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Foreword

The number of people involved in agricultural research is expected to
increase significantly in the next decade. A major challenge to managers of
national agricultural rescarch systems is to plan for this growth. The issues
facing them include assessment of the current manpower situation in their
research institutes or programs. identification of critical variables in estimat-
ing future personnel needs. planning of in-carcer trainmg. and management
of the information necessary to make recruitment and training decisions,

To explore potential approaches to these and related issues. an Inter-
national Workshop on Management of Human Resources in Agricultural
Research was held March 3-3, 1986, in Dhaka. Bangladesh. It was organized
bv the Bangladesh Agricultural Rescarch Council Tor senior agricultural
research officials of the Bangladesh national system, and for manpower
development and planning managers of the agricultural rescarch systems of
Bhutan. India. Malaysia, Nepal. Pakistan and T? ailand. The Workshop was
co-sponsored by the International Service for National Agricultural Research
and the Winrock International Institute for Agricultural Development,
with major funding from a grani of the U.S. Agencey for International
Development.

The objectives of the Workshop were for the participants:

® To rhare national expericnces on manpower planning and training
management for agricultural rescarch.

e ‘[0 become informed on what the national agricultural research system
of Bangladesh is doing to strengthen the management of human resources.

o To generate ideas as 10 how the agricultural research systems of
Bangladesh and other countries can improve their human  resources
management.

The Workshop program included a series of papers on human resources
management in an agricultural research system. focusing on the establishment
of a database containing basic information on its scientific and managerial
personnel. Work group sessions challenged the participants to make decisions
about actual problems of manpower planning. as well as giving them
opportunitics to use the BARC computerized database as a resource in
solving such situations.

The Workshop sponsors believe that efficient and eftective management
of uman resources is a key factor in directing agricultural rescarch in South
and Southeast Asia in the next decade. Through the Workshop, BARC was
able to share its experience in this important management field, and to make
plans for further improving its coordination and service functions for the
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Bangladesh agricultural rescarch system. The information presented in the
various papers and working group discus as should be continuing
reference, and for that reason has been pubished in this book 1o be widely
available for agricultural rescarch managers,
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/
Welcome Address

EKRAMUL AHSAN

Chairman
Bangladesh Agricultural Research Council

It is my proud privilege to welcome you to the inauguration of the
International Workshop on Management of Human Resources in Agri-
cultural Research.

I am particularly proud to mention that in this workshop we have
distinguished delegates from a number of countries of South and Southeast
Asia. The countries represented are Bhutan, India, Malaysia, Nepal,
Pakistan, Thailand and the host country Bangladesh.

The Workshop is being co-sponsored by the International Service for
National Agricultural Research (ISNAR), Winrock International Institute
for Agricultural Development, and the Bangladesh Agricultural Research
Council {BARC). The major funding has been provided by the United States
Agency for International Development (USAID).

We at BARC feel very happy to collaborate with these two major
international agricultural development agencies in organizing this important
workshop on management of human resources in agricultural research.

This Workshop is the second in series working towards strengthening our
agricultural research systems. About one year back we had the first such
international workshop on research evaluation under a similar collaborative
arrangement with [ISNAR and Winrock International. The outcome of that
workshop has been well appreciated by the rescarch leaders in Bangladesh
and in other countries of the region, and the international agricultural
research centers.

We hope the deliberations of this Workshop will guide us toward more
cfficient research systems through improvements in human resources
managemeut.

The subject of human resources management consists of the activitics
within a given organization that deal with the employees in respect of:

@ Selection and recruitment

® Promotion

e Performance appraisal

o Compensation

e Training

® Job design

® Career development
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The activities related to human resources management are to be
integrated with the goals of the organization. Effective use of human
resources is the shared responsibility of line management and cach individual
employee.

Manpower planning, the first step in the managemznt of human
resources, is the process of forecasting the need over some future period of
time for added human resources and a stock-taking of the pool of skills.

‘The agricultural rescarch system in Bungladesh consists of component
units which are at ditferent levels of development in terms of their manpower
planning and human resources management systems.

The concept of manpower planning and management is a rather recent
adoption in the agricultural rescarch system in Bangladesh. The Bangladesh
Agricultural Research Council recently initiated a4 manpower planning
exercise for the agricultural research institutes in the country. Simultaneously
a project on human resources management in agricultural rescarch has also
been initiated by BARC in colluboration with ISNAR. The project aims to
establish a research manpower database at the BARC Computer Centre.
Significant progress has been made in creating this database.

This Workshop is designed to use this database to try for alternative
management decisions in carcer development, promotion considerations.,
program development, and manpower planning.

This Workshop provides an opportunity to share ideas and experiences
among the leaders of research systems of the participating countries to
improve the format of our research manpower database and other different
steps of the human resources management,

Through this collaborative exercise of the participating research leaders
of agricultural research systems of the countries of South and Southeast Asia.
we have the expectation of developing improved management skills and
efficiencies of our agricultural rescarch systems.

The Workshop is an opportunity to share experiences of the participating
countries on human resources management by the presentation of country
papers. There are arrangements for practical exercises in small working
groups with computer-based manpower data of a selected research institute of
Bangladesh to test alternate management decisions in relation to any given
objective function.

Linvite all the delegates — from Bangladesh and other countries — to
actively participate in the working group exercises to put your hands on
microcomputers to seck answers to your questions on manpower manage-
ment issues.

To the distinguished delegates from other countries and the international
agencies I wish you all a pleasant and productive stay in Bangladesh.



Inaugural Address

M.A. MuniM

Minister for Agriculiure

I am very happy to be able to join with you at the inauguration of the
International Workshop on Management of Human Resources in Agri-
cultural Research.

As we all know, in a developing country like ours agricultural rescarch is
the foundation stone for successfully meeting the demands of hunger and
poverty by increasing the production of food as well as other products derived
from our land, water, and other limited resources. We must have the best
qualificd men and women to carry out this rescarch work, and they must have
the best possible facilities in order to achieve their objectives.

As the planning and development of human resources is so important, |
am pleased to see the representation today of the top managers of agriculiaral
rescarch in Bangladesh and from the national agricaltural research systems of
many other countries of South and Southeast Asia. 1 hope that by sharing
ideas and experiences during these three days vou will devise procedures that
will advance the management of human resources in agricultural rescarch in
all of these countries.

The counries represented here are at different levels of development in
the operation of their national agricultural rescarch systems. Many of our
scientific traditions have their roots in the times of the colonial governments.
It is only in more recent times — as we have gained independence — that
most of our countries have given proper attention to systematically develop-
ing the improved technologies needed by our farmers.

The Bangladesh situation is typical. Our research institutes and scientists
have made significant progress in the fourteen years sinee liberation. We now
have reasonably good facilities in place for rescarch. Needed additions and
improvements are being planned, and many are in progress. Theie is o good
core staff of scientists and technicians. They are receiving additienal training
to build on that which they have already achicved. By making good use of
these facilities, our scieniists have produced many useful results in a relatively
short time.

Day by day agricultural rescarch is becoming more speciaiized, complex
and sophisticated. Scientists are having to become more skilled at identifying
priority rescarchable problems, planning and conducting experiments, and
producing uscful technology. Our farmers are learning that they can rely on
our scientists to understand their problems and devise practical solutions to
them. These accomplishments have helped our country to move ahead

5
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despite some very difficult times of natural disasters. economic stress, and
rapid population growth,

Now we must look to the future. For that this Workshop is relevant and
important.

National policymakers in most developing countries are keenly aware
that investments in agricultural research carn good economic returns. In fact,
these are oftzn the highest returns of any sector of the economy. It is safe to
predict that agricultural research institutions will continue to grow over the
next decade, though probably not at the same rapid rate that was experienced
during the past ten to fifteen years. Our research institutions are in place: now
we must look to their orderly development. Management of human resources
is now the key factor for efficient management of rescarch.

In Bangladesh, under the leadership of the Bangladesh Agricultural
Research Council, there have been several important and timely opportuni-
ties for scientists and those who administer the rescarch institutes and centers
to improve their skills of management. In the recent past BARC sponsored a
series of manpower training courses for the top research managers. This was
followed by courses on the moragement of agricultural research institutions.,
and on diffusion of agricultural rescarch results to the farm community. Last
year, there was a Regional Workshop on Rescearch Program Fvaluation. This
Workshop is a continuation of BARCs ¢fforts in strengthening agricultural
research.

As research managers, it is vour responsibility to make an assessment of
the present stock of human resources and estimate the needs for the coming
years. [t will be necessary to examine the in-service training required to
develop the personnel to reach their full potential as scientists.

This means having a recruitment plan that brings into the rescarch
service the best-trained and most capuble young men and women. Their
academic preparation is a special concern. which means working closely with
the universities so they will provide their students with the knowledge and
experiences that cnable them to become good rescarchers.

The new recruits as well as the established personnel must be provided
with the incentives that will help them reach their professional and personal
goals. Obviously, an adequate salary is a basic incentive. but there are many
other factors which also contribute to making a productive rescarch organiza-
tion. One of these is to provide timely and useful training. The capabilitics of
our rescarch personnel must be continually improved if we want them to
develop the new technologies required by our farmers and other end-users.

To have a proper human resources plan, it is necessary to know the
present situation. BARC has initiated preparation of ar inventory of human
resources within the agricultural research system. At the same time. BARC is
revising and expanding the National Agricultural Research Plan, 1984-1989
which will include additiona! details about the current situation and a look at
future requirements. And. BARC is also giving leadership to the collection of
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a database on professional personnel of the research system. This is being
computerized, and I understand it is to be the basis for instruction in this
Workshop.

It is important in assessing human resources — as in any research
problem — to have accurate data. Unfortunately, most of our rescarch
institutions have not had that up to now. With this new computerized
databasc, for the first time it will be possible to have an accurate counting of
the persons in the rescarch system as well as in-depth information about cach
individual.

I commend your commitment to establish and maintain a human
resources database for your research institutions. I also commend BARC for
its leadership in conducting this International Workshop. Our countries must
work together to develop procedures to make the best use of our resources so
that maximum benefits for our peoples can be achieved. Each national
agricultural rescarch system must of necessity operate independently, but by
cooperating we can learn from cach other and make our meager resources go
further.

I am also pleased that BARC is working with two major international
agricultural development agencies in conducting this Workshop. This is
another excellent example of cooperation among national and international
organizations that ultimately benefits the small farmers of the developing
countrices.

Through these joint efforts of the national organizations together with
regional and international collaboration 1 hope our agricultural research
system can be further strengthened with efficient management of its human
resources.



Chairman’s Address

S.A. MAHMOOD

Secretary
Ministry of Agriculutre

It is indecd a privilege to chair the Inaugural Session of this very august
gathering to deliberate the very important issue of human resource manage-
ment in agricultural rescarch. Agricultural research, in the country context, is
for the purpose of developing technology to help the farmers in overcoming
their handicaps and to achieve more cost-cfficient and higher yiclds, and thus
to meet the national goals and objectives in agricultural production.

In the system of rescarch the very key factor is the available human
resources. As has already been mentioned, it is necessary to make an
inventory of available human resources. to identify gap arcas where resource
availability is delicate, and to utilize the human resourcece in the appropriate
arcas. This means providing adequate facilities for research because upper on
a rescarch scientist — just like any other highly skilled person — needs to
utilize his skill for the purpose of providing an output.

Management is also very important in establishing complimentarity
between the rescarch activities going on in various institutes within the
country, including the university systems and the public sector research
systems. Most of us do not have private rescarch systems as they do have in
the more developed economies. Our rescarch systems, being in the public
sector, had to be directed to make their objectives both in the short run and
on a long-term basis. We have experienced that although the Bangladesh
agricultural rescarch system has been improving its capacity, the arca of
manpower development or human resource development has not been dealt
with very cfficiently from a management point of view,

In the research arca, manpower development depends first on the
identification of the potential individuals. This manpower has to be con-
tinuously developed because in isolation no country today can afford to do all
rescarch on its own. The resources that it has must keep abreast of the

developments that are taking place in other countrics — particularly
developing countrics — and we must use that knowledge to our best
advantage.

Also in the arca of complimentarity in the use of available manpower and
the development of potential manpower in gap arcas, it is difficult for
countries to work in isolation. As a result itis necessary that there should be
not only intra-country coordination between different rescarch institutes and
agencies but also inter-country collaboration and interaction to achieve

8
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optimum results from available human resources and also the physical
facilities that are available within a country.

I amn confident that with your collective expertise and experience that
your deliberations will provide recommendations which would help both us
and all the partitipating countries in formulating or fortifying the executive
policies to suit the needs of the moment and also to meet the future necds that
we cannot envisage for the development of a more efficient agricultural
research system.



Vote of Thanks

AHMED HussAIN

Director (Training)
Bangladesh Agricultural Research Council

Reference is increasingly made to the revolutionary eficets of scientific
and technological advances, notably automation and computerization. Finan-
cial resources devoted to agriculture have increzsed significantly in recent
years in Bangladesh. But they are only one part of the equation. The other
part consists of the skilled management of human resources which can be
achieved through well-conceived agricultural education and training.

This Workshop on Human Resource Management is being jointly
sponsored by the Bangladesh Agricultural Research Council (BARC), the
International Service for National Agricultural Research (ISNAR), and the
Winrock International Institute for Agricultural Development. 1t has brought
together scientists and liuman resources management specialists from 31
organizations and agencies of 17 countries. Sixty-six senior scientists and
managers have been invited to participate.

I am extremely delighted to have the opportunity to extend the Vote of
Thanks in this Inaugural Session. First, on behall of the Organizing
Committee, 1 express deepest gratitude to the Honcrable Minister for
Agriculture who is so kind to inaugurate this ‘Workshop in spite of his
immense  preoccupations. His wholehearted support to agricuiture and
human resources management is inspiring to us.

We are greatful to our Sccretary, who is the Chairman of the Session, for
his personal initiative and leadership in agricultural development in general
and human resource management in particular. He has always valued the
cardinal virtues of diligence, self-help and cooperation which constitute the
three spiritual pillars of human resources management. We express our
thanks to him for his constant support to us spiritally, physically and
administratively.

We are indebted to the Chairman of BARC, who is also the Chairman of
the Organizing Committee of this Workshop, for his untiring endeavors in
direction, personal supervision and management of such an important
international meeting.

We wish to thank the eminent scientists and managers from home and
abroad who are to participate in this Workshop. We look forward to
their continuing interest, discussion and suggestions for human resources
management.

10
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In organizing this Workshop we have drawn on the counsel and
guidance, insights and experiences of a large number of our colleagues and
staff members. We sincerely acknowledge their cooperation.

We at BARC always express our sincerest gratitude to the journalists of
our national dailies, and officers and technicians of Bangladesh Television
and Radio. Today we again take the opportunity to express our thanks to
these professionals who have been continuously supporting the cause of
agriculture in Bangladesh.

We should mention the contribution of ISNAR and Winrock Inter-
national, two organizations that have worked shoulder-to-shoulder with
BARC in organizing this Workshop. We also thank the support services
personnel of Winrock for their assistance.

And last but not least, we express our deepest gratitude to our farming
community for whose ultimate benefit this Workshop is conducted.



The International Service for National
Agricultural Research:
Opportunities for its Second Five Years

ALEXANDER VON DER OSTEN

Director General
International Service for National Agriculural Research

I appreciate this opportunity of addressing this first plenary session of
this International Workshop on Management of Human Resources in
Agricultural Research,

There are five points that I want to make. First, I would like to express
my appreciation to the People’s Republic of Bangladesh and to the
Bangladesh Agricultural Rescarch Council for organizing this Workshop. |
am delighted to be here and to witness the enormous progress made by the
agricultural scctor in this country — thanks in large part to the well-focused
cfforts of its national rescarch organization.

Second, T wish to express my pleasure at meeting on this occasion an
impressive number of eminent research leaders from countries of the
Association of Southeast Asian Nations (ASEAN) and South Asian Regional
Cooperation (SARC) regions. Some are longstanding friends of the Inter-
national Service for National Agricultural Research (ISNAR) — others are
new acquaintances with whom I hope to gradually build a lasting collabora-
tive relationship.

Third, a comment on the topic of this Workshop. The relevance of this
subject to all of us is obvious. The level and number of participants in this
Workshop are indicative of the importance of this subject to any successful
research organization or program. For precisely this reason, the management
of human resources ranks high among the priority issues on our agenda at
ISNAR. I will come back to this in a moment.

My fourth point concerns the model of this Workshop. It has a number of
interesting features that merit our attention: its regional approach, its clear
focus on one important subject, and the way it is organized and structured.
This model is not new. You have used it — with considerable success — on
other occasions for other topics. Similar workshops at the regional level have
been held as on resource allocation and on evaluation.

We at ISNAR are convinced that the regional approach to problem
solving is practical, cffective and cost-cefficient. It lends itself to operations
such as this, focusing on the discussion of common issues and problems, the

12
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sharing of information on experiences. and the exchange of views on possible
approaches to solutions.

It equally lends itself to what comes next — a more active and extensive
collaboration (probably on a network basis) — stressing common interests,
common goals, common problems, and similar approaches. In short, it is
useful as a tool for dealing with common problems. It helps us to identify the
problems and constraints, to develop practical approaches leading to
solutions, and to organize joint action, if that is needed.

The way this Workshop is organized and sponsored is most welcome to
us at ISNAR. We believe in such triangular arrangements in which the host
country institution — in this case BARC — is taking the lead, in wnich a
collabarating ageney — in this case our friends from Winrock — carries an
important share of the total effort, and in which an institution like ISNAR can
contribute from a technical point of view — bringing in its experience in
dealing with the topic in many parts of the world. We are proud in being
associated with this event, and we are confident regarding the outcome,
Undoubtedly, we can all benefit from sharing our experiences.

My fifth and final point concerns ISNAR, the institution I represent. 1
would like to share with vou a few salient points regarding recent develop-
ments of ISNAR, and raise with vou a few questions of mutual concern.,

The kinds of questions 1 have in mind:

® How does this Workshop relate to ISNAR's evolving program?

® And looking beyond this Workshop: Where do we go from here?
What comes next?

e What arc the important issues and topics that we should start
concentrating on next?

® In other words, what are your priority issues and needs?

® What can ISNAR do for youTn terms of finding solutions to your key
management constraints?

@ What are the avenues for productive collaboration in the future? How
can we combine our efforts in a most rational division of labor?

® How do we go about in organizing such collaboration?
¢ How should we allocate our scarce resources?

Why do I raise these questions at this particular time? AtISNAR we are
engaged in a major reassessment of our program prioritics. We are about to
make some strategic decisions and introduce some changes in program
emphasis.

