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I. INTRODUCTION 
Helping .countries to strengthen their capacity 
to organize, manage, and conduct agricultural 
research is ISNAR's basic goal. As a starting 
point for this task, ISNAR has identified aset of
basic rcquirelntnts and relationships needed fbr 
efficient and effective research (I). These 
include: 

- an appropriate policy environmenitt, 
providing the necessary resources and 
incentives for research to take place and tr 
technologies to be adopted; 

- aln organizational structure which properly

reflects aIcountrv's characteristics and 

resoires; 


- a set ofeffective operational processes with 

which to develop and implement the 

neccssary research prograns. 


InI working to promote these desirable
characteristics, a standard procedure cannot be 
used iii all countries, since national 
characteristics. problems, needs, and resources 
vary widely. i some cases structural changes 
are nLedCd. lii others, it is possible to work 
within the existing structure to improve somc 
of the esscntial processes in a research system
such :is planning and prograimming, hunirau 
resource ianiaemleiet. or monitoring aind 
evaluation. 

Taking actiol to irriprove ;I NARS is a natioriarl 
responsi bi lity, provides ir analytical capacity to 
review a systen's strengths and veaknesses or 
tackle a specific problem and can help
implcncnti the ensuing cffiorts to improve its 
pcrforniarrce. The responsibility for chmngc,
however, is not ISNAR's but that ofthe colrntrv 
itself At the same time, the capacity to irliprovc
the efficicncv and cft'ctivceiess ot research docs 
not alvays lie within the NARS. Often it 
involves dccision-making processes for which 
research is a imarginal, ot'tcn poorly understood, 
COlllpOrir'llt. In these. circuriistances the success 
of attempts to improve the NARS is highly 

(ths ndjscr.tinions ii r
( c I) l Ari l l iedicssioni otftis is iomil r 
tie De)ivelopmrent ot'Najionu Agrio.inuura Ic'carchuCa);cities il Support of'Agricuhtural l)evoppmem". 
ISNAR. iw.i, The Hague, Nctierlards. 

dependent on how the system-building process
is organized, at what level, and what 
instruments are brought into play. 

There are cases, howvecr, where even a greatly
strengthened research system may not have a 
positive effect on agricultural developmCnt 
because of inhibiting factors in the overall policy
cnviron ment which discriminrt against
agriculture iii general, and food production in 
particular (pricing policy, cxchange rates, etc.).
We believe it is a ftnction ofa research system to 
be able to ideintitv factors that inhibit its 
functioniigs and to work to change thcn. It is 
part ofthe task of ISNAR to work with NA RS 
to identify such factors and to propose changes.
Ultimatel v, however, they must be dealt with 
locally by the differeiit interests represented ill 
the policv-making process. 

No si ngle country cxainpe illustrates all aspects 
of'the process involved or the tools required ill 
rceciLrch svstemi building. It is rot i.'iasible to 
discss actionsIIIS in deti ii) each of the 2S 
cohitries with which we have worked between 
I9Ji8 .ild 198 4 . We call abstract from our 
expcrience, however, to discuss the nature of 
the svstcnI-buil diug proo,:ss and tile 
iirstruients used. 

An essential part oi our approach is to develop a 
cooperative relarinrmiship with a country. This is
 
important ill developing a mutual contidence
 
between the country and ISNAR, which work
 
together as partners in cffirts to strengthen the 
research system. li general, a four-part process 
is involved in)this work. First, we develop anappreciation o'the context in which the system
works. Next comes prhblem identification. 
This is frcquently donC bV ilcountry review 
imission which exaiiines tile existing systen. Ill 
sonic cases, however, we assist a ssteI with a 
very specific problcni and field aspecialist 
pcrson or tCll to work oil the probleim.
(Scc Table I.) The third stage is developing 
appropriate rcconinicndations thirstrengthening the NA RS. The tinal stage
i nvolves working with the co ntry to assist it ill 

implementing the rccoinunndalotitls. Some 
rccoinineildations miray be iinpleiented 

5 



_______________ 

TABLE x:,YEAR AND TYPE OF INIrIAL immediately with visible results, while others
 
ISNAR/COUNTRY INVOLVEMENT will only be implemented over a period ofnamy
 

Year 	 Country* 


I98I 	 langladesh 

Costa Rica 

Kenya 


Indonesia 

1982 	 l3urkina Easo 

Fiji 

(;uvai 

Ivory Coast 

Malawi 
Pakistan 
Papua New Guinea 
lwanda 

1983 	 Cam(eroon 
Colombia 
l)ominican Republic 
Miadagascar 
Somalia 
Sri l.anka 
Sudan 
Thailand 
Western Sa ma 
Zimbabwe 

1984 	 Argentina 

Cyprus 

(;hia 


Morocco 


Iamania 

Za-iire 

6 

years. 

When making retbereice to diffreiit c',nitrv 
Type of' experiences we talk abetit achievemients and 

improvements ot dit'rentkinds. We do not 

3 
I 
I 

I 

3 
I 

I 
Imethodolgical 

I 
2 


2 

7 
6 
i
 

I 
I 
4 
7 
7 

7 

6 
5 


I 

3 

4 

claim that changes are takig place solely 
because of ISNAR's presence in a country but 
rather that ISNAR can be and is an important 
tictor influencing the direction of change in 
national agricultural research, where a comtrv 
wishes it. 

in the remaining sections of this paper we 
discuss the tools ISNAP. uses in its work with 
developing countries and the process of'system 
building, drawing lessons for our 

approach and program 
development process. We expect these will ilso 
be useftil to N ARS themselves when seeking 
assistance for the development efforts and to 
other iiititutions conceried with increasing 
agricultural research capacity in developing 
countries. 

