, Tanzania, Tunisia, Upper Volta, and
Zimbabwe. He measured availability of rural social scien-
tists by dimensions of (1) quantity, (2) quality (level and rel-
evance of qualifications, training, research output), and (3)
utilization.

Utilization emerged as an issue of particular impor-
tance. A principal form of under-utilization seemed to stem
from a lack of interaction between government decision-
makers and social scientists currently in research and educa-
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A consultant (left) and the ISNAR officer
inspect data from the study of nine
African countries.

* A report of this conference, including as an
annex the full report of the study by Dr.
Rimlinger, is available upon request from
ISNAR: Strategies to Meet Demands for
ggrfgsgocinl Scientists in Africa. ISNAR-
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tional institutions. Another kind of under-utilization
occurred when users turned to expatriates instead of their
own trained nationals — a practice thought to have become
established when there were few trained nationals available.
Some under-utilization seemed to result from structural or
organizational linkage problems, such as between a govern-
ment department and a university.

On the other hand, where some governments have dis-
covered the value of university social scientists, the tendency
has moved toward over-utilization of those who are avail-
able.

In two months of field work, mid-May to mid-July
1981, the ISNAR researcher compiled an empirical list of
rural social science resources in nine countries plus addi-
tional elaboration and evaluation of actual and potential uti-
lization. The presentation and findings from that work
became the focus of an invitational conference, held in late
November at the Rockefeller Foundation conference facili-
ties in Bellagio, Italy*,

Studying and Extending the Findings

In four days of concentrated attention, the conferees
laid out their concerns, confirmed the relevance of their field
to solving African problems in rural development, and
thought through ways to improve the utilization of social
scientists. They concluded on a positive note: they found a
significant role to be played by the social scientists, and they
proposed that ISNAR work with them for a limited time to
put forward specific developmental plans.

ISNAR accepted in prineiple a continuing role (for six
to eight months) in support of rural social sciences develop-
ment in Africa. The role is to involve the advisory com-
mittee, other African leaders, and bilateral and multilateral
donors in preparation of a program to implement plans com-
ing out of that interaction. Then needed organizational and
financial support can be sought to put the program into
effect for the improvement of rural social sciences in Africa.

This activity is on ISNAR’s action agenda for 1982,

The Role of International Associations
in Strengthening National Agricultural
Research

There is a long history of activity by both private and
government groups to help developing countries in agricul-
tural research. The groups are diverse in type — government
aid departments, foundations, church consortia, and many
others. They work in different ways, in some cases forming
other groups to work with, or on behulf of, agricultural



research in target countries.

These international associations represent an impor-
tant fact of life for the national agricultural research
manager. They may be a means of gaining needed resources
— finances, expertise, organizational advice, and more (in-
ternational agricultural research centers, for example, pro-
duce « 7d make available new germplasm resources).

'The same international associations can be a source of
competition for a country’s limited resources - for finances
and personnel to meet counterpart commitments and
administrative needs, for example.

In addition to important bilateral relationships with
established associations, some developing countries have
taken initiative in forming their own international associa-
tions. This model has a few, or many, developing country
systems joining their interests, which in one instance may
be a single commodity, in another may be systems related to
an ecological area, and in others may be related broadly to
coordination, training, and information exchange.

International associations have become a factor of
some importance in the management of a national agricul-
tural research system. For that reason, ISNAR and the In-
ternational Agricultural Development Service (IADS) joined
to sponsor a conference on this subject. With cooperation of
IFARD, they hosted a group of 33 persons from national
rescarch systems and international associations — at the
Rockefeller Foundation Conference Facilities at Bellagio,
Italy — in December 1981.

Two basic questions focused the group’s deliberations:

® What contributions have international associa-
tions made to national agricultural research
systems?

® What contributions may they make in the
SJuture?

The participants analyzed the role of international
associations, discussed ways of evaluating their perfor-
mance, and looked for ways that such associations might be
developed to serve national research needs. The main sub-
stance for the workshop came from a keynote paper propos-
ing an analytical scheme to categorize such associations and
from papers on four world regions, in each of which an ex-
perienced observer discussed typical problems facing
national research managers in that region.

The conference keynoter, Dr. Eduardo Venezian, pro-
fessor of economics, Catholic University, Santiago, Chile,
offered a model in which associations were divided into a
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Africa, Latin America, and South Pacific
representatives share ideas tnformally.

ninecell matrix according to (a) their relationship to
research (is it a primary, secondary, or incidental function of
the association?) and (b) their mode of operation (does the
association carry out programs itself, support others that do,
or serve only in a coordination or promotion role?).

Mode of operation came out as a central discussion
issue. Those discussing it saw possible conflict of prefer-
ences for the method of operation of a given international
association: while the association itself may wish to carry
out projects (the executing mode), the national program
may stand to gain more from an associations that helps
coordinate and support the national program. Some of the
executing associations, it was suggested, show more interest
in basic research, although the needs of a given national pro-
gram might be served best by applied research.