I would like to explain some of the changes we envisage and the rationale
for them. But, more importantly, I would like to have your advice and
comments on the future direction of our program. 1 shall attempt to be
practical and down-to-carth. We can continue that dialogue outside of our
meeting times.
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ISNAR has undergone a major review, an external evaluation organized
by the Technical Advisory Committee (TAC) of the Consultative Group on
International Agricultural Rescarch (CGIAR). This review — at the end of
ISNAR’s initial five year period — coincided with a change in management.
The outcome of the review was positive. ISNAR was found to have a
meaningful program, a positive record of perfermance, and the potential to
develop into a true center of excellence in its arcas of competence, namely the
organization and management of agricultural research,

Nevertheless, the review team indicated — and we wholehceartedly agree
that the time has now come for strategic decisions on the orientation of
ISNAR’s future program. We are about to take those decisions, and to
develop ISNAR's program strategy for the next five year period. We need to
set prioritics, determine the areas of emphasis, and reconcile the expectation
of ISNAR’s partuers with the available resource base — a problem that all of
you arc facing constantly.

In developing our strategy and setting our priorities we are guided by
four major factors:

® The recommendations of the review team which made very insightful
comments.

® ISNAR’s own knowledge base, built up with the experience of five
years of operation.

® Comments and suggestions from the donor community and our
partners in the development assistance field — such as from Winrock.

® Most important of all, we seck the guidance of our clients and partners
in national agricultural rescarch systems (NARS). We need continuing
dialogue with people like you.

As you would probably expect, in our program orientation we find the
nced for both continuity and change. In my comments now | shall emphasize
the clements of change. I should point out, however, that any change in
ecmphasis will be gradue! — by evolution rather than radical change. Our
philosophy is to build on acquired strengths and adjust from there. Institution
building, after all, is a long-term enterprise.

Our program in pursuit of ISNAR's central goal — the strengthening of
national agricultural rescarch systems through enhanced organization and
management — will continue to be centered around three basic thrusts:

® The first and central thrust is on system building, in direct collabora-
tion with and in support of our partners, the national agricultural research
systems. This is ISNAR’s service function. Its focus is on improvements in the
system’s organization and management capacity.

e The sccond thrust — in support of ISNAR's service function — is on
the development of management concepts and mcthodologies. This is
ISNAR’s rescarch function. Its focus is on concepts, methodologies and tools
for rescarch management. Its products are expected to be of direct use to
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national agricultural rescarch systems and a key input into ISNAR’s work
with them. Hence the emerging concept of ISNAR as a research-based
service,

® The third main thrust — closely related and complementary to the
other two — is directed towards the enhancement of management capacities
and skills of research managers. This is ISNAR’s training function. Its focus is
on people, on managers at various levels in a given system.

Quite clearly these three program thrusts are closely related. They are
mutually supportive. They are complementary. It is not a question of
cither/or. Each is targeted to the development of a specific management
component: better concepts. methods and tools; more effective systems; and
better leadership and management. All three are truly collaborative: ISNAR
works with NARS (or groups of NARS — as in this Workshop) in achieving
common objectives.

Let me ilustrate briefly the kinds of activities we expect to perform
under cach of those thrusts and where we think changes should occur.

Under its main and central thrust -— focused on system building —
ISNAR will continue to collaborate with NARS and assist them in such
cfforts as:

® Broud-based system reviews aiming at the identification of constraints
to the full productivity of research systems.

e The design of action programs and strategies aimed at strengthening
the system’s management capacity.

e The provision of advice to NARS in the identification of viable
solutions to specific constraints.

e Assistance to NARS in testing, adaptation and application of
enhanced  management concepts and methods that fit their specific
circumstances.

Two things are clear from this: (1) The need for increasing specificity in
what we do and how we go about it in our joint efforts of strengthening the
management capacity of NARS, and (2) the need to focus clearly on specific
components of the overall management process; those components, of
course, constitute the key constraints.

This need for specificity is confirmed by our own experience, by requests
for cooperation from client countries, and by events such as this Workshop.
The clarity in focus of this Workshop exactly supports what 1 am saying. We
need to be practical, focus on the real issues and concentrate on key
constraints.

Under its research thrust — which supports the service and training
functions — ISNAR focuses on the development of management concepts
and tools, The kinds of activity involved concentrate on three objectives:

® The development of an enhanced knowledge base on the functions and
constraints to NARS. We need a better 1.+ rstanding of the key constraints,



16 INAUGURATION

® The development of appropriate approaches, concepts and tools for
research management — tools that will help us to overcome existing
constraints.

¢ And finally, adapting improved methods and tools developed clsewhere
to the specific needs and conditions of our partners.

I would like to stress the importance of this last point. Many useful
concepts, approaches and management tools have been developed elsewhere.
We need to adapt them to our specific needs and circumstances. Adaptation
is necessary for it tends to be less costly than reinventing the wheel. This is
one of the key arguments why at ISNAR we need a svstematic research
effort. Much of it is adaptive research. Itis there to support, back stop and
facilitate our other work in system building and training. Henee, the concept
of research-based service.

Under its training thrust — which focuses on the build up of management
capacities and skills — ISNAR will continue to work with its partners in three
distinct but complementary ctforts:

& A training cffort — directed at the enhancement of management skills
of individuals at various levels in the system.

e Aninstitution building effort — directed at the butld-up or strengthen-
ing of management training capacities at the national or regional levels.

e An cffort to develor appropriate training materials for use in
management training.

Obviously the long-term emphasis is on tool and facility development.
Our training capacity is limited — needs and demands for training are
enormous. We have to seek a multiplier effect whenever this is feasible. The
most effective multiplier tends to be to ereate the conditions for good training
in a decentralized wav. I know this is casier said than done. Ttis a long-term
proposition and will take a long time to accomplish. In the short run we shall
have to do the training.

What are the conclusions, if any, that we can draw from this schematic
look at ISNAR's evolving program structure? What are the guidelines for our
program strategy. for our program contents? What does it tell us for the
planning of our joint activities over the next vears? | think a few points are
emerging rather clearly. They should guide our thinking.

First, the need for increased specificity in our institution building cfforts.
We need to focus our attention on clearly identified issues and constraints in
the areas of rescarch organization and management.

Second, the need for selectivity and concentration of effort. We intend to
focus on key constraints rather than spreading our resources too thinly. Here
we need your guidance in selecting the key components in the management
process that require priority attention,

Third, the need for program balance. We need to balance our efforts
among the three thrusts mentioned. Over time, this balance is likely to
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change — in response to changing needs and potentials of our partners. We
must remember in this connection that the needs and potentials of our
partners are the key factors that determine this balance. And, patterns of
demand vary cnormously with the state of institutional development of
research systems, While the more advanced systems terd to seek collaboration
in the arcas of tool development, skill training and specific issues under the
service concept, the less developed systems tend to require assistance in a
broad range of arcas, covering all three of our thrusts. They demand a broad
range of products and services.

Fourth, and closely related to this point. we need some flexibility in
responding to the demands from our partners. In practical terms this means
that an institution like ISNAR has to develop different patterns of response
and different modes of collaboration in addressing the varying needs of
groups of clients. Collaboration with less advanced systems tends to develop
on a one-by-one basis. Among the more advanced systems collaborative
patterns such as this — our regional Workshop —- tend to evolve. The
emphasis shifts to patterns of joint action — often on the basis of networking
arrangements. ISNAR's role and involvement then changes, We retract from
being the doers to a more catalytic function. We then tend to coneeatrate on
facilitating and backstopping such developments at national or regional
levels, and on building linkages. where needed, with other institutions that
have the potential to contribute.

My fifth and final point: The need for a rational division of fabor among
all those institutions that can contribute to our ultimate goal — the
strengthening of NARS capacities. Let me briefly explain what I mean by
this. We at ISNAR see ourselves as one partner in an emerging global system
ol research and development efforts, all contributing toward the goal of
development. Partners in this system are: NARS, the key and central
components of this global ceffort; the International Agricultural Rescarch
Centers (IARC) of the CGIAR: multilateral development  assistance
agencies, such as the Food and Agriculture Organization of the UN (FAO),
United Nations Development Program (UNDP), The World Bank; bilateral
donors: technical assistance agencies, such as Winrock: and many other
sources of knowledge and expertise. such as the universities and specialized
institutions.  All those institutions form a loose partnership; and each
contributes in accordance with its comparative advantage. To maximize
benefits we obvicusly need to foster a rational division of labor, reduce
duplication of effort and avoid competition. Again, this Workshop is a good
illustration of how such division of labor can be organized.

Being a small organization. we at ISNAR are particularly aware of the
benefits of well conceived collaboration. That is probably the reason why we
keep on mentioning the many practical virtues of well structured networking
arrangements that arc organized on a horizontal basis among a group of equal
partners.
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This brings me to my last point. It concerns the question of our future
program content — the choice of subjects for priority attention. This
obviously is at the center of our strategy discussion in ISNAR.

I touched upon this subject carlier on.

A moment ago | argued for the need for specificity. 1 argued for
concentration of efforts on specific constraints of key importance and 1
mentioned three arcas considered of paramount importance:  human
resources management, resource allocation, and evaluation. All three have
been the subjects of regional workshops in your arca. Which other subjects or
management components do we consider of similar importance and urgency?

All of us assembled here know well that in performing their functions
NARS face a broad range of organizational and management issues,

My colleagues and 1 at ISNAR are determined to move ahead rather
forcefully to come to grips with these issues, to develop a knowledge base on
them, and to generate or to adapt the kinds of tools and concepts we talked
about. We know that we need help on this, and we count on the collaboration
of our partners. Quite clearly, we intend to draw heavily on the existing pool
of knowledge that is available around the world.

A first important step was to develop a conceptual framework to guide
our system building efforts and to improve our understanding about the
functioning of NARS. We quickly found that successful systems are the result
of a complex set of positive and mutually reinforcing interactions between
three groups of factors: the policy environment. the system’s organizational
structure, and a sct of essential processes in management.

The first two are clear; they do not require any comment. Both the policy
environment — as a factor influencing the productivity of rescarch systems —
and the organizational structure are recognized as key variables with great
potential influence on the success of a given system.

The third group — a set of essential management processes — needs
explanation. That group is complex: it comprises nine management
components:

® Planning, priority setting, and resource allocation — planning at the
macro level.

Rescarch program formulation — programming at the micro level.
e Monitoring and cvaluation.
® Human resources management — our topic in this Workshop.
® Management of financial resources.

® Management of physical resources — station and infrastructure
development.

¢ Information management.

® Linkagce management with other sources of knowledge and expertise,
such as the TARCs, universities, and so forth — the upstream linkages.
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© Linkage management with the users of technology diffusion systems
and farmers — the downstream linkages.

To determine priorities among these cleven management components
including policy environment and structure is not an casy task, but all are
important. Any one can be a crucial constraint to the productivity of a system.
And their weight is likely to vary among countries and over time.

Yet some guidance is needed for the allocation of scarce resources to
priority areas. What arc your views on needs and urgency?

I thank you for the opportunity to flag some broader issues and to share
with you some of our thoughts on issues that concern us all and the people we
work for — the farmers of our countrics.



Winrock International:
A New Organization to Strengthen Agricultural
Resources in Development Countries

A. Corin McCLunG

Regional Representative, Asia
Winrock International Institute for Agriculueral Development

I am honored to bring greetings on behalf of my colleagues at Winrock
International and to comment on this important Workshop. Our President,
Mr. Robert D. Havener. particularly asked me to give you his regards. Bob
Havener had his first international assignment in Bangladesh and he comes
back for a visit whenever possible

I extend greetings not only to ol our friends and colleagues at the
Bangladesh Agricultural Research Council (BARC) and its constituent and
associated institutions, but also to our friends from outside Bangladesh who
have come to tivis Workshop, Regional meetings of this tvpe are among the
best wavs for scientists and science  edministrators to learn from  the
experiences of others. 1 also would fike to extend our congratulations and
best wishes to Mr. Alexander von der Osten as he takes up his duties as
Ditector General of the International Service for National Agricultural
Research (ISNAR).

Winrack International and Human Resource Management

When a regional meeting on evaluating research programs was held by
BARC in October 1984, one of the agencies involved was the International
Agricultural Development service (IADS). Last July 1, TADS merged with
two sister organizations to form Winrock International Institute for Agri-
cultural Development. T would like to take this opportunity to describe why
we decided to go into this merger. what we hope to accomplish by it, and to
tell of our emerging program interests. This iv appropriate on the occasion of
this Workshop because one of the principal activities of our programs — both
old and new — is human resource development. The deliberations of a group
such as this are of particular interest to Winrock.,

Your comments can provide invaluable guidance not only for our present
reorganization but through time by assisting us to adjust to the needs of the
countries with which we work. One thing is certain and that is that needs will
change. If we keep tuned to the present and at the same time pick up signals
regarding futuie needs and opportunities. we have a chance to remain a
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useful entity in development and .change in the decades ahead. If we fail to
keep up with the times — and occasionally to lead the way — we may become
prematurely obsolete.

The merging organizations, in addition to [ADS, were the Agricultural
Development Council (ADC) started in 1953 by Mr. John D. Rocketeller 111,
and the Winrock International Livesteck Rescarch and Training Center
(WILRTC) started in 1975 with funds granted for charitable purposes by the
latc Governor of the State of Arkansas, Mr. Winthrop Rockefeller. The
[ADS program had focused on agricultural research and most of its expertise
was related to crop production sciences. ADC was largely in the social
scicnces with an excellent track record in support of capacity-building
for agricultural development in Asia. WILRTC, on the other hand, was
established to focus on the animal sciences. [t was obvious that a program of
broader scope could result from merging the three units. But the three
governing boards said from the start that they wanted the new organization to
be substantially more than the suny of its parts, that there had to be some
multiplicr effect for the merger to be justified.

First of all, the merger was aimed at creating an institution that would be
viable for the long term. No one spoke of pe- <tuity, but all of the principal
decision-makers thought of it as functioning well into the next century. It
would be dedicated to improving the human condition through development.
To accomplish this it would need a secure financial support base. Endowment
funding plus continuing public support would be needed. It would be a
profissional and nonprofit organization; it would be nongovernmental.
Because of its private, nonprofit status, it would receive the benefit of special
governmental sanctions granted by the laws of the United States. It would
aim to have a small but highly qualified and cxperienced multidisciplinary
staff. These staft members would associate themselves with other organiza-
tions and individuals to work towards common goals.

It would have some funds of its own and hence would be able to take
initiatives and risks from time to time without waiting for Jonor agencies to
recognize an opportunity and then to fund it. At the sume time, it would seek
joint funding from other sources. and would aim to be cooperative in the
conduct of development programs, not competitive.

The organization would actively but selectively seek projects which it
would iniplement on pehalf of others. Some such funds would be grants to the
organization itself and could enhance and expand initiatives undertaken with
its endowment carnings. Others, probably much larger in the total level of
funding. would come from contracts te carry out work being financed by
grants or loans from major donors to the developing countrics. Such work,
when compatible with the organization’s own program guidelines, can greatly
increase its total capacity and impact. This approach to program funding
means that Winrock can serve a bridging role, working across institutional
and political boundaries.
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Establishing and maintaining an appropriate balance between funding by
endowment sources, by grant sources, or by contracts is important for the
new orgaanization. It nceds to be sufficiently independent to always be able to
say no to those projects which lie outside its capacities and interests or arc
seen as not well planned or potentially cffective. It needs to have enough
independence »f means to at times go against conventional wisdom and to
support work that muv otherwise go unfunded. It should be able to sit on the
side of the table with the developing countrics. Above all. it should avoid
having to take on projects simply to survive.

One of the distinguished members ot the Board of the new Winrock is
Dr. John Hannah, President Emeritus of Michigan State University and a
former Administrator of the U.S. Agency for International Development
(USAID). A member of the IADS Board, he was one of the early enthusiasts
for the creation of the new organization. In a nutshell, he said, *We want to
create an organization which can carry on the kind of work in agriculture that
the great American foundations supported so strongly in the middle part of
the 20th Century.” He felt that this work, which is now mostly in the hands of
governmental and international bodies. would always benefit by having an
clement — atbeit modest in size —— coming from the private, nonprofit,
nongovernmental sector. Itis a great challenge to try to live up to this vision.

Having described in broad terms the organizational and funding arrange-
ments they expected the new organization to have, the merging Boards of
Trustees went on to prepare an extremely broad legal charter. They
deliberately made a sweeping statement of purpose which would give the
management of Winrock the widest possible latitude in developing its
program. The job we are now wrestling with calls for putting realistic limits to
what we try to do. Even the prospectus of merger of Winrock was
unrealistically broad for an initial program statement.

Yet as we examine the active on-going programs inherited from the three
merger partners, the situation is much more managable. All three had
substantial interests in human resource development; this is and will continue
to be a central theme of the new Winrock. All had substantial program
interests in the management of renewal resources. Among the first actions
taken by the new board were steps to strengthen the capacity of the
organiza.ion to deal effectively with this important topic. Two other arcas of
program emphasis arc (1) agricultural research management and (2) animal
agriculture and farming systems. The first of these was high on the docket of
IADS and the second was emphasized by WILRTC. Both arcas will continue
to be fostered by the new organization. In some of our discussions it has been
pointed out that the management of agricultural research is in large degree a
special casc of human resource development, and that farming systems
.escarch fits reasonubly well under the broader umbrella of renewal resource
management. As the Winrock program takes shape these arcas are expected
to remain prominent.
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The Future

The prospectus of this Workshop started off by stating that “*The number
of people involved in agricultural research is expected to increase significantly
in the next decade.” No one will argue with that statement. During the next
decade | believe we will see coming to carly fruition a process that started
over 20 years ago. Agricultural rescarch in Asia will be coming of age.

Prior to the mid-1960s most governments of Asia placed agriculture on
the back burner while they focused on developing their industrial sectors.
After all, they rcasoned. their farmers had for centuries been able to meet
demand. Certainly there were problems from time to time. especially when
the monsoon failed. but these were expected to be less serious as improved
transportation and marketing facilitics became available.

The food crises which started in the mid-1960s suddenly brought to the
attention of national leaders around the world the precarious balance that
existed in the food - population cquation. No place was this 1= re clearly
noted and promptly acted upon than in Asia. In country after country basic
decisions w2re made to up-grade and expand all phases of the agricultural
support system. Agricultural rescarch was no longer an abstract activity of
interest only to the scientists who conducted it. Tt became the route to greater
food security and more stable political conditions.

Fortunately, the world food situation is tar better today. A recent article
in SCIENCE magazine cited Food and Agriculture Organization of the UN
(FAQ) figures that world agricultural output rose 257% between 1972 and
1982. Farm output in the less developed countries rose 33% . In the developed
countries it rose [8%. The per capita food supplics in Asia had risen by 10%
during this period.