*Countries are listcdalphabetically 

Key to Type ofInvolvement: 
m
i ISNAR Rcvicw ,d lanning Missinm covring th 

entire rcscarch swsten 
2 IS;NAR Reviev and lmnni;ng Mission rcstricted to, 
c5 


somille 	 wsv~tmclComlpiolet ofthe rcwarchl 

3 joint Mission ISN AR/ortcr i .mjmailorg.mniati)m 
4 joint Ievicw ISNAR/in mijomal institution 
5 ISNAR participlimoni m Mis0nmu ILcdIv othcur
 

organiza7tiol 
6 Nt' -Missiou rconum.hi: dviii mi resac,mrh policy 
7 Non-Mission relationship: humamn rcsourccs isues/ 

resc.irch mmanagcl.mhcmlttraminig mmtedN 

http:rconum.hi


II. INSTRUMENTS FOR PROMOTING CHANGE
 
ISNAR aims to use the available instruments 
flexibly, in a way which optimizes our resource 
use and provides adequate continuity for the 
client country. The combination used depends 
upon the particular circumstances, but we are 
able to draw some general conclusions about 
them from our experience so tar. 

ISNAR Review Missions 
ISNAR's review and planning missions are 
usually the starting point for ISNAR'sust aly te taringpoitbr SNA'ssupport 

continuing relationship with a country. 

Seventeen had been completed by tle end of, 

1984. They arc .ondueted according to terms ot 

1 

reference agreed with a country during 
exploratory discussions. Review missions 
normally deal with a review oa whole SVStCiii 
although iii some countris, for exanple, 
Indonesia, Madagascar, and Morocco, they 
have dealt with a National Agricultural 
Research institution. In one case. Papua New 
(;uinea, the review was confined to crops 
research. 

Th : missions serve a Inimbcr of purposes. The 
main one is analytical, to rvicw and analyze the 
svstemi's strengths and weaknesses and propose 
ways to strengthen it. But usually they also 
represent the initiation of the strcngthecningprocess itself since the presence ofa is i , 

country helps call attention to research, it may 
help mobilize interest and concern 6oth withil 
the system and outsidC it by bringing in the 
opinions and views of all parties in'volved it 
research. In soiiie countries the ISNAR mission 
represented the first attempt to put research i 
its development context. 

ISNAR always works with and through 
national scientists and leaders in tne countries 
with which it is cooperating. 1lowever, the 
particular relationship varies with the 
circumstances. In some cases working with 
such national leaders during a mission, as 
happened in Morocco, the I)ominica 
Republic, and Zaire, improves the analytical 
skills of national scientists iii review 
methodology and has contributed to 
establishing a firm basis for foIllowV-up working 
relationships. 

Our approach to missions has evolved from the 
early missions iII Indonesia and Kenya, which 
tended to be rather informal, to a more 
structurcd, comprehensive approach in later 
missions. Part of this process involved the 
development of internal ISNAR guidelines tbr 
conducting missions, which have been in use 
since 1983. Our work on methodology 
development has moved into , longer-tern 
phase with ISNA,?'s joint participation with 
Rutgers University inI a study in Panama withfrom a iiajor donor. -Fiestudy alims to 
sj 
devop a methodohogy to idcmtifvopportunities for interventions to support aresearch system and link its impact to 
organization and nagement variables. 

In two countries, Sri Lanka and Zare ISNAR 
worked closely with national task forces in 
reviewing their own national research system. 
Tis does have one possible disadvantage, in
that criticism ofcertain aspects of the system
 
may be ofcctaln t ostie side,
 
May bc more difficult. On the positive side, a
 
joint review cflort helps increas, the likelihood
 
of acceptance and actual implementation of the
 
rccoiniiieiidatiOiis.
 

A final benefit a mission can bring is that of 
helping to develop links between members of 
the national system and scientists from other 
institutions like the IARCs. Staffpersons from 
these are involved in a review where 
appropriate; for example, in Papua New Guinea 
lcniibers ofIlTA and AVRI)C were on the 
teain; iii the Ivory Coast from CIMMYT; and 
in ( ;uvana and the lIoIinican Republic from 
CIAT. 

Joint reviews with third parties are another 
alternative which has been used. In Burkina 
Faso, ISNARjoined efforts with the World 
Bank and FAO. Each organization had become 
involved in Burkina Faso and had an interest in 
the research system. The country wanted a 
thorough examination of its research system, 
aid the three interested parties combimid to 
carry it out. This avoided umnecessary 
duplication ofeffort and established the basis for 
longer-teriii cooperation and support on tile 
part of all parties, to the benefit of the cou~ntry. 
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Some limitations ofthis approach have become 
apparent and must be considered in the thure. 
Stch a mission is more dil'ficult to organize than 
a pure ISNAR mission and often involves more 
compromises on rccoinllcIIidatioiis id fillow
up stracegy than inI i single-organization 
mission. l )iffercti organizations have ditfi'rct 
operational styles and that afthcts the focls of 
both the revic'. and the fllow-up processs. 
For instance, donor and lending agencies suh as 
the developmniet banks hive I tendency to 

eiphasize iinvestieiit issuaes ISNAR, while 
rc,:ogiiz: ig the iiportance of these iss, ,s,, 
takes a broader stance which iui lead to sets f 

recommendations not cven toucihing the 
investment coiiipoimeit or making it 

subordinate to other typcs ofiactions. A furtlhcr 
issue arising out oftthc experiences with jOint 
review missions is that of'rcspoiisibilitv for 
leadership of the follow-up and providing 
cotiniiuitv ' support iii that pr. Css. 