A number of participants suggested that associations
working in the supporting or coordinating/promoting mode
offered more short-term potential to strengthen national
agricultural research. While some were pessimistic about the
future contributions of associations that simply execute pro-
jects, there was consensus that international associations
have potential for major support to the development of
national systems.

The Regional Perspective

The four regional papers (Africa, Asia, Latin America,
and Middle East) took the perspectives of national agricul-
tural research systems. The four writers stimulated discus-
sion of constraints under which most developing national
programs operate,

The conclusion was that international associations
might respond productively in relieving some of them. In-
cluded among the constraints were: lack of qualified man-
power, both scientific and managerial; lack of access to good
information on which to base research; lack of inter-country
coordination in research programs; weakness in public/pri-
vate sector linkages; and weakness in the advocacy of
research system interests.

On the last point, participants said that both national
governments and international agencies need to understand
better the constraints under which agricultural research is
carried out. An institutional voice is needed to articulate prob-
lems and to lobby with governments and associations for
their solution. IFARD and ISNAR were both mentioned as
possible voices,

Strengthening International Associations

Participants in this conference agreed generally that
international associations have a greater potential to add



strength to national agricultural research systems than they
have demonstrated to date. Existing associations could con-
tribute more and new groups could be formed to meet
emerging needs. However, just how these more effective
associations may be developed requires more study and test-

ing.
Developing Country Associations

Interest developed around the roles of associations ini-
tiated ainong developing-country systems. Participants dis-
cussed several kinds: professional societies, such as the As-
sociation for the Advancement of Agricultural Sciences in
Africa (AAASA) in Africa and the Association of Arab Uni-
versities (AAU) in the Middle East; graduate study and
training, such as the South East Asian Center for Graduate
Study and Rescarch in Agriculture (SEARCA) in Asia; and
more. In the area of research programs, two associations of
Latin American national systems sparked partieular inter-
est: CONO SUR, the program to eoordinate certain research
activities among six nations of the “scuthern cone” of South
America, and PRECODEPA (Programa Regional Coopera-
tiva de Papa), thrcugh which six countries of the Central
America and Caribbean region coordinate potato research.

The CONO SUR program was formalized in 1978 by
agreements of six governments, Argenting, Bolivia, Brazil,
Chile, Paraguay, and Uruguay. With finaneial support from
the Inter-American Development Bank and adwinistrative | pproopEpa is caplained as an example
support from IICA, the organization works to strengthen of developing countries helping each other
rescarch activities and the transfer of technology on wheat, | deal with rescarch problems.
maize, soybeans, and beef cattle. The research is carried out
within the national systems, with CONO SUR aiding in
coordination among them. Also the project provides support
for training, information, and documentation systems. In its
first 18 months of operation, CONO SUR conducted €1 ac-
tivities that involved 524 leaders and researchers of ihe six
countries (more than half the participation was financed by
national institutions).

PRECODEPA is an association that concentrates on a
single crop, potato. Its purpose is to strengthen national
capacity in potato research and technology transfer in the
six cooperating countries, Costa Rica, Dominican Republic,
Guatemala, Honduras, Mexico, and Panama. Established in
1978 with financial assistance of the Swiss Development
Agency, this association functions without a formal secre-
tariat (the present coordinator is a scientist in the national
potato res~arch program of Mexico). Nine major projects
were under its attention in 1981, each led by one of the asso-
ciated countries. Each project concentrates on a constraint
that affects potato production in several of the cooperating
countries, and each includes a staff training component
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| . available to all the countries where that project is relevant.

Leaders in these programs credit major local involve-
ment in decision-making and support, which includes bear-
ing a significant portion of costs for their own participation,
as important ingredients in success. However, there is
general agreement that external funding plays a key role in
making it possible to form such associations.

Within this frame of reference, participants high-
lighted what they consider the main constraints under
which such associations operate:

® Lack of clear goals and plans. Associations need pre-
cise plans to attract international and national sup-

port.

® Uncertainty over organizational procedures. Associ-
ation effectiveness seems often to depend on the mem-
bers of its secretariat. A secretariat may develop
organizational regularity, but it does not in itself
guarantee success or ensure against fatlure.

® Lack of stability in funds. This was seen as the biggest
constraint. International associations usually operate
at a loss, depending on donors and national govern-
ments to make up deficits.

An Action Model

The group addressed itself to matters of formation
and operations of such an association. One aspect was the
stages of development; the second aspect was what an as-
sociation needs from national programs.

Stages were cited through which an association moves
to be effective in strengthening national research. Fach
builds on the stage before: (1) evaluation of needs in national
research programs; (2) definition of a program responding
to national needs; (3) identification of resource levels
required for personnel and finances; (4) development of
administrative ability to become self-supporting; and (5)
promotion of activities wit\in national agricultural researcl;
systems.