Fortunately, also. the political leaders have continued o support
agricultural institutions, particularly those that relate to rescarch activities,
Some of us who were concerned with the problem in the 1960s were afraid
that a few seasons of good results might cause some backsliding in research
support, but generally that has not been the case. One reason this may be is
that the agricultural scientists have become a more respected group whose
contribution is recognized and whose voice is heard.

The next decade will certainly see substantial increases in the numbers of
people engaged in agricultural rescarch but mere importantly, the level of
professional qualifications within the group is on a sharply ascending curve.
The education explosion which is taking place in Asia is more clearly evident
in the agricultural research arca than anywhere else. It is going to be a great
challenge to those of you managing this burgeoning resource of human talent
to maximize its productiveness in terms of agricultural output and in terms of
knowledge. The subjects being presented and discussed in this Workshop are
the right ores to be thinking about. Right decisions taken on them now will
place you where you want to be ten years from now. It is an exciting period
for researchers and rescarch managers alike.
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The coming of age of agricultural research in Asia is going to bring about
some interesting realignments among the scientific communities of various
countries. I trust that attention will be given to this matter even at this
meeting. What was an appropriate and productive relationship ten years ago
often is less so now, and what will be needed in 1996 will be quite different
from what is needed today. To cite an example, in another ten years the need
for long-term resident consultants will be fargely a thing of the past for many
Asian rescarch systems. A few highly specialized scientists or eaperienced
managers may be all that are needed or justified. Short-terns consultancies
may be on the rise but they will tend to be quite selective. Collegial
relationships are to be expected between the scientific communities of
Europe and North America and the emerging ones of Asia. Scientific
exchanges will increasingly become a two-way street. We at Winrock are
particularly interested in fostering this evolution.

The exchanges of agricultural scientific information that will take place in
the coming years will be amid rapid changes in both how such information is
handled and in the structure of other scientific communitics. The emerging
clectronic data management systems will make the sharing of certain types of
information via these new channels much more time- and cost-effective to
scientists on both sides.

The nature and tvpe of institutions housing the U.S. agricultural science
and technology base has changed markedly over the last decade. Much of the
rescarch on biotechnology has been done outside the traditional system.
While the Lund Grant Universities continue to be dominant in agricultural
sciences they are no longer the sole source of certain agricultural technology.
For example, institutions such as Harvard University and the Massachusetts
Institute of Technology (MIT) are deeply involved in biotechnology. Several
quasi-public institutions (endowed. nonprofit research laboratories) have
emerged as leaders in specific technologies. They tend to operate as
specialized institutions, focusing on such arcas as nitrogen fixation or genetic
engircering. Most of them emphasize basic science but have varying amounts
of technology development. Private, profit-seeking organizations have made
substantial contributions in biotechnology and may be expected to be even
more active in the coming years. National rescarch systenis need to be aware
of these changes and be prepared to take advantage of them.

In summary, a constant vigil must be maintained in the continuing scarch
for cost-cffective avenues for scientific interchange. The ready access to a
broad range of science of other countries allows national scientists to pick and
choose among the many options in selecting those items that best fit into an
appropriate mix for their region or country. Asian national rescarch systems
have much to gain and much to offer in these developments.
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Keynote Address:
Management of Human Resources
in Agricultural Research

EKRAMUL AHSAN

Chairman
Bangludesh Agriculiural Research Council

Meanagement of agricultural research involves all of the management
tools and processes as in the case of the management of any other
organization. Management may be defined as working with and through
individuals and groups to accomplish goals of the organization.

The keywords in the definition of management are (1) individuals and
groups. and (2) the accomplishment of goals. This implies that the human
clement in the organization is one of the most significant components in the
accomplishment of its goals.

Managerial functions of planning, organizing, motivating and controlling
are also relevant o management of any agricultural research organization or
system. Organizing and motivating involves the management of human
resourzes. From the functional point of view, irnan resources are considered
to be the key issue for management of an organization.

Planning involves setting goals and objectives for the organization and
developing work-maps showing how the goals and objectives ot an organiza-
tion are to be accomplished. Organizing involves bringing together resources
— people, capital and equipment — in the most effective way to accomplish
the goals.

Together with planning and organizing, motivation plays a large part in
determining the level of performance of emploveces, which in turn influences
how cffectively the organizational goals will be met. This is relevant to the
theme of this Workshop, i.c., management of human resources; and more
specifically, to issues relating to managing human resources in agricultural
research.

One of the basic prerequisites for a manager is his ability and judgement
in working with and through people. This implies understanding of niotiva-
tion and application of effective leadership. what is termed as the fuaman skill
of the waanager. This ability of a manager has been rated as more vital than
intelligence, knowledge and job skill. John D. Rockefeller, one of the great
entreprenuers, stated, *'1 will pay more for the ability to deal with people than
any other ability under the sun™.' This Workshop attempts to address the
issues for human resources management in agricultural rescarch, which calls
for studying motive and behavior.

Pravious Page Blauk
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Behavior is basically goal-oriented. i.c.. it is motivated by a desire to
attain some goal. We should also recognize that the specific goal of an
individual is not always consciously known by that person. The drives that
motivate individeal behavioral patterns are to a large extent subconscious and
so not casily subject to examination and evaluation.

Motives are defined as needs. wants, drives and impulses within
individuals. Motives are directed towards goals.

Another clement for studying the subject of human resources manage-
ment includes the hierarchy of needs which includes: physiological needs,
safety and sceurity. social needs (affiliation). esteem (recognition). and
self-actualization.

With this conceptual framework of the elements and process of human
resources management, I owould like to refer to the manpower status in
agricultural rescarch in Bangladesh and some of the issues 1 oconsider
significantly related to the efficient management of human resources. These
issues include among others. quantity and quality of manpower. financing
manpower training, and operational tunds for research. According to the
most reeent manpower statistics, there are within the agricultural research
system in Bangladesh altogether 4843 persons including scientilic and
technical personnel and support statf. The agricultural rescarch system
comprises the Buagladesh Agricuitural Rescarch Council (BARC) and its
constituent institutes.  the  Bangladesh  Agricultural - Research  Institute
(BARI).  Bangladesh  Rice  Rescarch  Institute (BRRE). Bangluadesh
Jute  Research Institute (BIRT). and  Bangladesh  Institute of Nuclear
Agriculture (BINA).

It may also be mentioned that the research institutes are short of
manpower. the range being between 15 and 6077 of the requirements of the
respective institutes (Fable D). These requirement figures refer to the
situations of the institutes about five vears back: now 1t is even worse. Not
only do these institutes need more manpower. all of them need o upgrade the
skills and competence of their human resourees. The agricultural research
systems now desperately need both quantitative and qualitative improvement
of the status of their manpower.

Table 1. Manpower status in agricultural research systems, Bangladesh, 1983,

Qrganization Provision In position Gap (%)
BARC 185 146 21
BARI 3260 2786 15
BRRI 398 560 20
BJRI 1436 1220 16
BINA 331 131 60

Total or average 5910 4843 18
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Table 2. Total net operational cost in research institutes of agricultural research systems
as percent of total allocation, 1975-1980.

Year BARC BARI BRR! BJRI BINA
1975-76 36.4 — 12.5 7.6 20.0
1976-77 305 18.3 13.3 5.1 31.8
1977-78 39.0 11.4 18.8 7.4 40.1
1978-79 39.0 9.0 18.0 6.8 35.2
1979-80 26.0 9.9 30.1 6.6 42.6

Basic physical infrastructure. quality manpower. operational resources,
and flexibility in decision-making authority are clements of a conducive
environment to get the most of the research svstems.

Manpower development programs in agricultural rescarch systems are
primarily supported by grants and credits from various donor agencies. A
study reveals that 1677 of the external assistance was in the form of loans.
Most of these external resources are used in physical facilities development
and technical assistance through  expatriate expert services. The most
important arca that needs more cmphasis from externai assistance is
increased involvement i manpower development in agricultural research.

The study referred to above also reveals that more than 607¢ of the total
allocation in agricultural rescarch was provided for capital investment in
physical structure. The allocation tor operational costs in agricultural
research was not adequate i proportion to the capital cost. There was
an estimated shortfall of 307 in operational funds for the 1975-80
neriod (Table 2).

This is a sitaation which deserves due attention from the point of etficient
management of human resources in agricultural research. A study reveals
that the amount of tunds available for operational costs in many agriculwral
rescarch institutes has been inadequate to undertake meaningful research of
national importance and to make best use of the equipment and other
- iy hl
facilities.”

Imbalance in the hierarchial distribution of scientific personnel is a
situatton prevatling within the agricultural rescarch system in Bangladesh.
Certain program arcas within the research system seriously suffer from
inadequate human resources compared to some other program arcas. thus
creating an imbalance in multidisciplinary research. Example: plant breeders.
soil scientists vis-a-vis social scientists.

The significant elements of the management of human resources in
agricultural research in the Bangladesh context are:

e Recruitment systems and selection

e Remuneration (salary)

e Performance appraisal and evaluation

]

Promotion opportunity and criteria
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e Skill development, i.c., training

® Career development

® Job design, i.c., technology

® Values and expectations

® External forces, such as government rules

For efficient resource planning and management the necessary man-
power data must be made available. So the first step in the process to meet
the basic prerequisites has been the establishment of a scientific manpower
database.

It is therefore the expectation of the organizers of this Workshop to
discuss the BARC approach to the management of human resources in
agricultural rescarch. The working group activities are expected to provide
hands-on cxperience with the computerized manpower database at the
BARC Computer Centre, and to react to the procedure, format and software
for the database with possible recommendations to improve the present
system.

The Workshop program has been designed to provide a detailed
description of the database and its salient features in terms of ease of updating
the information, and the ability to monitor changes in the database. Each one
of these clements could be the subject for two or three workshops like this. It
will be rather unfair to try to elaborate all of these in this Workshop as we
cannot do justice to the subject.

These issues may. however, come up for discussion and the participants
will hopefully throw light on these based on the experience n their countries
and their respective research organizations with which they have experience.

I would now like to focus on the objectives of this Workshop and draw
your attention to its organization.

BARC in collaboration with the International Service for National
Agricultural Rescarch (ISNAR) has initiated a collaborative work on the
management of human resources in agricultural research. The basic require-
ment is for effective human application of the manpower database for making
management decisions.

In summary. 1 would like to refer again to the point that from a
management function point of view, manpower planning and management
arc the key issues of an organization.

The management of human resources involves the study of motives and
behavior. The hierarchy of needs is a fundamental concept of human
resources management. The important elements of management, in the
context of agricultural rescarch manpower, are quantity and quality of
manpower, financing manpower development programs, operational funds
for rescarch, and the imbalance in multidisciplinary tecams. Manpower
planning and management in the context of agricultural research in
Bangladesh should be looked at and analyzed from the point of needs
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assessment, recruitment systems and selection, salary, performation evalua-
tion, awards and punishments, promotion issues, skills development, career
development, job design, values, expectations, and external forees.

The agricultural research manpower database established at BARC
is to be used in an attempt to test its appropriateness to make
management decisions in relation to manpower planning and human
resources development.
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Human Resources Planning for National
Agricultural Research:
A Management Exercise Based on Data
from Thailand

Byron T. Mook

Senior Research Officer
International Service for National Agricultural Resea:.

This paper is a case study exercise, a teaching method widely
used in management training schools throughour the world, It
illustrates some of the issues involved in human resources planning in
a national agricultural research system.

The exercise is set in Thailand. The organizations described and
the daia presented are real. The study relates a problem which has to
be solved. Unlike most classroom training exercises, there is no
“correct” answer. Each participant in the Workshop was challenged
10 struggle with the data and to arrive ar his or her individual
“solution".

Within the context of the Workshop, participants were given 45
minutes to read the exercise, keeping these questions in mind:

® What exacly is the Director being asked to write?

® What are the inain issues with which the Director has to deal?

® Which data will the Dircctor find most useful?

® What are the three or four most important points which the
Director will want to make in what he writes?

During the following 45 minutes the participants discussed the
exercise in small groups, and sharpened their answers to these
questions. There were hand calculators available to manipulate the
hard data provided in th~ ennexes.

The exercise concluded with more than an hour's plenary
discussion under the leadership of Dr. Mook. Participants presented
their assessments of the situation and examined alternative solutions.

The reader is invited to read this paper in the context of a case
study, 100, and to devise his or her solutions to these “real life” issues
in the management of human resources in agricultural research.

The Director of Personnel, Department of Agriculture, Royal Thai
Government, sat in his office trying to decide what he should write to the
Civil Service Commission (CSC).

Just before office closing time yesterday. a request had arrived from the
CSC for a two-page summary of the likely graduate manpower situation in the
Department in the year 1990. The CSC said that it wanted this summary in
three days.
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The Dircctor thought that he knew of at least two reasons why the CSC
was making this request. Boch were urgent.

® The Government wanted to reduce public expenditures. The overall
budget deficit was growing. Interest rates were high, and the Thai economy
was slowing down. One way of attacking such financial problems was to
reduce the number of new civil servants being hired.

® The Government also was concerned that many public organizations
were becoming top-heavy. Hiring into development-oriented fields like
agricultural rescarch had been substantial in the tate 1960s, 1970s, and carly
1980s. Now those scientists who had been hired 5 1o 20 years ago were all
middle- and senior-level officials. Not only did more and more such officials
mean higher salary bills, but too high a proportion of people at the middle
and top ranks would almost certainly mean that organizational cfficiency
would suffer.

The Dircector realized that the manpower projections which the CSC
wanted would be difficult to make. It wanted to know not only how many
graduates there were likely to be in the Department by 1990, but also how this
personnel would be distributed between different salary grades. The CSC
request said that it regarded such a planning exercise as important for all
government departments. A good manpower plan — it continued — could
strengthen the case for maintaining or even raising current funding levels, as
well as presenting the case for reform over such issuces as salaries and careers.

The Dircctor thought of the many considerations which he would have to
take into account. How many graduates were there now on the payroll? In
what salary grades were they? How many would have retired by 19907 How
many new graduates would have been recruited? And so forth.

His most immediate problem, recognized right away, was where would
he be able to get such data in the limited time available?

Personnel Records in the Department

The Director was justifiably proud of the personnel records in the
Department. For cach graduate employee, the Records Section of the
Personnel Division kept a bound book containing all relevant information on
tamily background, cducation, in-carcer training, postings, salary changes,
leaves, awards, disciplinary actions, and even military service.

The problem — the Director knew — was that he had no efficient means
of aggregating these data. If he wanted to know something about a particular
individual, the information was almost certainly available in his/her file. He
could ask the head of the Records Section to bring that file to him. But if he
wanted to know something about the particular class of persons — such as
those with PhDs, or those in Grade Post Classification 7 (referred to as PC 7)
— then the only way was to have the staff of the Records Section go through
each and every file, onc-by-one.
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“The Department recruits individuals,” he thought, ““but we are often
called on to supply information on groups of people.”

In fact, one year ago, the Director had done an inventory of the graduate
personnel in the Department. A data sheet had been designed on which had
been tabulated basic educational and career information for cach graduate.
(See Annex 1.) Then clerical personnel from the Records Section had gone
through cach of the personal files by hand. The resulting data had been
aggregated and computerized.

But now — the Director knew — even though this information was out-
of-date, it was the best he had. He did not have time to gather new data on
which to base his projections tor the CSC. Furthermore, he himself did not
have casy access 1o the computer on which the data had been entered.

Structure of the Department

The Department of Agriculture was divided into twelve disciplinary-
based divisions and six commodity-based institutes. The cighteen division and
institute directors reported to three Deputy Directors General, who in turn
reported to the Director General,

In late 1984, the total graduate staff strength of the Department was 1419
persons. (See Annex 2.)

A BSc or MSc enteing the Department joined at Grade PC 3. (See
Annex 3.} A PhD joined at PC 4. Promotion to PC 5 occurred almost
automatically for all graduates. A BSc could expect to reach PC 5 within
about ten years, an MSc within about five years, and a PhD within about
three years. Promotion to PC 6 required passing a test.

In late 1984, 80%¢ of the graduate staff members were in PC 4, PC 5, or
PC 6. (See annex 4.)

Characteristics of Graduate Staff

As the Director looked at the data on which he would have to base his
projections, he was struck by the high percentage of women — 38% — among
the graduate staff. The Director did not know of any other country which had
such a high percentage of female agricultural research scientists and
managers. Furthermore, many of these women were young — 50% were
under 34 years of age compared with only 30% of the male graduates. Even in
absolute terms, there were more women in the Department under 34 than
men — 209 vs. 259, Fifty-one percent of the graduate recruits over the past
nine years had been women.

“Some people feel that agricultural research is a job for men,” he
thought. “But what are we to do when most of the best young men in
Thailand choose to study engineering or medicine or business — and the top
graduates in the universities in agriculture-related fields are women?”
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The Director wondered what the implications of his figures might be for
the future management of the Department. He had used the data which the
Records Section had collected to calculate that 34% of the male graduates
worked in research facilities outside of Bangkok, as compared to only 20% of
the female graduates. He also had discovered that women graduates were
over-represented in most of the divisions (i.e., more than 38%) and under-
represented in all of the institutes.

A second characteristic of the graduate staff which caught the Director's
attention as he looked at the data was their age distribution. (See Annex 5.)
The retirement age in the Department was 60. Again, he wondered what the
future management implications of the current distribution might be,
particularly when he considered the close positive relationship which he saw
between age and PC grade. For example:

® Fewer than 3% of the graduate staff under 29 were in PC 3.

® Fewer than 1% of the graduate staff under 35 were above PC 5.
e Fewer than 1% of the graduate staff under 40 were in PC 7.

@ Only 2% of the graduate staff under 45 were in PC 7 or PC 8.
©® More than 86% of the graduate staff in PC 7 and up were over 45,

The Director remembered that a young scientist had come to his office
just last month to inquire about the speed at which he was being promoted.
“Do we really have merit promotions when so few young people have risen to
PC 6 and PC 77" the man had asked. “Are so few young people really
qualified to assume positions of scientific leadership?”

The Director had understood the man’s point. At the same time,
however, he had asked himself whether more rapid promotions of deserving
younger scientists might not simply mean even more people in the middle and
upper PC grades. If that happened, he feared, the graduate staff pyramid in
the Department might begin to look like an upside down pyramid.

Careers

One of the man’s points had been that promotions in the Department
seemed to be “almost automatic™. The Director did not believe that such a
statement was true. The official policy of the Government was that decisions
about promotions were based primarily on a combination of merit and
cxperience.