Mission reports 
A review report provides the particular cointry 
with rcomIilcnldaItiOiiS upoll whicii it can act 
and a tool that can be Used to argue for mcasures 
withiii the couiitry to stricngthcn the svstcm Acd 
secure funds t'ir it, otetCn frcimi external soti recs. 
The early expcerince with the IndonesiaI at d 
Kcliva reports helped ISNAR develop the 
fortiat that is now used. We verified the 
Importance otla d.cIOiMiClt that recogitizes bith 
strengths and weakniesses ot.i system iii orhr to 
present balamced perspective oftlic svstcm. 

From the niatiOtial poitt Of view, the report s 
II ust also be usable by doiors. Early' t'eCdback 
helped guide ISNAR oil the amount of 
in formation nceded itt these reprts to enable a 
full picture of the research systemt t bc obtcitied
from the report xvithit hcsiig the iait issues 

iii aimass of detail. As a result, documents ire 
now more sclf-containCd thiati were earlier 
reports, but have sections which suimmarize 
findings and recomiiietidationis for those who 
may not be concerned with the full report. 

Another Iuportant role of the report isto 
provide an element of continuity while tile 
institutional change: process matures, as has 
bccII the case in the I )OinicaM IRcpublic. 

There, the report's cc iipreheusivenalyvsis and 
clear-cut improvement strategy rcprcscnts at 
ben li iiark around which iiiueh cqfthc
Icusio as eolnd over th fllii 

discussion has casol,-c Over thc fiOllowing t-wo 
years while legislation has bccn prepared and 

iassed to deal with the report's key 
recoinnmendation. This called tor anew research 
st ructure to be built around a ne-w institutioi 
that could only b set ip by legislation. Such a 
proces is lengthy. and the report not Onlv 
provides a bench mark fo(r actioi butil alsotr 
sIIbsCItCit Cvalation. 

In Rwanda. tI reviw report provided the basic 
discuissiOi doc cIIniiit t' r the seiniiar to discuss 

hi" vhiole rcscarch system. It provided a 
fraiicwork f)r tile tore tcchinical prcscntations 
front the sciCntists at the semniir aid an 
eftective \way to trace tie impact ofilldividual 
siggestit s on the ctficacv ct tile wchole sytemi. 

Where wcIc have prdcIc'diajoint report with .t 

natiormal team, as iii Sri l.anka, wc have finitid 
this takes lonigr and requires cIose working 
relatiots with tihe team. As noted bcforc, iii such 
cases thcre is Also . limit to the alounttt of' 
criticism acccptablk iII the report, as well isstyle 
cistramits. 1Icwever. once agreed, tile report is 
already dtbscrbCd into the itatiouial svstcm: it is 
it .11 tsidcrs' report, amid it allies ISNAR 
c]'lClv with t e ciOtmtrv. 

()I tit whole C,Mir experiice confirils the 
vAiiC Of th,. comprehensive reports as 
instruments f)r sy'stm building: cvcniwhere 
there has been little direct follow-up to mission 
reports by ISNAR, Ovig to a variety of 

ciwu itistanMicCs, as iII Malawi. lapuia New 
( uiica., uIMvaa, and tile Ivory Coast. 'Fhe 
reports lave becn used to guide developitieit of 
the research svstcm by the national leaders and 
iintcri..tioiial orgaiiizatioiis working wvith them. 
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Seminars, works."-aps, and 

conferences 

Creating opportunities for interaction aniong 
the different parties connected with research is 
an important element in developing national 
agricultural research systems. ISNAR has used 
various types ot meetings to achieve this at both 
the national aid international level. ISNAR's 
role has been to provide the logistics and 
background t)r such meetings aiid, soIntiincs, 
to be a catalyst thr discussions that nonC ofthose 
directly involved could inititate oil their own. 

Four regional conflerenccs, in Africa (1981), 
Asia ( 198 1), Latin Aimierica (1982), and the NCar 
East and North Africa ( -03) (2), have allowed 
ISNAR to increase aw. ircnt'ss aniong nationalpolicy-iiakers about tle reiluirenits trbetor 

successful agricultural research. Several country 
initiatives to seek ISNAR assistance have r rot r o tcresulted fsroii tie personal conitacts establishe 
during these regional conferences. 