Participants noted that several existing international
associations had skipped over some of these stages. In their
view, stages 1 and 2 often receive too little attention; too
much attention too early may be devoted to stages 3 and 4.
Then stage 5 activities, the original reason for the associ-
ation, may be jeopardized.

There was a strong feeling, however, that national
research programs often do not do enough to encourage in-



ternational associations. Perhaps they have not been suffi-
ciently aware of the possible benefits. Participants agreed
that four kinds of contributions are needed from national
programs if the international associations are to be effec-
tive: legitimacy; funds; personnel; and counterpart linkages.
A report on this conference is available upon request from
ISNAR*.
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Regional perspectives come from regional
workers; Asia and Middle Euast reporters
share the stage.

_ * The Role of International Associations in

Strengthening  National  Agricultural
Research, ISNAR-C4. 1982, The report in-
cludes a summary of principal conclusions,
the lead paper of Dr. Venezian, and digests
of regional papers on Africa, Asia, Latin
America and Carribean, and Middle East.



Chapter 3 | Research on Organization and Management

ISNAR stuff and consultants discuss
concepts in ISNAR's informal and _formal
research aetivities,

The name of ISNAR implies its primary commitment
to serving the national agricultural research systems. It is a
service organization, yet research has a role in its activitics.
To cnhance its ability to understand systems and advise
research managers, the staff of ISNAR must build a verifi-
able base of knowledge from which to work. An orientation
to research provides a methodology for evaluating evidence,
as well as setting out procedures for gathering data on the
nature of structures and processes that are more humanistic
than physical, often more ephemeral than controllable,

ISNAR uses informal research methodology in its
country review missions. Its staff makes judgments
(hypotheses) about at least three factors related to national
systems: (1) constraints on the system; (2) activities that will
give high returns to resources; and (3) ways of managing
resources that will improve performance of the system. The
staff tests perceptions under field conditions, They accumu-
late experience that may change operational hypotheses or
pereeptions. Although applied rigorously by an experienced
staff, this research method is informal.

Investigations and Experiments

A more formal research approach involves controlled
investigations and experiments. The objects dealt with in
the rescarch are within the national agricultural research
systems, The subjects may cover a wide range, with initial
emphasis among the following: measuring output and im-
pact of a rescarch system, program, or project; determining
forms of organization or structure of a national research
syslem adaptable to different circumstances; determining
management practices associated with suceessful perfor-
mance; determining ways to improve linkages within
national and between national and international research
institutions; and conducting periodic assessment of financial
and human resources used in national agricultural rescarch
systems. By undertaking this rescarch, ISNAR may im-
prove the quality of its services and strengthen the know-
ledge base that it shares with agricultural research manag-
ers throughout the world, especially in developing countries.

Research is considered here in the limited sense of
studies on organization and management of national agri-
cultural rescarch systems. This research area received
mainly developmental attention during ISNAR’s inaugural
year. A staff group, augmented from time to time by spe-
cialists in that field, undertook program development steps.
They continue into the next year.



Collaboration with IFPRI

One formal project was carried out in collaboration
with the International Food Policy Rescarch Institute
(IFPRI). That project involved an effort o record and draw
implications from resource allocations to national agricul-
tural rescarch in the 1970s. The principal investigator, Peter
Oram of IFPRI, had looked previously into facets of
resource allocation to agricultural rescarch, In the present
study, 1980 and time-sequence data were colleeted on alloca-
tion of financial and human resources in the countries of a
group called “developing market economies.”

Useful data were developed from 76 of the countries;
48 others could not be included in the analysis because of in-
sufficient data.

Progress in the decade. In real terms agrricultural
research in the developing countries receives more resources
now, relatively, than was the case at the start of the 1970s.
Data from 41 countries (with populations totalling about 1.7
billion persons) indicated a 1980 allocation of 0.56% of the
respective “gross development product.” The comparable
1970 figure for the same countries was 0.3%.

Resourees are far from evenly allocated throughout
the developing world, according to this study. Fifteen coun-
tries among 51 for which allocation data were availa! le for
1980 accounted for 85% of agricultural scientists and 88% of
agricultural research expenditures. \

Appraising the present. The rescarchers drew sone Aconsultant updates ISNAR staff on
tentative conclusions about the present status of research computer applications in developing
establishments in developing countries. Based on numbers | con niry research,
of scientists and levels of support, they categorized countrics
into three groups:

O those with adequate staff and financing to be at or
near a point of self-sustaining growth in agricultural
rescarch capability — 25 nations (management ex-
perience appears to be a major factor determining
effectiveness in a number of these nations);

O those at intermediate stages, adequate in some com-
modities but lacking the eritical mass for all needs —
25 nations (more external financing appears to be
needed to support training and institution-building
that could raise their research capacity);

O 20 others, for which resource data were available,
were classed as unable to calry out significant
amounts of agricultural research. Many of these were
small countries, and the researchers believe

numerous other countries would be in the same cate- . 0 Petor A 4 Vishva Bindii

e At \ ram, Peter A, an ishva Bindlish.
gory, if data were known. Resource Allocations o National Agricul-
. . . . . tural Research: Trends in the 1970s.
The report of this research project is available either (ISNAR, The Hague, Netherlands, and

from IFPRI or ISNAR*, IFPRI, Washington, D.C.). November 1981.