Nevertheless, he had asked the Records Section to collect salary and
position data on a sample of 1039 graduate staff so that he would have some
cvidence on this issue. He wanted an answer to these questions:

® When an individual on one salary scale, ¢.g., PC 3, reaches the point
at which his/her salary is the same as that of an individual at the bottom of the
next salary grade, e¢.g., PC 4, how often does he/she move?
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® If such moves are common, then is there a case that promotions are in

.,

fact “‘automatic™?

The Director thought of the example which the young man had given
him: If someone joined the Department at the bottom salary point in PC 3.
Baht 2765, and got one salary increment cach year for the next five vears,
then he or she would be at the sixth salary point in PC 3 which is Baht 3745.
(See Annex 6.) This amount — Baht 3745 — was also the bottom salary point
in PC 4. Would he or she be promoted to PC 4 automatically?

The Director had sometimes heard this crossover point referred to as a
stagnation point. In fact, he remembered that a senior scientist had once said
to him that “H 1 remain on a particular salary scale after which 1 pass the
crossover point, then 1 feel that T have missed my promotion

Job Titles

As the Dircctor continued to look at the data, he noticed the large
number of persons who had the same job title. For example, 55% of the
graduate staff were designated agriculnaal technologist and another 12% as
scientist. 'The formal job descriptions which accompanied these designations
were necessarily somewhat general.

The Director wondered what the relationship might be between job titles
and carcers. How important was it if people in different PC grades had the
same job titles?

Estimating Future Manpower Growth

As the Director thought of the task before him, he recognized that he
would probably have to begin by deciding what variables were most
important for estimating the numbers and characteristics of future graduate
personnel in the Department. He decided on two:

® The annual net percentage increase in graduate personnel which the
CSC was prepared to allow. He did not know if this figure was likely to be 2%
or 1%, or even 07, The offictal position this yvear was 2%, but he had heard
rumors of lower figures in the future because of Government pressures for
financial austerity.

® The additional number of graduate staff which the Department was
going to be allowed to have — on top of the annual net percentage increase
mentioned above — as a result of a special World Bank-funded National
Agricultural Research Project (NARP). The project had a large training
component. Sabstantial numbers of young Thai scientists were now abroad
for postgraduate studies and would have to be employed by the Department
when they returned. The target figure for additions of graduates to the
Department for the NARP was 562, But the Director believed that the figure
might be lower, perhaps 430 or even 350 graduates. Placements of trainees
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abroad had heen running somewhat behind what had been planned, and
nominations of technicians to study for local BScs under the NARP were
running considerably behind.

Conclusion

As the Director thought about all these numbers, he wondered how he
should start. What issues should he include in his short paper for the CSC?
Which dara should he use?

The issues were clearly important ones. The fact that the CSC wanted the
paper in three davs showed a sense of urgency. The Director suspected that
whatever he wrote could become the basis for discussion and finally decision
on:

© The number of people whom the Department would be allowed to
recruit in the next five vears.

o The qualifications of those recruits.

® The reform of promotion policies in the Department.

® The development of job descriptions for Department scientists and
managers.

He wanted to have a first draft of his paper ready by that afternoon.

What should he write?
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Annex |

This is a reproduction of the Personal data sheet used by the Department
of Agriculture of Thailand to maintain records on its professional employees.

PERSONAL DATA SHEET

0l - Personal File Number

02 - Name/Last Name

Name

Last Name

03 - Birth Year

Don't Know

04 - Sex
Male

Female

05 - Year of Joining Government Service

Don't Know
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First Degree

06 - Institution

07

08

w N
1

Year of

Subject
11
12
13
14
21
22
23
31
32
33
34
35
41
42
43
51
52
61

71

99
00

Institute/College
Thai University 9 - Other
Foreign University 0 - Don't Know

Graduation

0 - Don't Know

Agriculture/Crops

Agronomy

Botany/Plants

Horticulture

Breeding/Genetics

Physiology

Seeds

Pathology

Entomology

Nematology

Zoology

Weed Science

Chemistry

Soils

Water Management

Engineering/Architecture

Food Science
Administration/Management/Accounting/Banking
Social Science/Economics/Statistics/Mathematics/
Law/Education/Psychology/Mass Communications/Arts/
Language/Library Science

Other

Don't Know

39
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09

10

11

12

Highest Degree {(if different from first decgree)

- Name of Degree

1 - Masters 9 - Other

6 - Ph.D. 0 - Don't Know
- Institution

1 - Institute/College 9 - Other

Don't Know

o
t

2 - University

= Year of Graduation
0 - Don't Know

- Subject

11 - Agriculture

12 - Agronomy

13 - Botany/Plants

14 - Horticulture

21 - Breeding/Genetics
22 - Physiology

23 - Seeds

31 - Pathology

32 - Entomology

33 - Nematology

34 - Zoology

35 - Weed Science

41 -~ Chemistry

42 - Soil Science

43 - Water Management

51 - Engineering/Architecture

52 - Food Science

THEME PAPERS

61 - Administration/Management/Accounting/Banking

71 - Social Science/Economics/Statistics/Mathematics/
Law/Education/Psychology/Mass Communications/Arts/

Language/Library Science

99 - Other
00 - Don't Know
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13 -

14 -

15 -

Entry Post - Page 1

4]

Year of Joining Agriculture Dept, Rice Dept, or DOA

|

Grade Then

03 - pC-3 .
04 - pC-4 _
05 - PC-5 _
____ 06 - pC-6 -
____ 07 - pC-7

08 - pC-8 -
09 - PpC-9 .

Division

31 -

3 -
34 -~
35 -
36 -
37 -
38 -
39 -
40 -
4] -
42 -
43 -
44 -
45 -
51 -
52 -
53 -
54 -
71 -
72 -
99 -
00 -

NERREARRERRRRRRRERRRRY

Then (if any)

Botany and Weed Science
Agricultural Chemistry

Agricultural Engineering
Agricultural Toxicology

0 - Don't Know

10
11
12
13

0l
00

Grade 3
Grade 2
Grade 1
Special

Lower than grade 3
Don't Know

Plant Pathology and Microbiology

Entomology and Zoology
Soil Science

Breeding and Genetics
Technology

Plant Industry
Research and Experiments
Rubber

Sericulture

Field Crops

Rice

Finance

Programme Planning
Personnel

Office of the Secretary
Agricultural Requlatory

Extension and Dissemination

Other
Don't Know
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16 -

18 -

Institute

- F
- R
- H
- R

L= VTR STy T

Position

11 -
12 -
21 -
22 -
23 -
24 -
25 -
41 -
42 -
51 -
52 -
53 -
54 -
55 -

NN RN

56 -
71 -
72 -
73 -
74 -

81 -
99 -
00 -

1]

Place of

Amphur
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Entry Post - Page 2

Then (if any)

- Sericulture

- Farming Systems
- Other

~ Don't Know

ield Crops
ice
orticulture
ubber

ocwown

[T

Then

Executive
Agronomist

Agricultural Technologist
Scientist

Plant Pathologist

Entomologist

Zoclogist

Agricultural Engineer
Mechanical, Civil, Survey Enginee: or Architect
Statistician

Economist

Planning and Policy Analyst
Librarian

Dissemination Technical Officer,
Dissemination Clerk

Training Officer

Personnel Officer

General Administrative Officer
Legal Officer

Financial Officer, Internal Auditor, Finance
Accounting Management Officer
Agricultural Management Officer
Other

Don't Know

Work

Jungwat__
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19 -

21 -

Present Post - Page 1

Year of this Appointment

54
71
99

Office of the Secretary
Agricultural Regulatory
Other

0 - Don't Know

Grade Now

___ 03 pC-3

04 PC-4

05 PC-5

____0e PC-6

07 - pC-7

___os pC-8

09 PC-9

00 bon't Know

bivision Now

____ 31 - Botany and Weed Science
32 Agricultural Chemistry
33 Agricultural Engineering
34 Agricultural Toxicology
35 Plant Pathology and Microbiology
__ 36 Entomology and Zoology
37 Soil Science

51 Finance

___ 52 Programme Planning
53 Personnel

00

bon't Know

Institute Now

> W

i

Field Crops
Rice
Horticulture
Rubber

O w o

Sericulture
Farming Svstems
Other

bon't Know

43
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23 -

24 -
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Present Post - Page 2

Job Name Now

___ 11 - Executive

___ 21 - Agricultural Technologist

__ 22 - scientist

____ 23 - Plant Pathologist

___ 24 - Entomologist

____ 25 - Zoologist

___ 41 - Agricultural Engineer

___ 42 - Mechanical, Civil, Survey Engineer or Arcnitect

_ 51 - statistician

____ 52 - Economist

____ 53 - Planning and Policy Analyst

___ 54 - Librarian

55 - Dissemination Technical Officer and Dissemination
Clerk

___ 11 - Personnel Officer

__ 72 - General Administrative Officer

__ 73 - Legal Officer

—_ 14 - Financial officer, Internal Auditor, Finance
Accounting Systems Analyst, and Finance
Accounting Management Officer

__ 81 - Agricultural Management Offficer

___ 99 - other

00 - Don't Know

Place of Work

____ Amphur

Jungwat
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Annex 2

Distribution of Graduate Personnel by Division and Institute

Botany and Weed Science Division 64
Agricultural Chemistry Division 109
Agricultural Engineering Division 37
Plant Pathology and Microviology Division 33
Entomology and Zoology Division 129
Soil Science Division 53
Finance Division 5
Programme Planning Division 32
Personnel Division 13
Agricultural Regulatory Division 70
Office of the Secretary 3

548
Field Crops Institute 213
Rice Institute 243
Horticulture Institute 107
Rubber Institute 109
Sericulture Institute 45
Farming Systems Institute 35

752
Unclear from Personal Files 119

Total 1419
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20

£C-1 PC- 2
1535

3325

ns

2905

2765

2625

2485 4685
2345 4425
2205 4165
2065 3955
1950 3745
1865 3515
1780 3325
1695 mns
1620 2905
1545 2765
1470 2625
1195 2485
1325 2345

1255

2205

Annex 3

Salary Scales

PC- 3 PC -4 PC-5 PpC- 6

5745

5465

5205

4945

4685

4425

4165

1955

3/45

3515

3328

s

2905

2765

7285

6935

6585

6305

6025

5745

5465

5205

4945

4685

4425

4165

3955

3745

9385

8895

8475

8055

7615

7285

6915

6585

105

6025

5745

5465

5205

4945

12518

11975

11415

108s5s

10365

9875

9385

ul9s

8475

8055

7635

7285

6935

PC-7 PC-8
13095 14295
12535 13695
11975 13095
11415 12515
10855 11975
10365 11415
9875 10855
9185 10365
8895 9875
8475 9185
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BC- 9

15575

14935

14295

11695

13095

12518

11975

11415

10855

10365

pPC-10

16975

16275

15575

14915

14295

13695

11095

12535

11975

Hnas

pC-11

17745

16975

16275

1558

14935

14295

13695

13095

12535
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Annex 4

Distribution of Graduate Personnel by Grade (Post Classification®)

PC 3 (Post Classification 3) 97
PC 4 345
PC 5 391
PC 6 393
PC 7 167
PC 8 20
PC Y
PC 10 I
unknown ]
Total Tzl—l—‘;
Annex 5

Distribution of Graduate Personnel by Age

60 and over 8
55-59 29
50-54 100
45-49 132
40-44 237
35-3Y 385
30-34 342
25-29 175
under 25 11

Total 1419
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Handwritten figure below printed figure
salary point,

Annex 6

Salary Points
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= rumber of people at cach

BC- ) PC-2 PC-) PC -4 PC-5 PC-6 PC-7 PC-8 PC- 9

3535

3325

s

2905

2765

2625

2485

2145

2205

2065

1950

1865

1780

1695

1620

1545

1470

1395

1325

1255

4685

4425

4165

1955

3745

3515

3325

Ins

2905

2765

2625

2485

2345

2205

5745
5465
5205
4945
4685
4425
4165
1955
1745
3535
3325
1a
RN H
ab
2905

0
2765

7285
69135
6585
6105
6025
5745
5465

5205
15
4945
53
4685
43
4425
Yb
4165

49

1955
H
3748

9185
8895
475
8055
7615
728$

6915
3
6555
I
605
9s
6025
al
5745
282
5465
4
5205
3
4945

12535
11975
11415
10855
101365

9875

2185
e
8895
34
8475
3}s
805S
46
7615
4o
7285
a0
6915

13095
|9
12515
18
11975
A
11415
al
10855
&l
10365

10
9875

L{

9385

G

8895

b

847s

14295

3

13695

y

13098

|
12515

&

11928

Y
11415
10855
10365

9875

9185

15575

14915

14295

13695

13095

12535

11978

11415

10855

10365

PC-10

16975

16275

1557§

14935

14295

13695

13095

12535

11975

114158

eC-11

17245

16975

16275

15575

14938

14295

13695

13095

12515
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Annex 7
PC Grades and the Stagnation Point

When the Director looked at the numbers of people in cach PC grade
above what might be called the *“*stagnation point™ (i.c. the point at which an
individual’s current salary level was equal to the lowest salary level in the next
PC grade), he found the following . . .

Percent Above Stugnation Point

PC 3 6
PC 4 8
PC 5 2
PC 6 24
PC 7 91

Even more striking, when he computed the numbers of people at this
“stagnation point + 1" (that is, one more salary level), the figures
became . . .

Percent Above Stag. Point + 1

PC3 2
PC 4 2
PC 5 1
PC 6 13

PC 7 84



Manpower Planning and Development:
Relationship to Work Planning

ALAN THOMAS

Training Specialist
The World Bank

This paper is to highlight the linkages between manpower planning and
development, and work planning in order to achieve the work objectives of
agricultural rescarch organizations. I will discuss some of the demands of the
work and the needs required of the manpower resources, and will touch on
some of the decisions which managers have to make. These will be illustrated
by cxamples of current situations which the Bangladesh Agricultural
Research Council (BARC) and other institutions in the national agricultural
rescarch system are facing to more effectively manage their human resources.

Management is concerned with making the best use of resources to
achiecve work objectives. This Workshop is focusing on human resources,
which arc a part of any work system. This system can be broken down into
three main clements:

® The work or job to be done
® The organizations or institutes
® The skilled manpower available
This process is illustrated in the threc anncxes to this paper.

First, let us look at agricultural research work. The National Agricultural
Research Plan, 1984-1989, listed eleven overall objectives with 66 approaches
which are broken down into commodity and non-commodity arcas. The 23
commodity areas have 324 detailed areas which can be further divided into an
even greater number of projects and experiments. The time scale for research
projects is quite variable. For example, in developing of crops it can range
from five to eight years.

The work plan for agricultural research, therefore, is varied, specialized,
detailed, covers a long time scale, and needs to be matched by the manpower
resources.

Secondly, let us look at the organizations. In the national agricultural
rescarch system of Bangladesh there are eleven research institutes as well as
the Bangladesh Agricultnral University (BAU), Bangladesh Academy for
Rural Development (BARD), Comilla, and the Bangladesh Rural Develop-
ment Academy (BRDA), Bogra. These rescarch institutes arc not restricted
to one site. For cxample, the Bangladesh Agricultural Rescarch Institute

50
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(BARI) has 27 regional and sub-stations. The Bangladesh Jute Rescarch
Institute (BJRI) has four research sub-stations, four sced farms, and 24 sub-
centers.

The institutes are the means of organizing human resources to do the
work. They are many, diverse and fragmented. All have to be staffed by
scientists, technicians and administrators. All are below their establishment
level in manpower at the present time which is a constraint on the amount of
work that can be done in the immediate future.

In order to get the work done we have to plan for the manpower. This
means we need to know a great deal about the manpower in order to manage
it as an effective resource. This lcads us to look at the third clement, the
manpower available.

Manpower planning is concerned with the skills of the personnel. This
entails looking for the right types of skills, of the correct quality and quantity
of skills, of having them in the right places at the right times, and in carrying
out the right jobs.

There must be an inventory of the manpower in the organizations. At the
most basic level this is a head count made at a particular time. A head count,
however, will give only an outline of the manpower resource. The following
questions need to be answered to obtain a clear picture of this resource:

How many pecople have we by ?
® organization”
® department?
® sub-unit?
® |ocation?
® salary grade?
® scx and marital status?
® age?
® |ength of service?
® present post?
® date of appointment?
® job function?
o qualifications obtained?
® training received, both short- and long-term?
® present training and what type?
© number of books and rescarch papers published?

While this list is not exhaustive it gives an idca of the detail required to
develop a full picture of the available manpower resource.

This is being done now by BARC to ensure that all the necessary data are
available on individuals in the research system. The information on one
organization is complete and is being collected on all the others. There are
about 2000 scientists and over 3600 technical statf members. In addition,
there are over 4300 administrative and other support personnel.
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This information is never static; it is always changing because of the
passage of time and the development of individuals. Therefore, it needs to be
continually u,dated to be of use to management in manpower planning. Not
only do we need information on manpower as it is at a particular time, but we
must know what is happening to this resource on a regular basis.

This requires carrving out a manpower audit, which is a systematic
examination of the manpower inventory. The audit describes, explains,
comments upon. and investigates the manpower resources: it reveals through
analysis the ratios and trends affecting the manpower situation. The audit
seeks answers to questions such as:

e What arc the numbers of starts and terminations of employment this
vear? last year? over the past few years?

o What is the age distribution?

o What is the distribution of academic qualifications?

® Do we have enough of the right types and quality of personnel in the
pipeline?

By revealing gaps and movements, this audit can help management to decide
what steps 1o take in managing its manpower resources.,

Managers need foresight to determine the research work required in the
next five vears. This implies an even longer view of the needs of the
MANPOWLr resources.

I said that the manpower situation is never static. it is always changing in
some wiy. How do we keep it topped up? How do we improve its quality?
What is the input to the manpower resource”? There are two ways T want to
mention: (1) recruiting and training of new staff, and (2) training of present
staff leading to manpower development.

Let me illustrate this with a current example. The Bangladesh Livestock
Rescarch Institute (BLRI1Y was formed in the beginning of 1985, It is not yet
up to strength. The scentists needed to staff it will require special
qualifications. The work plan and manpower proposals for this were put
forward in November 1985, These are some of the questions which
management has under discussion:

e Arc the plans what we require?

e How quickly can we recruit and train people?

¢ Can they be recruited quickly enough to start specialized advanced
degree studies in 19867

o Which courses can be taken locally? abroad?

® Where can they be taken abroad?

o What arc the specific courses of studies to be followed?