Seminars to increase the utiderstanding of 
NARS leaders about crucial issues in the 
planning and organization ofrsearch hilve also 
been organized, for exaiple on training needs 
(3). Another use tor scminars has bceli to disi lss 
possible ways to strengthen and improve the 
NARS as a tbollow-up to i review mission. The 
content and attendance varies iii thcse according i 
to the particular circumstances. III Rwanda, the 
follow-up seminar allowed researchers iii the 
national system to review their ails anld 
develop new priorities with tile ISNAR mission 
report as a basic backgrolnd do( uniiii'nt. It ASO 
provided a relatively isolated rearcich systeml 
which had been dependent on flirly fnarrow 
external links with an opportunity to Cxpand its 
contact with international sources of research 
advice and assistance (4). 

In tie I )oininican Republie, a i a;joir seninar 
was Used to brief senior legislators aiid key 
decision imiake rs on tlit.cew law to create a 
seiiiatitolnioiiils central coordinating boiv f r 
agricultural research which resulted from 
ISN AR's recomniendatiois. fIn this case, icwas 
organized locally but with assistance from a 
consuItai It. 

InIndonesia, however, ISNAR input has been 
through cooperation in the existing annual 
managenent seiiinar and scheduling of 
seminars to discuss the findings ofa series of 
programn evaluations, thedmselvcs a follow-up to 
ISNAR's review nission, which began ini 1984. 
An added bonius from almost all the meetings is 
the attention that is turied ro agricultural 
research in the country in which they are held. 
This itself is part ofa iImorc general awareness 
OfIeed tor an appropriate policy environinent 
tbr research. Where appropriate, publications 
ire proLduIced following the iimeeting. 

These ieetiiigs are important in dcveloping 
follow-u sen linars atir inissiii revi c 
atollow-up seminars atter umission reviews, such 
as tie one in tie I)onlilican Republic, Suggest

suecesstbhl, the background mlaterials must lie 
seic. This tak round atenut be 

specific. This takes resources, 3i1d attnilptiig to 
organize and run such scminars froii a distance 

that they are extremely efti'ctivc. However, to 

is a daunting anid tinlic-constiunillig task. III 
lwada, ISNAR recruited ;astaft person to 

work filll-tine to take responsibility tier the 
seminar and tile subsequent eiitiing ot'tiC 
proceedings :l1two languages, French and 
liglish . In tile I)oiinican Republic an ISNAR 

consultatit working with the Ministry in 
promoting the iinipleIiieItationl of the iiSSiOI's 
reconnendations gave considerable assistance 
n preparing the seminar. An additional thctor in 

promoting this latter cvent was the existence Of' 
a local ilistitLtitin with experience in 
development ii :i ageiclit which assumed the 
respoisibility tor the organization ofthe 
Ilieeting. 

(2) Strengthening Nional Agriculttnd Research Systcins 
in Africa. Kenva. 198 1. 

Strcigthcning Nationl Agricltura! Rescarch Svstems 
in Asia. Philippines, 19si. 
Seleed Issues in Agrict ural Rescatrh in Latin 
America. Madrid. 1992. 
T'ch icaI i.iisul tatin OiiiAgirictltural RI,-:arch 
(Coopration in tile Near Fast imd Nirth frwca. 

() (:priis,Tr~tin mng Ncdsio93.tiniNaiinmi Ag rienuhiral1t scearch 

launingand Maunagecnt. Netierlnds, i982. 
(4) Agricultural Reseircl in lw,uidau Ascssincnt and 

Pcrspectives. R,\'iLdL, 1983. 
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Training workshops 
In several counltries ISNAR's involvement has 
come solely through skills dcvclopnient In 
research management. Three regional
workshops have been used to train research 
managers in Africa, and one national workshop 
in research managenient, in Canmeroon, was 
held ii 1984 . 

These manageint training workshops are a 

response to a strongly Ielt need, and there are 
increasing deimiaids for such workshops. These 
workshops rcquire a range of management 
training materials for which ISNAR has 
developed soeic specific case studies. 
Experience so tair suggests that regional 
workshops are best geared to meeting the needs 
of research nhiagers f'rom a similar level, 
whereas national workshops can assist research 
workers, nmanagers, and policy-iiakers fromi 
tnnber of diffleiit levels within the systeii. 

Ftowcver, ISNAR can only meet a part of the 
deiaiid and will look to others who are 
prepared to work ill this area ofnianagemIti 
training or who arc alrCiIy working, iii order to 
share iii the task. 

Network support 
While each research manager works in his or her 
oWi1 research svstim, there isa need for research 
managers from different systems to 1c1eet and 
exchange ideaIS alld experience. This has been 
clearly high lighted ii: the training workshops, 
where tie participants theniselvcs have a ma jor
training contribu tinl to make as they share their 
experiences. Recognition of thC value OIsuch 
Cxchages has led ISNAR to support tli 
developent of ietworks ofresearch managers. 
The primary vehicle for this is the International 
Federation of-Agricultural Research Systems 60r 
I )evelopment (IAI l)). for whicl ISNAR 
provides the secretariat. 

As well as encouraging research managers' 
networks, ISNAR ha., also taken part in reviews 
of several rcgioiial research ietworks in Central 
and South America (e.g. PREC I)FlPA) aid 

offered support to others. Rcgional
cooperation, where cotntries either take a
colllon approach to research ill a particular 
area and designate network members as 
research leaders in particular areas, as in 
lI1ECOl-EuA, or where they share 
inforination, as in REl)INA/A and 
CONOSUR , are valuablc ways of 
strengthening a natioMnal systems capacity to 
tackle research problems. 