Chapter 4 ’ Coxﬁmuhiéétidns and Informatlon

~
National systems leaders ave interested
i dereloping resowrees fo get researeh
results to wsers quickly.

In cooperating with national agricultural research sys-
tem managers, ISNAR gathers a great deal of information.
Much of it can also be used by others in the agricultural
research community.

The essence of ISNAR’s communications work is
determining who can benefit from what information, and
then getting these people and data together. The capability
to perform this task is derived from several ISNAR activi-
ties, including working with individual national systems,
supporting conferences and training, conducting research
into related arcas, and assembling research management
documentation,

Work with Individual National Systems

Information, and successful communication of it, is
critical in the work of national agricultural research 8ys-
tems. As cach ISNAR review mission considers this area, it
analyzes (1) the links maintained by the research system
with policy-makers, appropriating bodics, and the agricul-
tural production system; (2) the ability of the organization to
maintain effective communication among its own research
units; and (3) dissemination of findings to people in the pro-
duetion system and to the seientific community within and
beyond the country.

ISNAR missions have found important problems
related to communications and information. Their recom-
mendations have included actions desigmed to meet these
problems. Some call for organizational changes, while others
deal with recruiting or training personnel to provide com-
munication and information skills; still others relate to
equipment and materials to provide essential services in the
system. Attention to this area continues as part of the devel-
opmental relationship between ISNAR and national agri-
cultural research systems.

Dissemination of Findings

At many points in this annual report, there is refer-
ence to specific publications that make findings available to
other persons. These include reports of country reviews
(which have been cleared for general distribution by officials
of cach host country) and reports of conferences and
research.

ISNAR has accepted responsibility to help gather and
disseminate a working literature on agricultural research
management. While a number of outstanding authors have
written on parts of this broad subject, there does not now
appear to exist a “literature of agricultural research man-
agement.”



agement.” Yet there is obvious potential use for such mater-
ial. Some material will come from ISNAR'’s experience with
individual national systems, and some will be the result of
scholarly work carried out by rigorous investigators. Some
of the scholars, it is intended, will come from the ranks of
research managers in developing countries.

A Literature of Research Management

In the first year of operation, through two main ac-
tivities, ISNAR Dbegan the development of a literature on
research management that can be shared with others:

O The first was an inquiry into massive existing data
bases. Consultation and cooperation came to ISNAR
from such established professional services as Pudoce (the
Centre for Agricultural Publishing and Documentation)
and the Royal Tropical Institute, both of the Nether-
lands, information scientists from the International
Development Research Centre, and documentalists of
the United States Agency for International Develop-
ment. Neither “rescareh management” nor “agricultural
rescarch management” was found to be a well-defined
segment of world knowledge. Thousands of citations
drawn from computerized English literature sources
were reviewed by one investigator, and his selections
were further winnowed by a panel of ISNAR’s experi-
enced research managers. By the end of the year, the "
process had sharpened the focus to fewer than 2000 cita- Word processing advances help ISNAR
tions, but it appeared that considerably more rigorous develop and sha're information on
attention will be needed to synthesize a resource that | research management topics.
will be useful.

O On the basis of its experience in dealing with existing
literature sources, the ISNAR panel concluded that some
original scholarship would be necessary. Current plans
call for identifying a relatively short list of topics of par-
ticular interest to the developing-country research
manager. These will be the subjeets for literature review,
synthesis, and original writing by consulting scholars
and — to the degree that resources permit — by some
ISNAR staff.

A specifie literature contribution on this topic was in
the process of being published as the year ended. Dr, Arthur
T. Mosher, an author of renown on agricultural development
processes, and himself a veteran of many decades in devel-
oping-country agriculture, offered a manuseript. This work
is directed to managers of agricultural research. It sets out,
in insightful and readable style, 15 steps that Dr, Mosher
believes will assure productive agricultural research. This
small book will be introduced and distributed widely in the
next program year.,
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- e ' The procedure followed in obtaining the Mosher book
S provides a pattern for ISNAR's future commi-sioning of
L e needed literature contributions from experienced writers.