This fast question has been discussed over several months among BARC,
BLRI and the universities.
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Providing the right quantity of qualificd staff members to BLRI is going
to take several years. A minimum of five years will be needed if everything
goes well. This illustrawes the long time-scale and the “gestation period”
which arc nccessary before an institute can be capable of tackling its full
planned workload. 1t is a good example of the linkages between manpower
planning. manpower development, and work output.

Let us look at another example, statistical training for agricultural
rescarch staft members. Some of the arcas of statistical performance needing
improvement in the agricultural research network are mathematical and
statistical training, keeping up-to-date in methods, increasing the knowledge
of designing ficld experiments. and improving the skills in interpretation of
experimental results. Since 1982, five fevels of courses have been offered in-
country by BARC in cooperation with institutes at nine locations. A total of
I8 courses have been run for over 290 participants. This has taken four years
to build. Though this is only one aspect of the BARC training program, it
ilustrates the complications of managing a series of courses in which the
participants come from nearly all institutions in the rescarch system as well as
from many outside organizations which are linked with the agricultural
rescarch program. There are different levels of expertise which can be
attained from these courses. so it is necessary to identify different levels of
expertise of trainers to run the courses.

Seventeen expatriate resource persons from six countries have contri-
buted to the development of this trainmg. Thirty-four potential local course
leaders have been identified from BAU, BARI, BJRI, Bangladesh Rice
Rescaren Institute (BRRI). Bangladesh Agricultural Institute (BAI), and the
University of Dhaka (DU) o run the courses and so institutionalize the
training,

Managers who are concerned about improving the quality of their
rescarch experiments by improving statistical capabilities need to be able to
identify their staff members who can benefit from the training. Therefore,
they need to have a good idea about what courses are to be offered.

The stage has now been reached when it will be useful to add this
information to the manpower inventory which is stored on the computer.
Then we will be able to identify those persons who have completed cach level
of the courses and so help management to seleet those who still require this
training. Whatever information is put into the computer still requires that
management make critical judgements about what steps are appropriate to
improve the quality and output of the rescarch work.

Carrying out plans can be difficult.

The placement of students for advanced degree study abroad requires
following time-consuming procedures both in Bangladesh and with the
forcign universities. Sometimes this process means that a prospective
student’s entry in the academic program may be delayed for months; he or
she may never go and thus the place is lost. It is common practice for the
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potential student to leave his place of work in order to personally try to move
his case through the various bureaucratic channels in order to meet the target
dates for training abroad. This can take a month or more, during which time
the researcher is not woriing on his project. This problem is being tackled but
much work is yet to be done to improve the situation. 1t is an example that
touches on the personal aspect of managing human resources and getting
resciarch work done.

Information which is collected and then stored and analyzed with the
computer can help to put managers in a position to make effective decisivns
concerning manpower that will achieve both the work objectives and the
individual’'s personal goals.

Whatever information on human resources that a manager receives from
a computer to use in decision-making, he must not forget that he is dealing
with the lives, carcers, hopes and aspirations of individuals — most of whom
want to do a good job of work. Itis the managerial skills in handling situations
which will always be most important.

The author acknowledges the contributions made o this paper by Mr. Ahmed Hussain,
Dircctor (Training). Bangladesh Agricultural Rescarch Council, and Dr. James R, Dickey,

Livestock Specialist, and Dr. ALK, Kaul, Crops Specialist. both of Winrock International
Institute for Agricultursl Development.
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MANPOWER PLANNING AND DEVELOPMENT

Annex |

n
w

Reconciling the Requirements of Work and Manpower

What to do

1. We need to plan our work:
What do we want to do?

How much?

Over what time span?

[39)

This leads to a manpower inventory:

What manpower do we have?

What quaiity”? quantity?

Where is it?

3. This leads to asking:
Do we have cnough manpower to do the

work?

If yes. is it of the right quality?
Do these persons need training?

4. If we do not have enough, can we recruit and
train more of them?

wn

6. What is happening and what will happen to our

manpower?

Is our present manpower balanced over
different age ranges?
Will too many people be retiring at one t'me?

7. In order to achieve the work plans, we need to
produce a  plan

If we cannot recruit more people or enough
people, we have to adjust our work plans to
the manpower available.

developing

categories  of staff  and  other

available, and

requirements.

any exceptional

Output
Work plan

Manpower inventory

Training plans for
existing staff

Training plans for
new staff

Adjusted work vlans
to people available

Manpower audit

Manpower plan
(See Annex 2)

Note: Sec Annex 3.
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Annex 2
Manpower Plan

The manpower plan brings together the training plans, the money
required or available, and the training resources available or nceded to give
management a comprehensive view of the way to develop the manpower to
do the job or work plan in the coming time span. It may be illustrated by the
following criteria to be considered when producing such a plan.

Criteria to be Considered for a Manpower Plan

1. Start with the work plan for the research to be conducted for the next
five years.

2. Show the staff available by discipline, qualifications, age, sex, place,
and other needed data.

3. Show what staff is needed for research work.

4. Calculate the shortfall between items 2 — what is available — and 3
— what is needed. The result is the additional staff and/or qualifications
required, i.e., the gaps in the manpower.

5. Show the training needs and plans of available staff to do the work
planned.

6. Show the training plans for additional manpower.

7. Show the funding available and its allocation to training plans for
available staff.

8. Show any funds which are available after allocation (sec item 7) for
available staff, and therefore are surplus or a shortfall. If there is a shortfall,
show additional training needs which require funding.

9. Show the existing capabilities of universities for in-country degrees.

10. Show the existing capabilities of in-country short-term training
facilities.

11.  Show whether or not people are available to do the work, and
whether or not the training and the work can be carried out together.

12. Refer to the needs for strengthening various facilities to carry out
the plan; identify the areas.
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Annex 3

Manpower Planning and Development: Relationship to Work Plans

RESEARCH INVENTORY OF
:S:éi‘;'éLURE ORGANISATION. MANPOWER
s DO WE HAVE THE RESOURCES.
wore MANPOWER TO DO NEVER
THE WORK STATIC
IF WE RECRUIT TRAIN MANPOWER
CANNOT NEW STAFF PRESENT AUDIT.
RECRUIT AND RESEARCH WHAT 1S
STAFF TRAIN STAFF HAPPENING
TO THE
MANPOWER
] AouusT TRAINING
WORK PLANS
PLANS
{ v
PHYSICAL MANAGEMENT
RESOURCES ACTION ON
NEEDED TO MANPOWER.
CARRY OUT RECRUITMENT
TRAINING TRAINING
MANPOWER
PLANS
IMPLEMENT ACTION ON | UNIVERSITIES. |
WORK PLANS MANPOWER
PNV TRAINING
INSTITUTES




Using Microcomputers for Managing
Human Resources:
Lessons from AARD in Indonesia

Rarent H. ReErziare

Project Specialist’ Training Coordinator (AARD Indonesia)
Winrock International Instinie for Agricultural Development

Many problems confronted the leadership of Indonesia’s Agency for
Agricultural Research and Development (AARD) at the time of its founding.
The shortage of scientific and technical manpower was the most acute. In
1975 there were only 80 scientists at the national level in all fields of scientific
rescarch for every one million Indonesians. The number of agricultural
scientists was even lower. This was due to the fact that higher education in
agriculture only began in 1974 with the establishment of the graduate school
at the Bogor Agricultural University (Institut Pertanian, Bogor). In 1975, at
the scientist level in AARD there were 7 PhDs, 26 MSes. and 413 BScs or the
equivalent.

On the other hand. agricultural rescarch in Indonesia started more than
one hundred vears ago. When AARD was established in 1975, itinherited 13
rescarch institutes previously located in various units of the Ministry of
Agriculture. Practically all of the researchers in those institutes in the pre-
independence period were expatriates. mostly Duteh, who left after Indone-
sia seeured independence.

At present, in carly 1986, there are 129 PhDs. 235 MSces. and 1008 BScs.
At the technician and tarm assistant level the growth for this period has been
from 3599 in 1975 to 5428 at present. In addition theve are 157 PhD
candidates and 285 MSc candidates in training at universities in Indonesia and
abroad. Current targets for manpower development in AARD by 1994-95
call for 726 PhDs. 1285 MScs, and 1625 BSces at duty post or in training.

The growth of scientific manpower during the past decade from 7 to 129
PhDs and 26 to 235 MScs resulted from a caleulated decision to send out the
best young scientists who were ready for training. The primary criteria for
selection was their ability and potential to fulfill the requirements of
postgraduute programs. After a decade of rapid growth, AARD began to
take stock of the distribution of scientists across the range of scientific
disciplines necessary to fulfill the staffiug requirements of its rescarch
programs. It also looked at the pattern of distribution of scientists among its
32 units. AARD recognized the need for systemitic manpower development
planning to complete the staffing of its rescarch institutes. It also was
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concerncd about its capability to monitor the study programs of staff
members now away for study. It had to make optimum use of scarce financial
resources.

In order to do these things it became evident that AARD needed to
develop management information systems that would enable it to rapidly
cross-classity and analyze available information in a variety of formats, with
speed., accuracy. and considerable flexibility. Within the past three years this
has led AARD into the use of microcomputers for virtually all aspects of its
activitics, not only human resource development.

What T will describe in the remainder of this presentation is a personal
account  from the perspective of the training section of the Project
Implementation Unit (PEU). This unit was setup to assist the AARD in the
implementation of & major institution building project — National Agri-
cultural Rescarch Project=Phase I which is jointly funded by the Govern-
ment of Indonesia and The World Bank. 1 will also comment briefly on how
the use of microcomputers in AARD has spread from the human resource
development program o all aspects of current activity.

In February 1983 1 joined the PIU. My assignment was to assist the
training section. The foan credit agicement provided for the training in-
country and overseas of 120 PhDs and 500 MSces, Inadditon, we were
responsible for the continuing administration of training programs for 75
PhIDs, 81 MSces. and 4 BSes who were already at their study posts during the
NAR-I and continued into NAR-IL. Our total staff size was very small. The
overseas component s assisted by backstopping services in the Human
Resources Development Division of Winroek International Institute for
Agricultural Development. The local training component is backstopped by
other clements of the PIUL de. finanee.

Within a few weeks of my arrival in Bogor T orealized that we were
confronted by a task which seriously challenged our efforts at etficient and
effective management. In the middle of 1983 we had more than 396 AARD
staff at study posts in post-baccalaurcate degree programs. We were
responsible for initiating cach vear o minimwn of 70 new trainees at
universities within Indonesia and 30 at universities overseas. In fact, sinee the
implementation of this phase of the NAR=IT program began a year after the
original target starting date in the appraisal document. it was viewed as being
behind schedule. We were under substantial pressure tfrom both AARD and
The World Bank to accelerate our placement efforts. This was particularly
difficult in the overseas program. since we generally make multiple applica-
tions for cach candidate. normally to from three to five universities.

For every AARD staft member involved. cither at study post or awaiting
placement. there are literally dozens of picees of information. cach of which
must be monitored very carefully. The failure toinclude the correct certiticate
of language proficieney or a properly validated transeript. can invalidate an
application. Similarly, lack of adequate attention to cach single aspecet of a
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student’s on-going training program, whether it be their current grades. their
research proposal, or any of a number of matters, can have serious negative
consequences. It must also be recognized that actions or responses must take
place within a very short time. Thus, the monitoring system must be
comprehensive, susceptible to constant updating., and with very slight margin
for error.

To summarize brietly, we had a small staff, an information flow that was
very large, an urgent demand for results, and very little room for error. In
addition we were faced with frequent, short notice requests for information in
a wide variety of formats to assist in answering questions which were put to
the PIU by our superiors.

The first problem we faced as we tried to improve our capability was in
justifying the purchase and use of @ microcomputer. Neither [ nor any of my
colleagues was a trained computer specialist. For some people who have
never used microcomputers, they tend to seem like threatening things, We
got all sorts of questions. Tt is expensive, can’t you just use filing cards?”
“How can you use these machines if vou don’t know programming and other
computer scicnce matters?” Gradually, we were able to persuade those who
made the decisions. We did it in large part by taking away the mystery of the
computer, its black box character.

A computer is really like several other standard office machines — but all
in the same container.

o [t is like a memory typewriter on which vou can make corrections.

o [tis like a desk caleulator on which vou can do many sums, rapidly and
correctly.

® [t is a rapid sorting device on which you can organize data to your
liking.

It is this, and of course much more. But it certainly is not a magic box,
although we soon found our superiors thought we could produce miracles in
very short spaces of time,

Our first machine was a standard IBM personal computer. Nothing
fancy. It had a modest memory (it had 256KB RAM with two diskette
drives). 1 became the first pupil in an “each-one-teach-one system.”™ 1 was
very apprehensive. We had one colleague who was familiar with personal
computers (PC). He became our outside. part-time consultant. It took me
several davs to realize that a mistake on the kevboard wis not going to blow
the whole thing up. The worst that could happen was that T would lose the
data on my disk it the power fatled and I had not taken certain proper
precautions. No problem: it just meant I had to work an extra hour or so. We
soon learned how to save data at periodic intervals,

After the machine was purchased. our first decision was what Kind of
software to get. What is software? The machines. by definition. are hardware.
Software means the programs — sets of instructions — put onto a small
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floppy disk, about 5} inches in diameter. These programs enable you to use
the computer in various special ways. There are many types of software
programs. Some are called word processing, if you want to use the computer
as a typewriter. Some are called spreadsheets, il you want to enter data on
rows and columns and manipulate that information. We decided on two
programs initially. a spreadsheet program to use for putting our training data
into tables and monitoring formats: and a word processing program for the
written parts of our reports, as well as for correspondence. The spreadshect
program is called LOTUS 1. 2, 3 version I..A and the first word processing
program was WORDSTAR version 1.1. We now use a newer word processing
program called WORDSTAR 2000 which we find much casier to use. Since
then we have purchased one other software package, DATALASE It allows
you to enter data as if vou were writing on an individual file. Then you can
automatically produce reports based upon data in hundreds of files. The data
can be numerical information. as well as written text-type data, such as names
of units, disciplines and universities.

To summarize, our initial steps were to justity the use of a machine,
decide on software. then start to practice. We had no large scale plan. Quite
honestly we were not too certain where we were headed or would wind up.
Within a few weeks, we were able to start producing modest data tables which
allowed us to summarize our information. Then the hard part began, and it
had nothing to do with the computers.

Basically our problems could be divided into two categories. One set had
to do with our information. For this | will use the term database. The other set
of problems had to do with the use of our end product. What sort of tables
were needed for what purposes? Which ones were needed continuously, and
which ones on a one time basis? 1 will call this aspect the demand side.

The information we were responsible for was scattered in hundreds of
individual files in our office. For some special aspects it was in many diiferent
offices. Improving the timeliness of our data was a problem. We had to keep
it current and up-to-date. Before installing the microcomputer, ¢very time a
special report was called for it required a massive cffort. We had to cull
through our own files, extract the relevant data, organize and tabulate it, and
compute the percentages, or whatever manipulations were needed. Some-
times this took quite a while. By the time the tables were produced the data
were out-of-date. Shortly after I arrived I remember seeing one such table. It
was as wide and almost as tall as a standard door. It was done with multi-
colored pencils. It tricd to summarize just about every available picce of
information about one group of our training fellows. 1t had taken more than
two months to produce and alrcady was badly out-of-date. 1t could not be
manipulated to answer questions which had not been anticipated when the
format had first been devised.

Besides timeliness, a second consideration we faced was being certain
(1) that the data was correct, and (2) that we had all the data we needed.
Sometimes names did not match, starting dates had been changed, or study
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locations had shifted. There were endless possibilities of changes. Chances for
errors could go unrecognized until some critical moment. Gradually, using
the LOTUS [, 2, 3 program we developed a system for classifving a selected
amount of our most important information about every fellow in the entire
system, from those who had completed training to those who have vet to
start. By an experimental process we learned what to include and what to
leave out. We now have one main database and several specialized ones. 1
will discuss these and other formats in more detail at the end of this
presentation.

This is not a one time process. You do not create a database which is
perfect from the outset. Rather. itis a matter of trial and error. Within certain
technical limits of given software programs, personal computers are ideal for
this process of adapting and adjusting,

Let me switch now to the matter of what 1 have called the demand side.
because it is most relevant at this point.

Who uses your reports and analyses? Obviously cach of us does within
our own units, but there is much more to it than that. All of us are part of
administrative systems. There are people above us in the hicrarchy, as well as
in parallel and subordinate units — in our own as well as other organizations
— who are potential users of the information and analysis we generate. The
fancy term for this is management information systems. Based upon my
experience in AARD, T like to discuss the demand for management
information systems in terms of what I call “a bowl of salted peanuts™
approach. Have you ever invited friends to your house and set out a bow! of
salted nuts? How many have been able to stop after cating just one nut?

We found that putting our reports into the administrative svstem was a
bit like serving someone a bowl of salted nuts. When we gave our first
printout to the head of our unit he did not know quite what to make of it. e
aceepted it politely, placed it in his briefease. and took it home to study. The
next morning I received a phone call, Can vou present the data so that it can
show features A and B: and also organize it in ways X and Y7 = Yes sir. how
soon would vou like it?” Within that short time we had a confirmed convert.
e has never looked back. Last week he attended a special computer course
for senior mar gers which AARD now runs. He. and his superiors, make it
clear 1o us what they need. Itis in effect a demand driven svstem — then we
try to match their needs with outputs. Of course we prepare alternative
formats, new ideas, and new ways of looking at things and solving problems in
anticipation of their demands. Butitis part of an iterative process — pack and
forth between user and supplier — so that we stay in close touch. Our goal is
to make certain that our output is related to the issues and problems in the
system as seen by the people who have to make the decisions.

Permit me to pull together a few points which are critical in illustrating
our success to date. First, we started small. We did not start out with a
predefined master system which we then sought to force evervone else to
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accept. Our initial problem was just improving the quality of our own data.
We were involved in finding ways to make sense of it and present it to our
immediate superiors.

Second, the development of our system was an interactive process —-
back and forth — between user and supplier.

Third, it was primarily demand driven. If the decision makers in the
system could not and did not use our output, then it had a very limited value.

Even the somewhat complex forms we use for manpower development
planning are basically improvements and adaptations of previous forms. We
have altered them to vield better answers to urgent problems faced by
AARD’s Manpower Development Committee. Let me give vou #n example
of a question we get. ~If we project an increase of X PhDs in Unit A from
1990 to 1995, what will it mean for our required output of MSes and our
recruitment of new entry level scientific staff? Also what will it do to our
overall funding projections?” Doing this simultancously for 23 Research
Institutes, five Rescarch Coordinating Centers, two Research Centers, two
Service Centers and the AARD Sceceretariat might sound complex. Actually,
once the system is in place it is a matter of minutes for data entry and seconds
for computation.