Research organization and
 
a nent issues
 

managei
 
The effort to improve available inforniation and 
understanding of national agricultural research 
systems constitutes an integral part ofISNAR's 
program. Early activities have been geared 
maii, to tile dcvelpnnt of the 
methodological approach to be followcd bv 
ISNAR in its effiarts to strengthen N ARS. The 
publication "(onsideratiois for the 
I)eveloimcit of'National AgrilrI4' -" 
Research (Capacitics in Suppo t of'Agricultural 
I)evelopineit" and "( ;uidelies for ISN AR 
Reviews aIId Evaluations" results from these 
initial activities. As fiollow-up and the 
implenentatioi ofimission rccoinincdations 
have progressed, research studies have become 
more specific and country-oriented: the aialysis 
of otir experiei. es from which this paper results 
and work iti the field ofnanpower planning and 
conditions oftservice iii Sri LankalJordan, 
Argentina, .111d TlaMIhnd are examples of this 
trend. 

()ther research pro Iccts being uiidertakcii to 
gemerate iuch-neLIieeded infornation as a service 
to NARS 1iid to beiefit ISNAR: the 
d'velopment of adata base on national research 
activities and astudy' ofthe manageiiienIt 
problems ofon-tariii research activities. The 
data base will provide comlparative data dteemcd 
usfi, I for the planniiing ,Id day-to-day 
iiiaiiagceiiiut of NARS: the nmaiiageMiCIt studv 
will contribute information required as a basis 
for improving the handling oflthis crucial but 
too ofteii weak component of the research 
chain. 
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Staff flexibility 
ISNAR's basic resource lies in its staffresources 
for working with a national system. The way in 
which staff are deployed has evolVed during the 
first few ,,ears. The aim has been to maximize 
the multiplier effect each person, both core staff 
and consultants, can have on a svsteI . 

ISNA .'Vsstratc., y has bcen to have one person 
provide continuity with any spCcific comitrv or 
organization. This cxpcricnce has reinfbrccdI 
ISNAR's view that continuous contact with a 
cotn trv is essential for building mutual 
Conlfidence and for gaining the full benefit of 
other ISNAR staff, according to cottIv needs. 
The key ingredient is the flexible use of ISNAR 
statf and consultants to meet specific leeds. 

The spCcifIc way this is done has varied, 
Normally, a staffcinber who participated in 
the initial review mission or special assistalcc 
project is assigned as the couin try contact 
person. l-lowcvcr, in a fe%.wcases a difte.fit
approach was tried; for exaiilplc, in IndoCsia 
contiiiitv has been proviLded 1 a coIs Ilit. 

As our relationship with national systems 
develops there is an increasing necd for spccialist 
support. For the first two %,earsin thc 
lI)ominican Republic, for example, a staft 
person has bcen able to provide tile coitiitiitV 
and support. I lowcvcr, as I-ifll implmcnentatiomi 
of the new research institute reco;IIIIncinded by
ISNAR approaches, the need for .,ssistawc iii 
specific fields has emerged, and the continuitV 
role is heing passed to consultants who can 
provide the needed specialized knowlcdgc.
ISNAR's staff contact person is muoviig into 
more of a coordinating role. Similar patterns 
can be seen emerIging iii Rwanda, Madagascar,
and Morocco, where there is the need for 
assistance it) research planning and 
progr:nminig anId other specialized activitiCs. 

II both RwaIdI a1nd Madagascar this necd was 
met bv ISNAR agirecing to post a staff member 
in research planning and programming to work 
with the directors ofthe national research 
institutions, in addition to the regular 

involvemcnt of its country-contact person. In 
Rwanda, a request was also made for ISNAR to 
post a person into line rcsponsibility. This was 
unacceptable, as it would have created dual 
technical and political allegiances which might 
have jeopardized ISNAR's independent 
advisory position. 
In general, we believe that frequent short-tern 
visits by the same consultant or staffiperson can 
often ieet the needs tor cooperation in a
 
national program. However, flexibility of
 
response to needs will continue to be a
 
cornerstone of ISNAR's procedures.
 

hiI Somalia, Keiva, the I)omnincan Rcpublic, 
and several other countries, special-tocus 
follow-up missions have bcen carried out as part
ofISNAR 's coi.tiniuing (ooperation with the 
cotntr\' after the reporc and recommendations
have OCIen acceptCd. In these missions, more 
detailed research program reviews were carried 
out as pa rt of the implementation oftlhe earlier 
recommendations. These have provided greater 
opportunities for involving relevant external
research insitutions, like the IAR( s, with local 
rescarchers. In Somali::, for example, four other 
IA R( s took part iii the various missions to 
work omi planning specific research programs.
 