Linking National with International Agricultural Research

One of three specific purposes stated in the ISNAR
mandate deals with its function as a linking mechanism
between national agricultural research systems and the in-
ternational agricultural research centers. The founders anti-
cipated, and carly ISNAR experiences have confirmed, that
the highly developed research resources of IARCs are not
used as fully as they could be by national systems.

Research officers in many developing countries do not
have cnough information about the IARC programs and
materials to exploit them to greatest advantage. Links
should be useful to them. At the same time, [ARC research-
ers are interested in ereating and maintaining links with
developing-country scientists so that problems can he identi-
fied more accurately, and feedback can be obtained on IARC
genetie materials and processes.

As part of the CGIAR network of centers, ISNAR is
concerned with linking national systems with other CGIAR
centers. But its efforts do not stop there. Many interna-
tional, regional, and — in some eases — national centers of
research excellence have potential to help others. In its con-
Linuing activities with national systems, and wide contacts
with many research organizations, ISNAR is in a position to
help those with problems get in touch with organizations
that can help them find solutions.

ISNAR serves in an intermediary role. That role is
seen as one of bringing two parties together, not in being in-
volved as a third party to carry messages. Interaction is
more meaningful when the active parties themselves are in
direct contact. To cquip itsell for this linking role, ISNAR
has begun to build and maintain a data base on the many
facets of cach TARC ~ including crops, commodities,
research interests, services, training programs, and more.
Electronie processing makes this data base readily and aceu-
rately accessible,

Another side of the national system/IARC relation-
ship is that of feed-forward of research needs in the develop-
ing countries. Country missions put ISNAR in touch with
this area, and their teams’ findings on rescarch needs are
reported to others. By using IARC specialists on country-
review teams, ISNAR encourages direet observation by, and
establishment of personal acquaintances between, scientists
of the national and international systems. As those relation-
ships develop into networks, the linkages should become
self-sustaining.
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Chapter 5

Summing up

ISNAR came onto the international
agricultural stage in late 1980 as an unknown
quantity. Its sponsors were convineed that a
need existed for the kind of service it was
designed to perform: helping to strengthen
national agricultural research  systems.
Whether a demand for the service would de-
velop was as yet unknown; in other words,
was the need felt among prospective clients?
And could the small organization authorized
be ercated quickly, and could it respond
effectively?

Sixteen months is too short a time to
answer those questions confidently, In fact,
the founders of ISNAR set a term of five
years as a reasonable period hefore they
would analyze fully the performance of this
newcomer to the group of international agri-
cultural research centers. In addition to being
the newest organization in CGIAR, this new-
comer was charged to pursue objectives much
different in concept than those guiding the
dozen research centers.

As we look back at the brief time of our
activity, we see signs to convincee us that the
judgment of our founders was correct, that
the investment of our donors win bring a
good return in improvements in agricultural
research and, through research, in improve-
ments in agricuitural development. We have
attempted in this first annual report to pre-
sent the early evidence that supports our
belief,

A Demand for ISNAR Exists

The idea of ISNAR has caught the in-
terest of officials in national agricultural
research systems in many developing coun-
tries. That is shown amply in the quickening
stream of questions and interest in explora-
tory discussions coming te ISNAR. Three in-
dividual country relationships were launched
in the period covered in this report. By the
end of that period, commitments had been

made to start work in five countries during.

the first half of 1982; serious initiatives had
already come from another eight.

The first ycar of interaction with
national agricultural research leaders gives
evidence that ISNAR is meeting a need. We
found evidence of need as we discussed agri-
cultural research with many national leaders
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and especially in our country review and
planning missions. There are problems and
weaknesses in these systems. Their countries
need greater contributions from agricultural
research than they are now receiving.
Through a complex development process,
based on a vital internal commitment and in-
volving support from outside sources, sys-
tems can be strengthened.

Time, resources, and effective manage-
ment are required. Management, broadly
defined, appears to be a key factor, and
neither time nor resources, in themselves,
assure the strengthening of management.
This is an arca of particular concern that
ISNAR brings to the international agricul-
tural rescarch cominunity. ISNAR is an
organization responsible for helping the
people in national agricultural research sys-
tems to increase their own ability to organize
and manage their own systems.

A Creative Response to the Present

This first year has helped us define the
kind of services that ISNAR should provide.
It is a preliminary definition, but the crux of
it is relationships with individual national
agricultural rescarch systems. Based on
analysis of the existing system and its en-
vironment, the relationship points toward a
continuing developmental partnership in
which ISNAR helps the system build the
strength it requires to meet the country’s
needs.

There is a limit to the number of
national systems with which ISNAR can
work in the depth defined for it. So it seeks
generalizations that may be of use to others,
as well as being of use to strengthen its own
capabilities. A research effort, discussed in
conceptual terms in this report, is thus part
of the ISNAR initiative.

Training and communications pro-
grams provide other extenders of ISNAR in-
fluence. They provide channels through
which the knowledge and experience from
many other sources may be brought to bear
on this area of need. Both programs were
begun in this first year, and directions for
development were laid out, as discussed in
this report.