Having stressed the points which have been a key to understanding our
ability to win relatively widespread acceptance for our computer-based
management information systems, 1 must add one further point. It is evident
to me that the AARD is now poised to begin to systematize and expand its
entire network of management information svstems. Legitimacy and capabi-
lity are no longer questions. The situation within the AARD has now moved
10 a qualitatively different threshold. Now the issues are effectiveness and
cefficicney. As I noted previously, one week ago my own Director and a
number of other senior staff were attending courses on the use of micro-
computers. They are not going to become computer specialists. What they are
learning is the potential uses of a number of different software packages. Staff
at other levels are learning to use them. Thus the senior managers will be in a
much better position to specify their needs and instruet those who will do the
day-to-day work on our machines.

Our Center for Agricultural Data and Processing — AARD’s computer
center — has developed a number of training programs for the use of software
available for word processing, spreadsheets, database management, file and
report systems, scheduling and planning. These are for senior- and middle-
level staft as well as operational personnel who will do the main input and
monitoring work. Even our Director General has attended the senior level
managers’ course.

Two units in AARD’s Secretariat, which are closely linked to our own
work on training, are now in the process of installing software programs to
assist in their activities. The Personnel Division of the Secretariat is installing
a database monitoring system for all personnel records throughout the
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AARD. This is being done with the use of the DATAEASE program.
Essentially, a file in the computer’s memory is created for each employee
using a standardized format with pre-coded categories. Once entered this
data can be presented in a variety of reports. For exampie, you may require a
list of all employees working in the system on a given commodity plus a sub
list of those who are within a given number of years of retirement, showing
their disciplines, degrees. and status as rescarch workers. DATALASE will
give you that and much morce. So will D-BASE [11, another popular program
requiring a bit more sophistication on microcomputer use.

The Rescarch Programming Division of the Secretariat is now installing
an Agricultural Rescarch Projects Information System (ARPIS). Both at the
research program and research project level a substantial number of variables
— from financial data. disciplines and personnel, and research objectives —
are placed in what is best described as a file system. Again, the DATAEASE
program is being used.

There is a lot of hard work involved in this, let there be no mistake about
that. There is trial and error, and moments of anguish when a power failure or
a foolish command to the computer wipes out part of the data. But AARD is
now firmly convinced of the variety of important roles microcomputers can
play at the senior management level, at the level of its research units, and in
project implementation units such as ours.

A deceade or so ago. when investing in computers meant purchasing a
main frame — an {BM 1620 or the later 360 — and surrounding it with a set of
high priests called appiications programmers, the investment was substantial
and a bal decision could have catastrophic consequences. Now it is possible
to start small with a modest initial investment. You can then experiment on
arrangements. Our first machine was a simple IBM PC, with the most routine
configuration. It cost us US$5.000. Within a year, we purchased a second
machine with an expansion unit and a larger memory capacity. That machine
and two printers cost us about US$12.000. The remarkable thing is that less
than 14 years later we have just purchased a third more powerful machine for
less than cither of the first two. It was manufactured in Japan and Taiwan and
assembled, in part, in Indonesia. Itis a copy of an IBM PC AT with an 80286
memory chip, 20 MB installed memory (expandable to 40 MB), 1020 KB
RAM. one high density diskette drive with a 1.2 MB capacity (very uscful in
backing up databases tor safety purposes). and one regular diskette drive for
the standard 360 KB floppy diskettes. plus a color monitor (which is needed
for graphics work) and a printer. [ list this information to make the point that
this system, which is much more powerful and useful than our second
machine, cost only Rp. 4,000,000 (less than US$4.000) in Jakarta as
compared to US$5.000 and USS$12,000 for the carlier machines. Prices are
tumbling and are likely to go down even further.

A major challenge AARD faces is standardization. Many of our overseas
training fellows find it possible to buy, or in a few cases assemble on their
own, microcomputers which they bring back. It is critical that any organizu-
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tion contemplating the use of microcomputers decide fairly carly on the type
of system they intend to develop and-then standardize on it. AARD’s
decision has been on IBM compatible equipment. An important factor in that
decision has been the range of software program packages which are
available. A related factor has to be included, namely access to after-sales
service. The price on some compatibles is attractive, but the question is can
the machine be maintained and serviced after sales?
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The number of agricultural rescarch personnel in Bangladesh has
increased at a rapid rate during the last decade. We now have about 1500
scientists working at the Bangladesh Agricultural Research Council (BARC)
and its constituent institutes. as compared with about one-third that number
ten years ago. The Bangladesh Agricultural Research Institute (BARI) alone
employs about 600 scientists.

As a result of such expansion, a major management challenge both for
BARC and for cach institute is to maintain complete and up-to-date
information about its personnel. Why is such information important? First,
BARC and the institutes need to plan for future recruitment. Second. they
need to administer training programs in Bangladesh and abroad. And third,
they need to be able to contribute good data upon request to national
manpower inventories and plans. BARC is continually being asked for
information about agricultural rescarch personnel by both government
ministeries and international agencies.

Now the question arises as to how such information can be collected and
maintained? Up until now, we have usually kept important information about
each individual in his or her personal file. We are beginning to experience two
problems with such a management method.

® The longer an individual works, the thicker and thicker his personal
file becomes. The result is dhat it is often hard to find precisely the
information one is looking for when one wants it.

e The more personnel there are in agricultural rescarch. the more
personal files there must be. The result is that it is increasingly difficult to
aggregate data on particular categories of employees; for example, those
people who have degrees in entomology. or those people who have been
abroad for training in the last three years.

~

One possible way of trying to deal with these problems has been for each
institute to maintain a card file of employees, with cach card containing the
basic and most commonly used information on cach staff member. Some
institutes have experimented with this procedure, but the more cards there
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are the more difficult they are to sort, as mentioned above. And, frequent
changes in an employee’s qualifications, training, and carcer neccessitate
continual erasures.

Actions and Objectives

At the beginning of 1985, BARC made a decision to attempt to deal with
these problems by creating a national database on agricultural rescarch
personnel. It further decided that this database should be organized and
maintained on one of the new IBM personal computers which it and the
institutes have available.

The first step in this process has been to collect basic data on scientists
now working in the Bangladesh agricultural rescarch system. These data have
been of three main types: biographical. educational, and career. The
expectation is that information on actual research being done will be added
later.

BARC is still in the carly stages of this work. To date, the following tasks
have been undertaken:

e Development of agreement on the types of personnel data to be
collected.

e Decvelopment of a data management format on an [BM personal
computer (see Annex 1).

e [nitial data collection at the Bangladesh Rice Rescarch Institute
(BRRI) and BARI.

In this Workshop, we want to evaluate what has been accomplished. We
want you to sce the database in operation on a microcomputer. Most
important, we want your suggestions and comments as to how both the data
and the management and use of those data can be improved.

Our hope is that these data can be a management resource not only for
BARC, but also for cach of the institutes.

What is a Database?

Database is really nothing more than a fancy term for file. If you keep an
address book — in which you write names, addresses, and telephone numbers
— then you are already managing a database. When you want to find the
address or telephone number of someone in your book, you usually look
under his or her last name. In computer terms, you are searching the database
by last name.

Another kind of database is a card file, as noted above. Let us suppose
that we are keeping basic information on agricultural research personnel in
such a file. We have a box. In the box are many cards. Usually we have one
card per individual. Whenever we want to find out something about a
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particular person, we find his or her card. If we want to find out something
about a particular category of persons -—— for example, all persons with PhDs
— we go through the box and pull out the cards of all persons with such
degrees.

A microcomputer can manage such a file or database much more casily.
It has three particular advantages:

I~ Ease of updating a single record. Suppose an individual is promoted
from Senior Scientific Officer (SSO) to Principal Scientific Officer (PSO).
With a card file database. one finds the appropriate card, erases SSO and
writes in PSO. After many such erasures and changes. one may have to make
a whole new card. With a computer database, however, one can much more
quickly find the card — called a record — then simply type PSO over S5O,
and there is never a need for copying everything over again.

2. Ability to identify all people with one or more characteristics.
Suppose one wishes to identify all scientists who have been abroad for short-
term training. With a card file database. one will have to go through the
whole box and pull out cach appropriate card. With a microcomputer, one
can find all such persons in a matter of seconds and can print a list of their
names, for example, in three to four minutes.

3. Ability to create tables showing certain characteristics of that sub-
sample. Let us continue with the above example. Suppose that we now wish
to know several other things about those people who have been abroad. What
scientific ficlds do they represent? When did they go? Who paid for their
training? With a card file database. we would have to draw a table by hand to
display such information. But, with a microcomputer we can print such a
table in a very short time.

What is Involved in Creating a Database?

1. Becision as to the kinds of information which should be included. We
want to have enough, but not too much. Most importantly, we want
everything which is included to be of direct use to BARC and the institutes.
Annex 1 is a copy of the database format as it now stands. Do you think that
there is too much information or too little? Are there items which have been
left out? Are there items included which you do not see any particular use
for?

2. Decision as to appropriate software for the microcomputer. Sofrware
is simply another word for the instruction given to the computer. Five to ten
years ago, onc usually had to write one’s own software; that is. one had to be
a progranmimer or to hire a programmer. Bui now — fortunately for all of us —
we can buy software which is already written. We simply have to plugitinand
it runs.

For a databasc of the kind which is being discussed in this Workshop, the
software which is used must have three characteristics: (1) powerful enough
to perform the operations required, (2) flexible enough to allow the format of
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the database to be changed as and when circumstances dictate, and (3) casy to
use. This last criterion is particularly important because all of us want to be
able to use the database ourselves as an aid in the management of humun
resources in our particular organizations.

The BARC Computer Centre now has 14 IBM personal micro-
computers. To manage our human resources database on these micros,
BARC has selected two very simple pieces of software: Filing Assistant and
Reporting Assistant.

3. Collection of the data. It was decided earlier that individual scientists
would be approached directly for information about themselves. The
alternative was to depend on personal files which are often difficuit to work
with and sometimes unreliable.

As a result, 143 scientists at BRRI have been interviewed to collect basic
information about their education and carcers. These BRRI data will be used
during this Workshop. We also have interviewed about 160 scientists at
BARI, and have sent data collection forms to another 400. Following this
Waorkshop — on the basis of your suggestions and recommendations — data
collection in other organizations will begin.

Maintenance of a Database

1. Keeping information up-to-date. The data in any database must be
kept current. If the information in it gets old, then clearly the usefulness of
the database decrcases. Information on human resources in an organization is
always changing. Employees are continually improving their formal quatifica-
tions. attending short-term training courses, being promoted and transferred.
and so forth.

How can the information in our database best be kept current? Two
suggestions have been made:

® Assign one individual in cacht institute to keep track of all changes in
personnel data. This individual would be responsible for collecting such
information, and — after each institute gets its own microcomputer — for
maintaining the institute’s database on human resources.

e Send a computer printout to cach employee cach year containing his
or her data as now stored in the database. He or she would then be asked to
fill in blank spaces and to enter any changes which have occurred in the last
year. Such a procedure has the advantage of being both simple and relatively
cheap. The challenge in it is in the development of incentives so that cach
person will actually send back his or her completed form.

2. Placing the database close to its users. It is expected that the institutes
themselves will eventually become major users of the database. The plan is
that some of the micros now at BARC will be placed at the institutes for both
scientific and management purposes. This database will fall into the latter
category.
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3. Organizing a central database. BARC will have primary responsibi-
lity for the development of such a database, in keeping with its mandate to
plan and coordinate agricultural research in Bangladesh. As has been implied
at several points in the course of this paper. however, the whole can be only
as good as the parts.

BARC and the institutes must work together to put the management of
our human resources on a more systematic basis. The development and use of
the database is one major step in that direction.

Specific Questions for this Workshop
e Is the current format for the database appropriate?

o What arc the best means for collecting data?

© What are the best means for updating data?
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Annex 1

Format for Human Resources Database
Bangladesh Agricultural Research Council

file update:
last update:

last name:
first names:
father's name:
home district:

birthday:
sex: marital status:
date entered service:

total career books:

total career journal articles:
total career scientific papers:
total 't publications:

current research:

2nd highest degree: yr-2:
university-2:
subject-2:

in training now?: degree:

where:

field:

started:

funding:

completion:

2nd recent training:
institute-2r:

duration-2r (weeks): 2ryear:
funding-2r:

4th vecent training:
insvitute-4r:
duration-4r (weeks): 4ryear:

funding-4r:
total # trainings:

previous position:
date appointed-p:
institute-p:
place-p:

Ird previous position:
date appointed-3p:
institute-3p:
place-3p:

Sth previous position:
date appointed-Sp:
institute-5p:
p-ace-5p:

permanent address:
present address:

specia.isation l:
specialisation 2:

highest degree:
university:
subject:

present position:
date appointed:
irnstitute:
division:

place of posting:
salary:

articles - last 12 months:
papers - last 12 months:

3rd highest degree: yr=3:
university-3:
subject-13:

most recent training:
institute-r:
duration-r (weeks): ryear:
funding-r:

Jrd recent training:
institute-3r:

duration-3r (weeks): Jryear:
funding-3r:

Sth recent training:
institute-5r:
duration-5r (weeks): Sryear:

funding-5r:

2nd previous position:
date appointed-2p:
institute-2p:
place-2p:

4th previous position:
date appointed-4p:
institute-4p:
place-4p:

6th previous position:
date appointed-6p:
institute-6p:
place-6p:

1A



Future Directions in the Management of Human
Resources Within the Bangladesh Agricultural
Research System

EKRAMUL AHSAN

Chairman
Bungladesh Agricultural Research Council

In my keynote address I tried to pinpoint some selected issues which in
my judgement are dircctly related to efficiency in human resources manage-
ment in the context of the agricultural research system in Bangladesh. 1 would
like to refer back to those to determine the future direction of management of
human resources within the system. They are the following:

® Quauntity and quality of manpower. These issues include review and
analysis of the utilization of available trained manpower as well as meeting
the requirement of additional personnel.

@ Financing manpower training. These issues are proportionate alloca-
tions for manpower development — emphasis in the past was investment in
physical intrastructure of rescarch institutes.

® Operational funds for rescarch. These issues include utilization of
rescarch facilities with full utilization of research manpower,

® Imbalance in the hicrarchial distribution of scientific personnel among
different disciplines and program areas.

© Imbalance in manpower development planning.

Recruitment systems and selection procedures.

Remuneration. salary and other financial incentives.
Performance appraisal and evaluation.

Promotion opportunity and criteria.

Skill development.

Carcer development, such as an Agricultural Research Service.
Job design. i.c., technology.

Values and expectations.

External forces. Government regulations, donor requirements, and so
forth.

Ideally, we should review and analyze cach one of the above items which
in one way or an other influences the management of human resources.
Unfortunately it was not possible to go into a detailed review of those issues
and thus be able to put forward the suggested changes in the overall system as
future directions towards improvements i human resource management.
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Nevertheless, | consider these important issues which at present are
unfavorable elements which should be taken care of for improvement in the
management of human resources. Some issues directly touch upon the
governmental procedures, formalities and regulations, and are rather difficult
to change in the short run. There are othcr issues, however, which can be
significantly improved at our level.

We recognize the fuct that at present there is no well organized personnel
data file available. Whatever records we may get at the various institutes are
in different forms and so not compatible to any standard analysis. Priority
activitics in the future should refer to intensive efforts towards completion of
the human resources database for all research institutes and its continuous
updating.

On the general issues of human resources management, unfortunately,
we are unable at this moment to specify future directions because of the
characteristics of the issues described carlier. We may, however, talk in more
specific and rather definite terms about this Workshop and the future
directions of activities on the subject of a computerized databank.

The recommendations of this Workshop will provide directions for
future action on this subject. 1 have mentioned carlier that we have initiated a
project on the preparation of a manpower inventory for the agricultural
rescarch system in Bangladesh in collaboration with the International Service
for National Agricultural Research (ISNAR). We have so far been able to
prepare the computerized inventory of scientific manpower for only one
rescarch institute, the Bangladesh Rice Research Institute (BRRI). We
would like to continue this collaborative project with ISNAR to complete the
computerized manpower inventory for all other rescarch institutes. We have
initiated the work at the Bangladesh Agricultural Research Institute (BARI).
The interest and participation of the research institutes are necessary
prerequisites in order to efficiently complete the work.

We have to develop the capabilities of these institutes in the
computerization of various activities, including inventory management. This
can be accomplished under the following short- and long-term measures:

o Training of database managers (selected staff of the rescarch
institutes) on computer applications to manpower inventory for management
decisions.

e Making hardware (microcomputers) and software available to these
institutes, particularly for those where there are no microcomputers com-
patible to the BARC computer system. Institutes planning to procure
microcomputers should consider compatibility of their hardware with that of
BARC.

We have to remember that manpower database management is only one
of the many applications of microcomputers. Other issues relevant to the
management of human resources include the following:

e Recruitment planuing
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® Training planning, monitoring, and review

® Carecr planning

At BARC we shall organize short courses on the orientation and
appreciation of computer applications for management purposes. Heads of
research institutes together with identified resource persons from cach of
those institutes will be invited to take part. The distribution of micro-
computers to the research institutions will be conditional to the participation
of the heads of research institutes in these courses and to follow-up training of
the resource persons,
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17
Objectives, Activities, and Recommendations

Individual participation was an important feature of the Workshop.
especially in the working group meetings. It was in these smaller sessions that
the participants had opportunities to put into practice the ideas and concepts
that were presented in the theme papers.

Each participant was assigned to one of four working groups; cach group
was led by a senior Bangladeshi research administrator and was assisted by a
resource person from the BARC Computer Centre. Both the leader and the
resource person were familiar with the BARC database on human resources.
Each group was provided with an IBM PC portable and a printer. Using this
cquipment, cach group had available an almost instant supply of data as it was
sought to answer various management questions. The groups met three times
during the Workshop.

Introduction to the BARC Manpower Database

The first meeting was an introduction to the BARC database on
the microcomputer (See Annex I, Page 71). Are the items included the
most useful ones? Are some items included which should NOT be there?
Have some items been left out which SHOULD be included?

The procedures for data collection created a lot ol interest. Where are
most of the data, in personal files at the research institutes or in the minds of
the individuals concerned? Participants agreed that most information could
be gotten from individuals by means of interviews. They wondered whether
questionnaires would be very effective. and they did not believe that most
personal files were accurate or up-to-date.

Flow should the information in the database be kept current? Once
again, participants felt that individuals themselves should be responsible for
reporting changes. Since an interview with cach individual cach year is
impossible, updating will have to depend on questionnaires. An important
management challenge is to give individuals incentives to complete and return
such questionnaires.