Responsibility for organizing these special
 
milssions norm,,ily rests with tile country
 
contact person on ISNAR's staff
 

The [use ofcmisultants rather thai ISNAR staff 
to provide contiiuiitv is an important 
dCvelopmnCt. I Idonesia, a coiisultant, who 
participated iin the missim, has been used since 
19X2. The success of this approach has shown 
that it is possible, with a lomg-term
comnittment from a consultant, t'()r ISNAR to 
get the same result as with a permanent staff 
person. There arc potential pitfalls. Where aconsitait is used, that person Should be able to 
take his or her experience to other countries 
.vith which ISNA R works and share it with 
other staff. The cross-fe.rtilization that ISNAR
aiins for has been achieved in this case through
the consultant's involvement in the trailing and 
con feIrences activities and through various staff 
incetings. Success in Indonesia might not have 
been possible had the consultant not 
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participated in the original mission, or ifhe had questions about this approach as regards 
been affiliated to an institution and not been able maximtm interaction with ISNAR staff and 
to gear his work to the ISNAR/indoncsia benefits accrued from work in other countries 
relationship. Flowever, there are still some which might be applicable. 
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III. THE PROCESS OF SYSTEM BUILDING
 

The proct ss ofdeveloping a national 
agricultural research system, at the risk of 
stating the obvious, is a national process. It is 
designed to produce a NARS which meets the 
needs of the country. A Sltccssftl research 
systeli iieeds to be adaptive, able to meet the 
chanlging needs ofa coun try's farmners; it needs 
to be linked into policy-making levels, national 
and international scieintifie circles, and to 
extension ad tfirming. The system requires 
competent researchers and good managmient 
to draw the most out of them and ensure that 
they arc dealing with the right problems. 

I)evelopiniit of such Isystem requires I 
mixture of'time, rcsourccs, political will, a 
broad range ot'support, andIpoxcr to achieve 
the goals. The precise mix will vary depending 
upon the country, the form ot'govcrimient, and 
the scientific rcsoLrces. Within tile system an 
analytical capacity is required to monitor its 
own actions ai1id alert its users to agricultural 
research teeds and products. 

Our experience as an ouitside agency asked to 
assist in this process leads us to suggest that there 
are a number of necessary conditions for 
successfi use ofoutside agCeicis in research 
system building. These must le born, in mind 
bv both parties inmtile process. although some 
may apply to one more than tile other. 

For ISNA R to play an optimal role in the 
process the following tictors are crucial: the 
coImtext nid level ofiIIvolVcimicnt. the time scale, 
t~cxibiity of respomsc, and our resource 
Colli Ilit!mients. 

Context and level of involvement 
The context and level ofinvolvcinent have 
profouimnd effects on t!.c viability of the process. 
The key issue is whether or not there is aclear 
convictiom that research is a usCf'ul tool For the 
solution of the problems f rcing the country. Au 
outside agency like ISNAR can, in the riglt 
context, help relate ,idesire to overcome specific 
'ood and agricultural problems to areas where 
research cal make a contribution and call advise 
on how this might be achievcd. It can be a force 

to support desired developuients ill research but 
only as a counterpart to local will to do so. 

Unless research is seen as a priority and the 
existing organization and management 
strtcttii ;s perceived to be iin need of 
improvement, the chances for change arc slight. 
This may be demonstrated by a growing 
realization of the need for ref'rin of the research 
system and high-level interest in science and 
technology in national development, as was the 
Case in the I )oniinican RCpublic, or it may be 
shown by a ministry seeking outside support for 
the research system, as in Rwanda, Morocco, 
and Madagascar. In some cases, such as 
Ihdonesia, a substantial research system had 
been developed and interest lay in revieving 
progress to determine guidelines tfo)r further 
growth. 

Whichever of these applies, ISNAR is best 
involved beore decisions arc taken Oii fiurther 
actioln So that its anal vsis and advice Call support 
the national decision-making proc,:ss. Many of 
tile key actions and decisions nccded to affect the 
cfficiency and efficacy of the NA RS lie outside 
its control. II general, our Cxpcrience suggests 
that to have the most impact it is necessary lor 
ISNAR to report to the political levels that can 
make decisions and initiate action on all matters 
relevam to strengthening the research system. 
This normally implies that tile request for 
ISNAR's involvement must coie f'rom 
ministers or cabinet-level positions, although, 
of'cotirse, ISNA R xViII be \,\ rkiitg most closely 
xith illnstitute or system leaders. They are the 
essential countcrparts with whom ISNAR 
works. 

mWhereour level of involvcient or tile level of 

origin oflthc request has not been sufficiently 
high ill tile political svsteim , only the operational 
recoiIlmlmdations that do tot aftect tile 
structure of the system temid to be immplCIImentcd. 
[requently, we flnd that research system leaders 
are able to aimd do take actio Il on 
rcomil lelidatiolis about processes within their 
direct control. Thcy are unable, however, to act 
on key constraints which aftect the structure of 
the system or certain key aspects of it, like 
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conditions of service, which are frequently a 
civil service issue, 

The ability ofISNAR to work with a country in 
developing its national agricultural research 
capacities is also affected by the timing of 
ISNAR involvement. System building is often a 
highly political process, particularly if it 
involves structural change. As such, continuity 
of relationships and commitnment on the part of 
the country's policy-makers is an essential 
requirement. For this reason, the nature of the 
country's political process and the point iii time 
of ISN A R's intervention are important 
determinants in the success of a project. In a 
highly unstable environnient it is obviously an 
extremely difficult task to develop the 
franework for mutually reinforcing inter-
actions needed to carry out the system building 
efforts. Even more importaot are those 
situations in which the country is undergoing a 
period ofchange, such as tile election ofa new 
government or administrative restructuring, 
within the normal cycles ofthe political process. 
Timing is of the essence, because a mistake can 
be extremely costly iII time and eftort, cven to 
the extent of precllding All possibility of 
positive change. lII the experience of ISNAR, 
when the initial involvements take place in the 
early stages of a new adiMinistration or 
iinediately prior to extensive administrative 
restructuring, the chances of sucessfUlly 
implemnenting the mission reconiniendatiois 
are much higher, since there is a grcater 
possibility ofintegrating them into the network 
of other policies being introduced, 