ISNAR is Not Alone

Much has been done in the last quarter-
century that is now shaping, or could shape,
progress as agriculture strives to meet the
demands of rising populations and expecta-
Lions. A host of institutions, organizations,
and agencies are at work in the field. Their
individual ~ and  collective  contributions
deserve much eredit for the remarkable way
that the world’s farmers have staved off the
Malthusian prediction of starvation.

The cxistenee and commitment of
those groups, plus the growth potential
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within the people of the national systems, are
the latent powers that ISNAR seeks to
enhance. We learn from interaction with
many in these groups.

Looking Ahead

ISNAR has found its first year of oper-
ation challenging and full of opportunities. It
looks ahead to continued cooperation with
national leaders and others, seeking innova-
tive ways to further strengthen national
agricultural research systems.



Chapter 6 | For the Récerd

ISNAR Publications of 1981

Working to Strengthen the National Agricul-
tural Systems of Developing Nations.

— ISNAR brochure in English.
Organisme eree pour renforcer les systemes
nationaux de la recherche agronomique des
pays en developpement.

— ISNAR brochure in French.

Creado para Fortalecer los Sistemas Nacionales
de Investigacion Agricola des las Naciones en
Desarrollo.

— ISNAR brochure in Spanish,

Program and Budget for 1982. June 1981

Strengthening National Agricultural Research
Systems in Asia.

Report of discussions by leaders of
agricultural research systems in 13 Asian
countries. March 18 and 19, 1981 (A sum-
mary of discussions in a meetmg in the Phil-
ippines sponsored by ISNAR and IFARD.)

Strengthening National Agricultural Rescarch
Systems in Africa.

Report of a meeting of managers of
agncultum] research systems in 18 African
countries. March 6 and 7, 1931. (A summary
of discussions in a meeting in Kenya spon-
sored by ISNAR and IFARD.)

South Pacific Agricultural Research Study:
Consultants Report to the Asian Development
Bank. June 1981,

Report of a mission for the Asian De-
velopment Bank led by Dr. W. K. Gamble,
Director General of ISNAR. In addition to
the full eport, ISNAR pubhshed individual
country reports for:

Cook Islands

Fiji

Kiribati

Papua New Guinea

Solomon Islands

Tonga

Western Samoa ‘

Other Countries and Orgamzatlons

El Sistema de Investigacion Agropecuaria y
Transferencia de Tecnologia en Costa Rica.
June 1981.
Report of the ISNAR review mission
to Costa Rica, led by Alexander von der
Osten, Executive Officer of ISNAR.

Rapport d’une Mission ISNAR/IITA aupres de
I'Institut de Recherche Agronomique et Zoo-
technique de la Communaute Economique des
Pays des Grands Laces (Burundi, Rwanda, Zaire).
July 1981.
Report (in French) of a mission by Dr.
Rudolf Contant and Dr. Rene Devred, Senior
Research Officers, ISNAR.

Report of an ISNAR/IITA Mission to the Insti-
tut de Recherche Agronomique et Zootechnique
of the Communaute Economique des Pays
Grands Lacs (Burundi, Rwanda, Zaire). July
1981.
Report (in English) of a mission by Dr.,
Rudolf Contant and Dr. Rene Devred, Senior
Research Officers, ISNAR.

African Rural Social Sciences. Consultants
Report to ISNAR. August 1, 1981.

Report of a study of rural social science
resources in nine African countries. (Pub-
lished as a draft for use in a conference in
November 1981, it will be included in full in
the proceedings of that conference.)

Kenya’s National Agricultural Research Sys-
tem: A Report to the Government of Kenya.
September 1981.
Report of the ISNAR review mission
to Kenya led by Dr. T. Ajibola Taylor, Senior
Research Fellow, ISNAR.

Kenya’s National Agricultural Research Sys-
tem: A Report to the Government of Kenya.
Executive Summary.
September 1981.
An executive summary of the ISNAR
review mission to Kenya.



The Agency for Agricultural Res’earcﬁ a“‘n:dﬁ

Development of Indonesia. ‘
October 1981, .
Report of the ISNAR review mission
Lo Indonesia led by Dr. A. B. Joshi, Continu-
ing Consultant, ISNAR.

"The Agency for Agricultural Research and
Development of Indonesia. Executive Summary.
October 1981.

An executive summary of the ISNAR -
review mission to Indonesia. ‘

Other Participation

Participation by ISNAR Staff Members in Con-
ferences and Meetings Related to National
Agricultural Research (Other than those
arranged by ISNAR) — 1981

January 13-16. Seminar on research
strategies and agricultural policies. Spon-
sored by CIMMYT, CIAT, and CIP. Cali, Col-
ombia, Mr. von der Osten.