Using the BARC Manpower Database

The second working group session was an exercise using the IBM PCs to
solve human resources problems in a research institute. For this exercise.
participants were asked to think of themselves as members of a high-level
committee charged with making recommendations regarding the recruitment
needs and degree training requirements over the next 20 years of the
Bangladesh Rice Research Institute (BRRI).
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Specifically, they were asked to recommend whether BRRI should
emphasize recruitment and training in some scientific fields more than others.
In developing their recommendations, they were asked to pay particular
attention to these questions:

e Retirements by the end of the year 2005, Are any scientific ficlds over-
or under-represented among the individuals who will be retiring?

® Training. Are the academic qualifications of scientists in different
fields comparable, or do some fields have higher proportions of PhDs and
MScs?

e Carcer structure. Do some fields have higher proportions of PSOs and
SSOs?

® Sex. Do some fields have higher proportions of women?

The recommendations of cach committee were to ne supported by
empirical data. The participants were urged (o use no more than 5 or 6
variables from the database to analvze the questions. For example: birthday.
sex, highest degree, subject, present position, and perhaps salary.

Again in this exercise, there wis no “correct™ solution 1o the problem
though the analyses of the four working groups turned out to be remarkably
similar. Participants became aware of the potential of microcomputers for
organizing and manipulating human resources data. and therefore of the role
which such hardware can play in strengthening management.
Recommendations of the Workshop Participants

The third working group session was devoted to compiling recommenda-
tions about ways in which the BARC database on human resources could be
strengthened. This part of the assignment was aided by computer technology.
too, Each group had its recommendations put in the computer — using a
word processor program — just as they were being made. Within less than
two hours the computer operators had corrected the texts and printed enough
hard copies for cach participant to have his own for reference during the
Closing Session.

The recommendations of the four working groups are summarized
below:

1. On the Database for Human Resources

The establishment of a computerized manpower database should be
given top priority.

® The objectives of this database should be clearly defined so that
appropriate data can be collected and appropriate database management
procedures can be developed.

The preliminary data collection format presented at the Workshop
should be modified to include information on the following:

® Division and/or class of cach degree

o Post-doctoral training, teaching experience, and consultancics
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e Memberships/fellowships in professional societies

e Awards and achievements

e Numbers of scientific papers published in Bangladesh and numbers
published abroad.

Information for initial inclusion in the database should be collected by
means of interviews and/or questionnaires. Directors General and Directors
of rescarch organizations should be responsible  for ensuring  that the
appropriate information is collected on time.

Information in the database should be updated annually. Directors
General and Directors should be responsible for ensuring that information on
cach individual whom they supervisc is reviewed and brought up-to-date sach
year.

Each major rescarch organization should have a microcompuler
available on which it can maintain and update information on its own
personnel. A national database on agricultural research personnel — which
can be used for country-wide manpower and training planning — should be
maintained by the BARC.

Financial resources for managing the database should be provided by the
BARC initially. But as microcomputers become established within the
various rescarch organizations, the responsibility for mamntaining  and
updating information should be shared by the BARC and the organizations
themselves.

Appropriate procedures for regulating access to the database should be
developed. Certain categories of information should be “confidential”. One

management option is that the overall database be broken into several sub-
databases with different degrees of confidentiality and access.

2. On General Issues of Human Resources Management

e There should be no age restriction for professional and academic
advancement, including degree training.

e Incentives and awards should be established to reward outstanding
performance and assignment to hardship posts.

e Procedures should be developed for in-situ promotions.

e A national “agricultural research service™ should be established.

Organization and Resources for the Working Groups

The high level of participation and overall effectiveness of the working
groups were due to the thoughtful preparations and leadership for these
sessions. Dr. Byron T. Mook of the International Service for National
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Agricultural Research and Mr. Akhter Ahmed of BARC planned the
sessions. The work group leaders were:

Dr. S. Alam

Director (Administration)

Bangladesh Rice Research Institute

Dr. Md. Ameerul Islam

Director (T & C)

Bangladesh Agricultural Research Institute
Dr. M.M. Mia

Director

Bangladesh Institute of Nuclear Agriculture
Mr. Ahmed Hussain

Director (Training)

Bangladesh Agricultural Research Council

The resource persons were:
Mr. Mohbub Ahmed
Programmer
Bangladesh Agricultural Research Council
Mr. Abced Hossain Chowdhury
Scientific Officer
Bangladesh Agricultural Research Institute
Mr. Nasir Uddin Ahmed
Data Encoder
Bangladesh Agricultural Rescarch Council
Mrs. Mahbuba Khanam
Computer Programmer
Bangladesh Agricultural Rescarch Council

The computer adviser for the Workshop was Mr. M.R. Talukder, Computer
Consultant, BARC.
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Management of Human Resources
in Agricultural Research in Bhutan

NAMGEY Nibup

Officiating Depuay Secretary
Ministry of Agricudiere and Forestry
Bhutan

Bhutan is a landlocked country of 46,500 sq km. About Y0% of its 1.2
million people are mainly dependent on agriculture. Bhutan has been
traditionally seli-sufficient in food grains; at one time it was an exporter to
Tibet. With population growth, increased consumption, and the emergence
of non-farming communities, it has become necessary to import food grains to
supplement local cereal production.

Rice and maize are the major food grains grown in the country. Rice
production is limited to the southern rainfed regions and the irrigated arcas in
the inner valleys. Maize is grown on dry lands at low and intermediate
clevations. Wheat, barley and buckwheat are grown in northern arcas not
suitable for rice or maize. Potatoes, apples, oranges, cardamom, soybeans,
pulses and fruits have been recently introduced as cash crops for both local
consumption and cxport. This cultivation has increased sharply because of its
profitability and low suscepltibility to unfavorable weather. 1n some pockets
of the country, farmers have turned from cultivation of food grains to cash
Crops.

Organizational Setting

The Ministry of Agriculture and Forestry was created in March 1985 to
direct, integrate and courdinate the activities of four closely related depart-
ments: Agriculture, Animal Husbandry, Forestry, and the Food Corporation
of Bhutan. Previously, Forestry was under the Ministry of Trade Industries
and Forests, and the other three were a part of the Ministry of Development
along with education and health departments.

Agricultural Research

There is no single national research institution within the Ministry. The
individual departments have institutions that provide training and conduct
research in their ficlds. Agricultural research used to be undertaken on
stations of the Department of Agriculture, but in 1969 these were redesig-
nated as commercial farms emphasizing seed production. Only very recently
has there been a renewed interest in undertaking agricultural rescarch.
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Bondey Farm at Paro is the best developed government farm. Its
functions include the manufacture of agricultural machinery and implements,
production and packaging of vegetable seeds. rice seed production, and
processing and packaging of fruit and mushrooms for local sale and export, A
tissuc culture laboratory has been constructed te produce disease-free
planting materials. Limited rice and wheat research is undertaken. The
Bondey Farm is also an important extension and training center for the
district.

The government is in the process of developing the Centre for
Agricultural Rescarch and Development (CARD) at Wangdiphodrang as the
country’s main rice research station. It now conducts some rice, wheat and
barley research, primarily varietal trials of the International Rice Rescarch
Institute (IRRI) and the International Maize and Wheat Improvement
Center (CIMMYT). Some fertility studies have been undertaken recently,
and a soil analysis laboratory is planned.

The National Potato Program is to support Bhutan’s major export crop.
Technical assistance has been provided by the International Potato Center
(CIP) since 1981, and financial support given by the Helvetas (Swiss Aid)
since 1982. The objectives of the applied research segment of the potato
program are to (1) identify better varieties, (2) determine productivity
constraints, (3) improve production technologies, (4) undertake research to
improve farmer-level storage. and (5) conduct on-farm rescarch trials.

Need for Agricultural Research in Bhutan

There is greater demand for food grains and other food items as a result
of gradual development in the country and its growth in population. These
needs can be met either by increasing local production or by importation.
Local production cannot be increased by bringing more land under cultivation
as there is only a limited supply available. The best choice is improving the
yields on existing cultivable land through effective use of fertilizers, improved
varietics of seeds. improved cultivation methods. plant protection measures,
and the mechanization of farming operations.

The major shift in strategy towards increasing the intensity of cultivation
and improving yiclds emphasizes the importance of research to develop new
ideas, techniques and methodologies. and better varieties of seeds and plants.
Determination of those cultural practices best suited for various agro-climatic
conditions. analysis of specific arca soil composition, assessment of water
levels and of fertilizer requirements, and disease and ¢ * controls are some
of the important research areas which need to be thorou . aly investigated for
production to be increased to the desired level.

There is an urgent need to build a comprehensive 1esearch organization
to tackle the country’s basic agricultural problems. A sirle research institute,
however well-cquipped and staffed. cannot meet e 1 airements due to the
wide range of agro-climatic conditions in the country  There is justification



BHUTAN 85

for one central research institutc with three sub-stations at diffcrent climatic
zones having adequate facilitics for conducting fundamental and applied
research in the fields of genetics and plant breeding, agronomy, horticulture,
plant pathology. soil science, and so forth.

Problems in Agricultural Research

A major constraint to rcaching the national goal of cconomic self-
sufficiency is the lack of the desired level of munpower. In agriculture, like
other sectors, there is an acute shortage of trained, experienced and qualified
manpower, particularly in research. Few of the available national graduates
opt for agriculture jobs as the majority of the postings invoi /e considerable
field work in isolated places in all weather conditions. This is coupled with the
fact there are better promotion opportunitics in administrative positions. Few
graduates join agriculture due to competition from other sectors. And. few of
the candidates meet the appropriate entry qualifications in science and
mathematics.

Actions to Strengthen Agricultural Research

The Rescarch Division of the Ministry will need to be organizationally
and technically strengthened. There are serious gaps in knowledge about
crops now grown on a large scale and on mixed farming cnterprises.
Agronomic investigations on possible new crops nced to be initiated at
research stations which are located in the environments for which these crops
are suited.

Development work and testing are needed on power, animal draught,
and mechanical equipment appropriate for small-holder farming and village-
based agro-processing. A soils laboratory and a soil survey capability are
needed to support the agronomic programs and to assist in determining the
locations of the zonal sub-stations. Crop protection services are being
developed under a European Economic Community (EEC) program.

Priority is being given to recruit the required staff for agricultural
research at the professional officer level and at the middle and lower levels.
This will require technical assistance in terms of consultants, resource
personnel, training, studv tours, seminars and conferences. and external
assistance for the establishment of the necessary infrastructure and purchase
of equipment. A research tecam led by a chief research officer is needed to
develop a realistic rescarch program in consultation with the Departments of
Agriculture, Animal Husbandry and Forestry in soils and land use. A basic
minimum of above average Bhutanese rescarch officets should receive
appropriate graduate and post--aduate training to ensure continuity in the
program.

There has been no emphasis to date on the proper management of
human resources in agricultural research as there were hardly any individuals
assigned to research on a full-time basis. As rescarch is gaining importance as
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a criticit part of the development process. there is recognition of the need to
make optimum utilization of human resources in agricultural rescarch. The
limited number of trained and competent research people need to be
managed effectively and efficiently to enhance the positive and significant
achievement of the desired results. The Ministry of Agriculture and Forestry
will ensure that from now onwards the proper management of manpower in
agricultural rescarch will reecive the adequate attention of all concerned.

Conclusion

The major problem of agricultural research in Bhutan s the acute
shortage of trained manpower, thus there is urgent need to develop and
upgrade the capabilities of the Bhutanese people. Our nationals must receive
multidisciplinary training at certificate, diploma. graduate and postgraduate
levels. Essential equipment must be obtained and the services of short-term
consultants and resource persons made available to advise on the establish-
ment of a comprehensive national agricultural rescarch institute with suitable
sub-stations at different chimatic zones. To accomplish these goals the
government must seek funding assistance from international agencies and
through bilieral agreements with other institutions and sources.



Management of Human Resources
in Agricultural Research:
Indian Efforts and Experiences

K.V. RAMAN

Director
National Academy of Agriculiural Research Management
India

The Indian agricultural rescarch system operates on a two-ticr basis. The
major responsibility for the execution of teaching, rescarch and extension
programs in agriculture rests with the State Governments as directed by the
Indian Constitution. However. the Central Government assists the States
with both resources and personnel for these activitics. The Indian Councii of
Agricultural Research (ICAR) has the primary function of coordinating the
teaching and rescarch activitics at the national level. ICAR has 40 research
institutes. 4 project directorates, 71 coordinated research projects, and 7
national research centers. A few more institutions are being set up during the
Seventh Plan period. (See Figures | and 2.)

The country haz 23 agricultural universities. There is at lcast one in each
state, with states like Maharashtra, Uttar Pradesh and Bihar having more.
The agricultural universities, established since 1960 on the Land Grant
University pattern of the USA, have primary responsibilities for teaching,
rescarch and first line extension (extension education) at the state level.

Agricultural Research Service and the Research Management Personnel

ICAR is one of the largest agricultural rescarch organizations in the
world in terms of the number of its qualified scientists. Since science and
cducation are creative activitics. they require men and women of integrity,
dedication, scholarship and an attitude of mind that is attuned to service and
excellence. In 1975, ICAR introduced an All India Service for its scientists
known as the Agriculture] Research Service. This enables y. .ng scientists
cntering a rescarch career to get the highest salaries possible in public service
without changing his or her ficld of specialization and without shifting to
managerial and administrative posts merely to get a better salary. Opportuni-
ties for carcer advancement through a system of assessment. irrespective of
the occurrence of vacancies, is one of the features of the Service. It enables
cach scientist to compete with his or her own past rather than with colleagues
and co-workers. Horizontal and vertical mobility are possible in the System.
The Service, therefore, fosters cooperation in place of unhealthy competition
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and promotes an outlook where solving a specific ficld problem through
interdisciplinary teamwork is regarded as the primary goal of rescarch rather
than the worship of a discipline or the publication of papers.

Research management posts, which art at the ICAR Headquarters and
the Institutes, are fitled on a tenurial basis. Upon the completion of the term,
the scientist returns to a matching position in rescarch.

The objectives of the Service are (1) to generate a scientific culture and
opportunity for continuous professional growth and life-long specialization
without any constraints, and (2) to promote individual and collective initiative
for improving the productivity of rescarch. The Service provides an effective
system of career planning, management and advancement. The Service is
designed to replace a posting-centered system with a scientist-centered system
of manpower utilization.

Manpower in Agricultural Research

The Agricultural Rescarch Service system in ICAR has 6327 scientists. It
has been proposed this be revised to 6480 after providing for some small
rescrves. There are also Y7 rescarch management positions. The scientists are
supported by a technical services staff of 7325 persons (Table 1).

The agricultural universities have a staff strength of 24,000 scientists
engaged in teaching, rescarch and extension activities. These scientists are
assisted by about 4800 technical grade persons. The manpower in agri-
cultural research is, therefore, very large. There is an urgent and imminent
need for channeling the work of this large scientific force to attain optimum
levels of productivity.

Institutional Structures for Providing Manpower Requirements of
Agricultural Research

The 23 agricultural universities provide both undergraduate and post-
praduate education in agriculture, horticulture, veterinary science, agri-
cultural engincering, home science, fisheries and related disciplines, all of
which come under the broad area of agriculture (Table 2).

Table 1. Manpower in the Agricultural Research Service in India.

Universities and

Indian Council of "
e Governments

Agricultural Research Stat

(estimated)
Scientists 6480 24000
Research managers 97 500

Technicians {(only trchnically qualified
graduates) 3381 4800
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Tsble 2. Output of graduates from various agricultural professional institutions.

Discipline N;;Tlgg;:f Admission capacity
Undergraduate Postgraduate
Agriculture (including horticulture) 49 5490 2506
Veterinary science 22 1600 450
Agricultural engineering 10 530 200
Home science 1" 670 115
Fisheries 5 150 55
Dairy technology 6 160 200

Agricultural marketing and

cooperation 2 75 0
Forestry 1 50 12
Sericulture 1 30 0
Food technology 1 50 na

In addition, there are two major national institutes under the ICAR, the
Indian Agricultural Research Institute at Delhi and the Indian Veterinary
Rescarch Institute at Izatnagar. They have deemed-to-be university status
and admit students for advanced postgraduate training, About 5% of Indian
students get postgraduate training in foreign countries. then return to their
home country for employment in agricultural research and teaching.

Management of Human Resources: Indian Efforts and LExperiences

A general shortage of indigenous scientific manpower places a major
constraint on the development of cffective national resource programs in
most developing countries. A particularly serious problem is the insufficient
availability of competent agricultural scientists who are eminently trained in
their subject matter arcas. Such persons should provide leadership for
mission- and goal-oriented programs in addition to being sensitive to the
broader environmental, social and cconomic implications of their work.
Inadequacies of training resulting from deficiencies in curricula, faculty, and
infrastructure facilitics are reflected in the final output of these institutions.
Institutional training at the degree-granting level does not prepare one to
fe=ntine effectively as a rescarch scientist in project, financial and personnel
mangement. '

The key to increased agricultural production and prosperity lies in
appropriate management of resources: financial and human. The importance
of the training and oricntation of research managers and development
administrators is being keenly felt now more than ever in order to improve
their understanding of the problems facing modern agriculture and to build
the planning capabilities at all levels of agricultural development administra-
tion. Productivity is a major concern since it determines the well-being of the
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organizations and their members which comprise the system. The level of
productivity depends upon the execution of certain managerial functions
which members of the organization have to perform.

Scientists need orientation to the organized scientific methods of
identifying project priorities, formulation. implementation, monitoring and
evaluation. Senior scientists require training in institution building. organiza-
tional development, problem analysis, and decision making. Young scientists
should understand the scientific approaches to idea generation,  group
dynamics, and teamwork while effectively managing creativity and motiva-
tion. Principles underlying the development of interdisciplinary and multi-
disciplinary research projects need to be identified. While the academic
training that scientists receive at the universities gives them the necessary
base for research in their subject matter arcas, neither the subject matter
training nor on-job training in these arcas provides them the necessary skills
to develop into excellent rescarch managers.

Role of National Academy of Agricultural Research Management

The  National  Academy  of - Agricultural - Rescarch  Management
(NAARM) at Hyderabad was specifically set up to train voung scientists
entering a career in agricultural rescarch and to prepare them to become
rescarch scientists and managers. The Academy also conducts several capsule
courses for senior scientists at various fevels (Annex 1),

Figure 1
Organization of Agricultural Rescarch in India.
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Figure 2
Organization of the Indian Council of Agricultural Research.
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The basic objectives of this national level training institute are broadly
summarized as follows:

. To organize foundation courses for new entrants of S-1 cadre to the
Agricultur.l Rescarch Service of 1ICAR.