Time scale 

Research system development is a dynamic 
process and inLst be approached with a long-
term perspective. The time scale over which it 
tikes place is niCasured in years aid decades. At 
the time ISNAP, enters into contact with 
countries, the level ot'developent ofa research 
system nmay be quite diffcreit, ranging from 
negligible to f irly well-developed. Even in 
sonic fairly well-developed systems, such as 
Indonesia, more than two years went ino 

supporting the next World Bank project 
preparation process, ISNAR involvement in the 
program evaluations is continuing over a three 
year period, and this is only a beginning. In 
Kenya, where the review mission occurred in 
198 1, it was followed by areview ofnmanpower 
and training needs iin 1982. Two years later, 
after considerable reorganization in the 
administration in Kenya, ISNAR was asked to 
field a follow-up mission to assist the newly 
merged Ministry of Agriculture and Livestock 
to develop a national agricultural research 
strategy and plan. Even\where ISNAR is 
vorking on a very specific pvobleil without a 

review iiission, as in Thailand, where we are 
assisting with the exariinatiOi of conditions of 
service for research workers, a two- to three
year period is required, which may be expected 
to 1Lad to an expanded and long-term agenda. 

While much is happening in these periods, there 
are few concrete resIlts ,isvet as I direct result of 
ISNAR intervention, for iIisufItciemIt timIie has 
elapsed for the activities to yield lasting results. 
Time is needed to turn recoilninIMiidations iito 
proposalls which are ;,cccptablc to research 
sVstemIi leaders and others, including 
universities, extension, ;and policy makers. 

The I)oniinicai Republic is a case ill point. 
ISNAR's activities started just as a ne\v 
governneit was taking office withIa four-year 
term. Just proimioting the needed legislative 
action to achieve the structural cliange 
recoimcided by the review mission has 
absorbed two years. I)cspitc having the same 
governimient, there have becn several changes ill 
the senior officials since the initial ISNAR 
review nid iiissionii, and aseries ofvisits has 
been necessary to brief them as %-ell as to 
provide assistLce in promoting the legislation 
and to prepare for the establishment ofa new 
research institution. 

Flexibility 

The problems confronted by diflerent countries 
vary significantly due to their different 
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agricultural, historical, political, and 
organizational backgrounds. The strategy to 
follow in developing the system and the nature 
of the actions to take are also highly variable 
both among countries awl through time in any 
given country. Consequently, ISNAR's 
response has aimed to be flexible to match each 
country's needs, 

Although our main approach to providing 
assistance is through a system review, so far 
carried out in 17 countries, we have had more 
limited, direct involvenient in II others, 
through the provision of management training 
for nationals, as in Camerooi and Sudan, advice 
on research policy, as in Colombia and 
Argentina, and assistancer, with specific problem 
areas, as in Thailand, with conditions ofservice. 

Flexibility to adapt to needs inspace and time in 
follow-up work has been particularly 
important. We see a trend emerging where, in 
time, the adjustments we recommended are in 
the direction of providing more and more 
specific expertise. In iiany countries an initial 
mission has led to further, more specific 
missions on more detailed research planning 
and programming. In Rwanda and Madagascar 
ISNAR staff in this area have been posted, while 
in Indonesia consultancv assistance for 
developing loan project preparation and 
evaluation nthodologies has been given, 

The effie'ct of ISNAR's flexibility has been 
enhanced by the continuity it has provided in 
many systems. This continuity and contact 
enabled ISNAR to fine-tune its actions. Such an 
approach also has resource implications, 

Resource requirements 
The comprehensive system review, flexible 
approach, and providing continuity have high 
costs, given ISNAR's modest resources. They 
are indispensable to ISNAR's catalytic role. A 
review mission, itself, takes on average about i8 
person months. Thereafter, the key counitry-
contact person or back-up person must be 
available for travei, be involved in a p,,rnanent 
gathering of information, keep in contact with 

key people, and be prepared to visit the country 
simply to keep in touch and encourage the work 
along. Depending upon the level of follow-up 
required this may take tip to 9 person months 
per ),ear. 

Follow--up capacity is essential. ISNAR's first 
work with a country helps create the right 
conditions for an improved systen to emerge, 
but resources must be available to take 
advantage of these conditions and nurture the 
process. Considerable follow-np contact 
appears to be required to obtain the most benefit 
"trom a re view mission and its report. 

There are two dimensions to the follov-up 
issue. One is with available stafftinie and the 
other with funds. The long-term nature of the 
process means that stafftime must be 
committed over several years; the need for 
continuitv means that specific staffnmust be 
reserved for spec:ific couniries; and the need for 
flexibility of response over tine means staff 
time must not he totally coniiitted years ahead. 
While ISNAR does pride itself on being able to 
respond quickly to the needs of the countries it 
serves, unfortunately it is not able to respond 
quickly to those countries requesting its 
assistance now. Some have already been waiting 
for over a year for a review. If this trend 
continues the conflict between flexibility and 
resource contraints will become the key 
problem for ISNAR in the filture. 