January 23, 24. Mceling of bilateral
and multilateral donors on national agricul-
tural research. Sponsored by the Wurld Bank,
Washington, D.C., U.S.A. Dr, Gamble.

March 16-18. Latin America rescarch
leaders meeting. Sponsored by IFARD. San
Jose, Costa Rica. Mr. von der Osten.

April 7-9. CIAT Long-Range Planning
meeting. Sponsored by CIAT. Cali, Colombia.
Dr, Fonscea.

May 25-29. Coordination meeting on
potato research programs of six Central
American countries. Sponsored “y PRECO-
DEPA. Panama City, Panama. Dr. Fonscea.

May 25-29. Conference on world food
issues. Sponsored by World Food Couneil.
Novi Sad, Yugostavia. Dr, Gamble,

June 8-10. Workshop on resource allo-
cation in national agricultural rescarch sys-

tems. Sponsored by IFARD and IDRC.
Singapore, Dr. Haworth.

October 1-14. Study team considering
plans for international program on water
management research and training. Spon-
sored by TAC. Rome, Italy. Dr. Dagg.

Papers or Presentations on ISNAR

March 17. Seminar on ISNAR with the
Asian Development Bank. Manila, Philip-
pines. Dr. Gamble,

May 13-15. Discussant for lead paper
on research delivery systems. Sponsored by
DAC/OECD. Paris, France. Dr. Gamble.

September 1-4. Discussant for paper on
technological progress in Latin American
agriculture. Sponsored by IICA. San Jose,
Costa Rica. Dr. Gamble.

October 16. Presentation on ISNAR to
agricultural loan officers. Sponsored by the
World Bank. Washington, D.C. Dr. Gamble.

November 18. Seminar on ISNAR and
national agricultural rescarch systems, Spon-
sored by international Programs, Cornell
University. Ithaca, N.Y., US.A. Dr. Gamble



Consultants to ISNAR in 1981

ISNAR was designed to have a relatively small core staff whose efforts can be extended
and enlarged through selective use of consultants. In this way high levels of expertise can be
brought in to deal with specific problem situations. Consultants thus provide the specialization to
complement the generalist qualities of core staff.

The following persons served in the different roles indicated to support the 1981 program

of ISNAR:
Consultant

Dr. Guy B. Baird
[ADS
New York, US.A.

Dr. C. Fred Bentley
Independent consultant
Alberta, Canada

Dr. Almiro Blumenschein
EMBRAPA
Goias, Brazil

Mr. C. W. Brookson
Independent consultant
England

Dr. Jaap Hardon
Ministry of Agriculture
Wageningen, Netherlands

Mr.J. A. Harten
Independent consultant
The Hague, Netherlands

Ms. Patricia Hill
University consultant
Wisconsin, US.A.

Dr. A. B. Joshi
Independent consultant
Mabharashtra, India

Dr. Herbert C. Kriesel
Michigan State University
Michigan, US.A.

Dr. Luis Marcano
FUSAGRI
Caracas, Venezuela

Activity

Member of review team, Costa Rica
Member of review team, Indonesia
Member of review team, Indonesia

Assist in preparation of report on mlssmn to the South
Pacific

Member of review team, Indonesia

Assist in preparation of background document for In-
donesia mission

Develop systems and programs for library, mallmg
lists, other records in electronic storage ¥

ISNAR/IADS/World Bank mission to Bangladesh
ISNAR/SEARCA seminar; leader of rev1ew team,
Indonesia

Member of review team, Kenya = -

Member of review team,Costa Rl
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Dr. Heino H. Messerschmidt
Independent consultant

Bonn, Federal Republic of Germany ‘ ‘

Dr. Barry Nestel
Independent consultant
Surrey, England, U.K.

Dr. Arnold Paulsen
Towa State University
Iowa, U.S.A.

Dr. Gaston Rimlinger
Rice University
Texas, US.A.

Dr. Laurence Roche
University College of North Wales
Gwynedd, Wales, UK.

Dr. M. A. Seligsson
University of Arizona
Arizona, US.A.

Mr. O. P. Shori
ICRISAT
Andhra Pradesh, India

Mr. Sunday H. Udoh
IITA
Ibadan, Nigeria

Dr. Frank Wiedijk
Agricultural University
Wageningen, Netherlands

Dr. Sylvan Wittwer
Michigan State University
Michigan, US.A.

- Member of review team, Kenya

Member of review team, Indonesia; :
planning for research management workshops.