A further issue with staff deployment concerns 
the posting of resident ISNAR staffto national 
programs. This will require ISNAR to develop 
more formal procedures for hiring and briefing 
such staffand providing subsequent support. 
Both activities have resource implications. A 
more structtired approach would be needed 
together with a range of tools to support the 
staff person in the field, including regular field 
visits by ISNAR core staff, return visits to 
ISNAR by the staff person, materials and 
training modules that can be used locally, etc. !I 
some of these reqtuirements, ISNAR's country 
programs need strong support from its 
research, training, aad communication sections 
to generate, for example, training materials and 

i5
 



evaluation guidelines. To date, progress has 
been made in bringing all these activities 
together with a country focus. However, the 
experiences are still limited to a few countries, 
and the long-term program implications remain 
to be worked out. 

Funding problems are another emerging issue. 
An increasing alniount ofstaf tilnie has had to be 
devoted to finding funding support 1or the 
implementation of reconmnendations. In many 
countries ISNAR has assisted the government 
ii trying to procure funds from donors or in the 
design of plans for using such ftinds. One 
problem to arise concerns tile fuids needed to 
sipport sonic of the early steps of the system-
building process. The problem is iii the time lag 
involved in getting doiior support for sonic 
specific actions, and in the comsequences this lag 
could have on the success ofthe process. 
lfi the I)ominican Republic, for example, 
creating a new imnstitution requires specialized 
support and training fir tile staffinvolvCd. This 
requires resources, both for consumltants in some 

specific fields and for short-term training 
activities, usually in the form of in-house 
training or short trips. I)onor support for these 
types of activity has been difficult to secure. In 
other cases, where ISNAR's involvement was 
prompted either by other donors or followed 
ma~jor donor involvements, folow-up finding 
has confronted fewer problems. The contrast 
highlights an important area of conceri ini the 
ftuture: access to funding sources and tile limits 
OtfISNA R's impact when acting independently 
of traditional donor sources. 

The staIftiin taken to develop funding requests 
for thilow-up is lost to other countries that 
could miake use of'our services. BUt tile need to 
expand otir service to other countries and 
provide a growing level of specialist support 
puts other operational constraints oi ISNA R. 
It may be that core staffwill move to a 
coordinating role iii the later stages of tllow
ip, but this requires an administrative ability to 
choose consultamts and outposted stafiltand 
places greater demands on cmtral resources. 
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IV. SUMMARY AND CONCLUSION
 
Over the past four and a half years ISNAR has 
worked with more than 25 countries. Even 
though the objective has always been the sanie 
- strengthening their agricultural research 
capacity - the strategies tbllowed and the 
instruments used have been varied and 
evolving. They have varied in response to the 
different types of probleiis each country taces; 
they have evolved because ISNAR is iin its early 
stages ofdevelopIent, and 1,arning from 
experience is one of the key aspects of its 
program development process. 

Some of the lessons, such as that of the time 
dimension involved to achi0ve tile desired 
changes, are neither new nor suiprising. 
Nevertheless, they are important because of 
what they say aboutt x hat we can expect to 
achieve in tile overall task ofimproving NA RS. 
)thers, such as those relating to the level and 

opportunity for involvement and the need for 
proper counterpart commitment, are important 
because they highlight that no matter what the 
external pressures and assistance may be, 
strengthening NARS is a national process. Too 
often in the past, donor interest and support has 

been used as asubstitute for real national interest 
and commitment, with meagre results. This 
also emphasizes the need for flexibility and 
resources to support, not substitute for. those 
nationally based processes. 

At the operational level, several instruments and 
approaches have been tried. The experience 
gained has in most cases already been 
incorporated into subsequent expansions of the 
coverage ofISNAR assistance and 
improvements in our methodology. As 

confidence between a country and ISNAR 
grows, the country is often willing for ISNAR 
to develop an independent broker role, seeking 
to promote beneficial interactions with 
international research centers and with donors 
to provide support and tinds. This is an 
important consequence ofour approach. Our 
abilhtv to sustaini this depends Oii both our staff 
and the resources available to us. 

ISNA R's continuing experience wVill guide its 
future program, which will change and evolve 
to meet the changing needs of national 
agricultural research systems. 
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ACRONYMS AND ABBREVIATIONS 

AVRDC 	 Asian Vegetable Research and IARC International Agricultural
I)eveopment Center Research Center 

CIMMYT 	 Centro Internacional de IFARI) International Federation of 
Mejorainieito de Maiz v Agricultural Research 
Trigo Systems for I)evelopmnet
(International Maize and International institute for 
Wheat Improvement (Center) 	 Tropical Agriculture 

CIAT 	 Ccntro Internacional ie NARS National Agricultural 
Agricultura Tropical RSea rchAgr i 
(International Center Ibr Research Svste 
Tropi:al AgricultUrc) PREC()I)EPA Regional Cooperative Potato 

CONOSUR 	 Progrania CooperatiVo tie Resarh IProgram 
Invcstigacii Agropccuaria. REl)INAA Red Lie Invcstigacion para la 
Convenio IICA-1 )/( oCoo- Amazonia 
Sur (Agricultural and (A niaZoll Agroccological
Livestock Cooperative Research Network) 
Research Program) 

FAO 	 Food and Agriculture 
Organization of the United 
Nations 
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