Member of review team, Indonesia

Study of rural social science resources in Africa;

participant in subsequent seminar

Member of review team, Kenya
Preparation for review mission to Costa Rica
Consultation on accounts

Consultation on accounts

i Cbhéultationpn doci;méhté.tiqlri' ,

B ,'P'laﬁx')‘ihg_forrséries of regional research workshops



The Origin and Chronology of ISNAR

Donors supporting agricultural devel-
opment internationally in the 1960s raised
the priority for their funding of agricultural
research. Dramatic improvements in rice,
wheat, and some other leading eerecals cap-
tured the interest of an enlarging pool of in-
ternational leaders. However, by the middle
1970s both national and international obser-
vers saw more cearly that improvements
were needed in the rescarch capabilities of
national systems in order for more advan-
Lage to be taken of improvements coming
[rom international groups.

At that time, and out of the pereeived
needs for strengthening national research,
came the actions creating ISNAR. Most of
the activity took place within the Consulta-
tive Group for International Agricultural
Rescarch (CGIAR), coordinating body for
donors supporting the international agricul-
tural rescarch centers,

Key actions in the conceptualization
and creation of ISNAR included the follow-
ing:

The Munich Consensus

Representatives of a number of devel-
opment assistance organizations attended a
conference at Munich, Federal Republic of
Germany, in April 1977: New Approaches to
Technical Assistance in Accclerating Agri-
cultural Development. The consensus of dis-
cussions was stated in a letter to the CGIAR
chairman. The key sentence was, “The ser-
viee we envisage would cooperate, on the
request of recipient governments, in the
planning and implementation of national
agricultural rescarch programs and would
help to create or strengthen national
research institutions by various means.”

The CGIAR Response

Later that same year, CGIAR deliber-
ated on the recommendation from Munich. It
stated terms of reference and named a Task
Force on International Assistance for

b3

Strengthening National Agriculture
Researeh, directing the task foree to report
by August 1 of the following year.

The Task Force Report

“...a clear and urgent need for addi-.
tional assistance to strengthening national
agricultural research capabilities in develop-
ing countries...” was the principal finding of
the CGIAR task force. “The concern,” its
report went on Lo state, “is to strengthen the
national rescarch system as a whole in order
to generate and adapt technology suitable to
local farming conditions for commodities im-
portant to national development objectives,
including but not limited to food commodi-
ties covered by the international agricultural
research centers.” The report recommended
creation of such a service within CGIAR.

CGIAR Approves and Executes

Acting affirmatively on its task force
report, CGIAR appointed a committee of its
members to represent it in actions that
would initiate the new organization under
CGIAR auspices. The committee chose as
exceuting ageney the Deutsche Gesellschaft
fur Technische Zusammenarbeit (GTZ). That
agency and the committee carried through
the detailed tasks of planning and preparing
for legal establishment of the organization
that would be named the International Ser-
vice for National Agricultural Research.

ISNAR Established October 1979

On October 31, 1979, two members of
CGIAR signed the memorandum of under-
standing that provided formally for this thir-
teenth member of the “family of interna-
tional research institutions” supported by
CGIAR. Co-sponsors of record were the
United Nations Development Programme
and the World Bank.



Activity Begun September 1, 1980

Three administrative staff members
opened the headquarters of ISNAR in The
Hague, Netherlands, on September 1, 1980,
The staff was comprised of Dr. William K.
Gamble, Director General, Alexander von der
Osten, Executive Officer, and Alicia Mina,
Administrative Officer.

Staff Assembly

Two categories of professional staff
were authorized for ISNAR; senior research

officer and senior research fellow. Appoint-
ments of individuals to these posts began in
January 1981. By the cnd of 1981, the staff
included six officers and four fellows. The
organization was also authorized to utilize
consultants in various ways to meet its
assigned responsibilities.

Program Initiation

With the arrival of staff members, the
program of ISNAR, as reported in this first -
annual report, was initiated.



Glossary of Organizations Often Cited by Acronym

AAASA  Association for the Advancement of Agricultural Sciences in Africa

ADB Asian Development Bank

AVRDC  Asian Vegetable Research and Development Center

CGIAR  Consultative Group on International Agricultural Research

CIAT International Center of Tropical Agriculture '

CIMMYT International Maize and Wheat Improvement Center |

cIr International Potato Center

FAO Food and Agriculture Organization of the United Nations

IADS International Agricultural Development Service

IBPGR  International Board for Plant Genetic Resources

ICARDA International Center for Agricultural Research on Dryland Areas.ri :
ICRISAT International Crops Research Institute for the Seml-Arld Troplcs .

IDB Inter-American Development Bank ' ‘

IFARD  International Federation of Agricultural Research Systemé fqi‘ Development
IFPRI International Food Policy Research Institute ‘ R
IICA Instituto Interamericano de Cooperacion para la Agncultura

IITA International Institute of Tropical Agriculture -

ILCA International Livestock Centre for Africa ;

ILRAD  International Laboratory for Research on AmmalDlseases

IRRI International Rice Research Institute R
SEARCA Southeast Asian Regional Center for Graduate StudyandResearchm Agnculture
UNDP United Nations Development Programme S
WARDA  West African Rice Development Association B