2. To organize and develop training programs in agricultural research
management to senior- and middle-level scientists at ICAR institutes.

3. To organize seminars, conferences and workshops on all aspects
relating to agricultural research management.

4. To build up high quality resource material in the subject of
agricultural research management based on actual field experience.

5. To undertake systematic reviews and the study of management
problems of ICAR rescarch institutes, agricultural universities, and agri-
cultural rescarch projects and systems.

6. To provide organization, liaison and coordination of international
cooperation programs in agricultural rescarch management.

7. To plan, organize and conduct training programs., workshops and
seminars in educational technology. curriculum development, and structured
learning for the faculties of the agricultural universities and ICAR institutes.

8. To be a repository of ideas and information, both national and
international, in the field of agricultural research management and education,
and serve as a clearinghouse for the dissemination and utilization of such
information to the clientele institutions.

To fulfill these objectives, the institution is organized into six functional
units:

® Agricultural Rescarch Systems and Policies

® Educationa! Systems and Technology

® Transfer of Vechnology Systems and Policies

® Project Management

® Human Resource Development

® Information and Documentation Services

These functional units are supported by a group of centralized services
which include farm services, agro-technology demonstration blocks, produc-
tion and publications, and administration and accounts.

Training Programs

The Academy has been planning, organizing and conducting various
types of training programs to meet the needs of the clientele groups working
at different levels of management in the agricultural research and develop-
ment organizations. Three main clientele have been identified for training
purposes: junior, middle and senior.
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Courses for junior level agricultural scientists and development workers.
A Foundation Course and an Orientation Course have been designed and are
being offered for junior level agricultural scientists and development workers.

Foundation Course. The Foundation Course is for scientists recruited to
the Agricultural Research Service by ICAR. It is one of the regular courses
offered by the Academy and has these objectives:

. To develop an awareness of the background of the rural sctting,
rural socio-cconomic system, and the role of agriculture in pational
development.

2. To develop an understanding of integrated rural development in the
country with special reference to agricultural development.

3. (a) To getan insight into the objectives, structure and organization
of ICAR, and (b) to understand how ICAR discharges its responsibilitics of
coordination of rescarch, higher education and training in the ficlds of
agriculture, animal husbandry and fisheries.

4. To give an orientation to the Agricultural Rescarch Service.

5. To get an insight into research policy and the management of
agricultural research.

6. To provide training in some of the necessary basic skills required in
agricultural rescarch.

The duration of the course is five months. The trainees begin with six
weeks training at the Academy on the basics of agricultural research
management. Then they spend about two months at a regional research
station of a national agricultural research project or in ICAR institutes where
they receive practical training in project identification and formulation, and
develop an appreciation for rural life and the environment. They return to the
Academy for a further six weeks in which they get training in arcas that will
help them to become better research workers. During the training program
they are exposed mainly to the subjects like agricultural rescarch manage-
ment, project management, organizational behavior, communication and
transfer of technology, administrative rules and procedures, and practical
classes on audio-visual aids, photography, rescarch project formulation,
indexing, and so forth.

Orientation Course. An Orientation Course in Agricultural Research
Management of one month duration is conducted for scientists promoted to
the S-1 grade and who are working in ICAR institutes. The objectives are for
the participants:

I. To discuss and become acquainted with the issues relating to the
agricultural rescarch management process.

2. To become equipped and acquainted with the techniques to do the
work better as rescarchers.

3. To be instilled with the philosophy of living, thinking and working
together.
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The topics of this course cover the management process, research project
management, quantitative techniques, organizational behavior, management
information systems, and transfer of technology.

Courses for middle- and senior-level scientists. Increasingly, national
agricultural production requires that the agricultural scientists should
organize and orient their efforts to rapid achievement of national goals, to use
problem-centered rather than discipline-oriented approaches to agricultural
research, and to take the initiative in arranging ¢ operation with all other
agencies concerned with agricultural development.  Agricultural rescarch
should be seen in a developmental framework of including basic and applied
investigations aimed at the entire process of development and widespread
dissemination of appropriate technologies.

The Academy is organizing this Course on Agricultural Rescarch
Management to increase the effectiveness of cach participant in his present
position and to prepare him for greater managerial responsibilities by
appraising him of the various aspects of rescarch project management
technigues and behavioral skills. The course is based on the linkages
between two groups of inter-rekated functions. i.c.. those of the agricultural
rescarch institutions and those of a research manager.

The course covers the topies of the agricultural research management
process. project planning. project selection, monitoring and evaluation,
problem analysis, human behavior in the research organization, and organiza-
tional communication.

The Academy is developing a suitable course for middle-level scientists
in response to their training necds.

Summer Institute. The Academy organizes Summer Institutes for the
benefit of the faculty members of the agricultural universities and ICAR
institutes. In 1985, a Summer Institute on Agricultural Research Manage-
ment was organized to expose the teachers of agricultural universities to the
principles of project management. They were also instructed in the principles
of cducational technology and methods of developing a course. The
participants developed a course on agricultural rescarch management which
can be offered at the posteraduate level.

The Academy is planning to conduet two Summer Institutes in 1986 —
one for scientists in agriculture research project management and the other
for teachers on educational technology.

Workshops and seminars. The units of the Academy undertake research
studies on various aspects of management. The materials developed from
these studies, which may form a case report, are the basis for specific theme-
oriented workshops and seminars. These case reports later become valuable
teaching materials.
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Consultancy services. The Academy orgauizes national consultations on
important problems relating to agricultural education and research. These
results are published in a periodic series of papers that will be useful in
developing national policies.

The Academy has been providing consultancy services from time to time
to agricultural universities and ICAR institutes either for upgrading the skills
of their scientists or for undertaking. monitoring and evaluating programs,

Publications. The Academy issues the following publications:

® Agricultural Research Management Abstracts, an abstracting journal
covering over 200 periodicals dealing with various aspects of agricultural
rescarch management.

o Green and Glory, alaboratory house-journal pablished by the trainces
in the various programs.

® NAARM News, a quarterly newsletter outlining various programs
undertaken by the Academy.

e NAARM Alwnni News, a biannual newsletter of the NAARM
Alumui Association.

e Nonperiodical publications such as Reedings in Management.

® Proceedings of workshops, seminars and symposia hetd at the
Academy.

o [ecture notes and reading materials developed for specific training
programs.

The National Academy of Agricultural Rescarch Management funciions
with a wide mandate. It is a novel, vibrant and emerging institution with a
visionary outlook which has a dynamic approach and pragmatic policies with
realistic expectations. It functions with a zest, zealousness and commitment to
purpose to fulfill the mandate of the Indian Council of Agricultural Research
as the major national coordinating body for agricultural rescarch and
cducation, and thus fulfill the national aspiration for better management of
science and agriculture.
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Role of the National Academy of Agricultural Research Management.

Training for Development of Human Resources

Subject matter
skill-related
training

l

Advances in knowledge
Newer techniques/approaches
Interdisciplinary orientation
Graduate training programs

UNDP advanced centers-special
courses

Summer Institutes

[

Research management
training

l

Project management (project cycle)
Personality development

Creativity, motivation

Decision making

interpersonal relations

]

Training in peripheral areas
for more effective research
output

Information management

Treatment of research findings
® Research papers

® Popular articles

® Mass media

Presentation of research papers
audio-visual aids

Specialized in-service

Summer Institutes

training
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Training and Development of Research
Scientists in the Malaysian Agricultural
Research and Development Institute

AHMAD SHAFRI MAN

Deputy Director General (Administration)
Malaysian Agricultural Researclt and Development Institute

The Malaysian  Agricultural Rescurch and Development Institute
(MARDI) was set up as a statutory authority to fulfill the need for a
centralized research system in agriculture. [t is to generete new technologics
to help the government in modernizing the agricultural sector of the country
and o improve the income of the farmers. It became operational in 1971, two
years after the Parliamentary Act was passed. The delay was due to a limited
number of trained agricultural resecarch scientists because of the lack of
opportunities for postgraduate training. In 1969 there were only three
Agricultural Officers having doctorate degrees and 11 with masters degrees
serving in the Department of Agriculture (which was then responsible for
agricultural research). The other personnel had only bachclors degrees which
is the minimum entry requirement.

Under this scenario MARDI had to embark on a training prograun (1) to
enst re a supply of potential scientists for recruitment and (2) to retain them
with: the organization. This is why training activities were accorded a high
priority.

Training and development programs were started in 1971 with a
substantial financial allocation, but could not be effectively implemented due
to:

® A limited number of suitable candidates who were interested in
agricultural research,

e Not many scientists could be spared for postgraduate studies without
distupting the on-going rescarch projects.

However, in the last 15 years, MARDI has been quite successful in its
manpower development in spite of the initial difficulties.

Organizational Structure and Research Program

The function of MARDI is to conduct scientific, technical, economic and
social research with respect to production, utilization and processing of all
crops (except rubber and oil palm) and livestock. Its role as a catalyst is vital
as agriculture remains the mainstay of the country. Although Malaysia
emphasizes manufacturing in its development strategy, the economy is still

97
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dominated by agricultu= which contributes 25% to the total output, 40% to
total employment, and 35% to the export carnings of the country. Agri-
culture supports the development of other sectors, particularly manufactur-
ing, by providing sources as well as the markets necessary for expansion.

The National Agricultural Policy (NAP), officially larnched in 1984,
requires greater research effort to meet the objective of maximizing income
from agriculture through efficient utilization of the country’s resources and
revitalizing the sector’s contribution to overall economic development. The
organization of MARDI was reviewed in light of the NAP. A restructuring of
its programs took into consideration the requirements for research and
development for priority commodities outlined in the policy: rice, cocoa,
coconut, fruiis, tobacco, livestock, vegetables, pepper, ornamentals, and
other potential crops. Emphasis is also given for rescarch in food technology,
biotechnology, agricultural engineering, and the specialized arcas in problem
soils, farming systems, environmental control, and transfer of technology in
agriculture.

MARDI's rescarch programs are based on a problem-solving, multi-
disciplinary and location-specific approach. This requires teamwork in
identifying and solving the problems within the production systems of various
commodities. The ultimate purpose is recommending suitable technology
packages to be adopted by the farmers. The programs and activities are
implemented by ten divisions:

® Rice Research Division
Cocoa/Coconut Resecarch Division
Tobacco Rescarch Division
Fruits Rescarch Division

Miscellancous Crops Research Division

Livestock Research Division

e Central Research Laboratory (plant science, crop protection, biotech-
nology, agricultural engineering, and soil science)

® Food Technology Research Division

® Tecchno-Economic and Social Studies Division

® Technology Promotion Division

Staff Structure and Requirements

The Rescarch Divisions are the functional units of the Institute. They are
headed by Directors who are assisted by a number of Program Coordinators
responsible for the coordination and controlling of scientists in carrying out
research activities within the programs. A scientist may be assigned to a
number of research programs and projects within his specialization or
experience. Each scientist is normally supported by an Assistant Rescarch
Officer and/or a number of Rescarch Assistants at a working ratio of 1:1:2,
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The basic minimum requirement for appointineat’ to the position of
Research Scientist (RS) is an honors degree in agriculture or other sciences
related to agriculture from a recognized university. An Assistant Rescarch
Officer (ARO) needs to have at least a diploma in agriculture or equivalent
qualification. The minimum qualification for a Rescarch Assistant (RA) is a
Certificate of Agriculture from a vocational training institute. Currently,
MARDI has a complement of 448 RSs. 301 AROs and 813 RAs.

Training Needs

An assessment is important to provide an objective analysis of an
organization’s training requirements so as to enable the management to draw
up a training policy in developing its manpower for present and future needs.
It is an essential requirement for the effective development of an organiza-
tion's human resources. A training needs analysis should be done (1) at the
organizational level to determine the requirements of training of all cate-
gories of staff and (2) at the individual level to determine the skills and
knowledge required for the job. The assessment of the training needs in
MARDI is done through (a) job description analysis. (b) research project and
program planning and review, (¢) annual personnel appraisal and counselling,
(d) training needs survey, and (¢) manpower planning.

The information gathered through these excreises helps to provide inputs
in determining the programs for short-term (short courses and training
attachments) and long-term (MS¢/PhD) training.

The Training and Development Branch of the administration was
created to gather information on training requirements in order to formulate
an appropriate training policy and plan of action. It is responsible for
implementing action plans and to review the effectiveness of training
activities in meeting the objectives of the organization.

Training Policy

The effectiveness of the Institute in discharging its functions depends
very much on the capability and capacity of its rescarch scientists in planning
and implementing rescarch programs and projects to solve the problems of
the farming community. To a large extent, the performances of research
scientists are subject to the level of their skills. knowledge and experience in
their arcas of specialization. Training programs play an important role in
developing and maintaining rescarch scientists as a vital factor in a research
organization.

MARDI has full responsibility in the development of its scientists, thus
accords this a very high priority. Opportunities will continue to be provided
for them to acquire higher levels of training in various ficlds of specialization
and problem arcas as required by approved research programs.

Research scientists should possess at least a masters degree in science to
be effective in their job. Ample training opportunities also will be given for
scientists to pursue PhD studies, particularly in new arcas of specialization.
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In order fer research scientists to keep abreast of the latest advancements
of the technology in agriculture, MARDI will facilitate their participation in
short courses, training attachments, seminars, conferences and  other
scientific meetings.

The objectives of the training program of MARDI for research scientists
are:

® To cnsure that scientists are aware of the function, policies, and
programs and activities of MARDI, and their role and responsibility in
implemention of them.

e To provide training in rescarch management and further specialization
in sreparing scientists for future carcer development.

2 To promote loyvalty, morale. dedication and motivation of the
scientists.

Training Programs and Activities

MARDI provides both pre-service and in-service training programs for
the development of its rescarch scientists.

Pre-service training. This program is to enable MARDI to create a pool
of potential candidates for appointment as research scientists. It provides for
a three to four year basic degree training at local universities in various fields
such as agriculture and basic sciences  (biology. genctics,  zoology).
agscultural engineering. food technology, animal science. statistics, and
computer scicnee. Previously, candidates were also sent overseas for basic
degree training.

The selected candidates are from among the AROs who have proven
their capability. They are given opportunities for basic degree training which
provides a venue for scientifically inclined junior officers to become future
rescarch scientists. Since the number of vacancies for rescarch scientist posts
continues to decline, this pre-service training will be graduoally reduced.

In-service training. A major part of the training activities of MARDI
centers on rescarch scientists who are already within the establishment. The
program includes:

Induction and orientation. This is to introduce newly appointed scientists
to the function. policy. structure and objectives of MARDI and its research
programs. Through this session, they become aware of their roles as research
scientists of an Institute which is a government agency. and of their
responsibilities in their respective divisions or areas of research.

The induction and orientation training takes place within the first six
months of the appointment and includes orientation programs, field visits,
and on-job attachment,

By the end of the training session, scientists should be familiar with the
external and internal environments in which they operate and the expecta-
tions on their performance.
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Advancelfurther training. This training is to further upgrade the skills and
knowledge of the scientists in various scientific disciplines related to their
arcas of work. Further training and specialization is important among the
scientists because (1) they apply scientific methods and knowledge in work
contacts that often require originality of thought and sound technical
judgement, and (2) they must have a broad scientific approach plus expertise
in their area of specialization o contribute to the multidisciplinary teamwork.

This training comes in two forms: formal postgraduate training for MSe
and PhD degrees, and short courses and training attachments.

For the postgraduate training program to be of benefit. the rescarch
scientists must first be exposed 1o their jobs so as to appreciate the
requirements and the problems related to the rescarch project in the
commodity or problem arca in which they are assigned. New scientists must
be confirmed in their appointments and in service for two to three vears
before they are given postgraduate training awards. On completion of MSc
studies. scientists are required to work three vears before they are allowed to
continue with a PhD program. This condition is necessary to ensure that their
thesis project and discipline ot studies are relevant to their work.

Because of the limited lacilities at local universities, scientists usually are
sent overseas for their postgraduate training. However, they are encouraged
to do it at home when adequate facilities are available. Overseas postgraduate
training is not without its probleras, particularly in ensuring that the proposed
thesis research projects fall in line with the scientists” area of work. To solve
this it has been arranged with overseas universities that MARDI scientists
undertake their rescarch projects locally. and that their research activities at
the Institute be used as their thesis work. By so doing. postgraduate training
upgrades the level of knowledge and specialization besides providing rescarch
results that are relevant to MARDI for immediate use. The thesis projects
must be finished in not more than three years.

Short courses and training attachments also are important in upgrading
knowledge and specializations. Scientists are reqaired to attend courses
relevant to their jobs that are organized by established overseas training
centers. As some specialized training is not conducted on a regular basis,
arrangements are made with renowned rescarch centers or overseas universi-
ties for attaching our scientists on short periods. LEven though no structured
courses are provided. this type of program provides eminent senior scientists
who can supervise our scientists for better exposure in their areas of work or
specialization,

Refresher training and re-training. With the rapid developments in
science and technology. new research methods and techniques are con-
tinuously being introduced. Without refresher courses and re-training, the
knowledge of scientists will become obsolete and  thus reduce  their
effectiveness and productivity. Refresher training is given to update the skills.
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knowledge and specializations in arcas that need advanced knowledge.
Normally, scientists are given the opportunity for refresher training two years
after completion of their postgraduate training.

The changes in the emphasis and priority in research direction —
particularly in commodity or discipline of rescarch — require the Institute to
adjust its progrim. The scientists may be assigned to new jebs for which they
have very little knowledge. They obwviously need re-training.

Seminars, symposiwms and workshops. Participation in professional and
scientific mecetings such as seminars, symposiums and workshops — held
locally or overseas — provides opportunitices for scientists to exchange ideas
on the latest developments of technology and scientific findings. The Institute
provides travel awards for scientists to take part in these meetings at which
they are encouraged to present papers based on their rescarch work.

The Institute also uses opportunities provided by foreign sponsors for
our scientists to take part in overseas scientific meetings. The participation in
such mecetings broadens the scientists” outlook and exposure and so enhances
their capability and productivity.

Research mmanagement training.  Scientists appointed to- management
positions are sometimes handicapped because they are not exposed o
management training.  Rescarch managers responsible for the cffective
utilization of human and physical resources should be equipped with the tools
of management to lead and motivate the scientists working under them. and
o usc resources effectively for productive rescarch.

Management training is given high priority for rescarch managers.
Through this program, scientists are exposed to the management techniques
and concepts that should be employed in the working environment. This
training is done cither as an in-house program or by sending rescarch
managers o participate in programs organized by outside  training
institutions.

Financial Allocation And Training Faeilities

The strong commitment of MARDI toward training and development of
scientists is reflected in the great sums of money that have been allocated for
this purpose in its annual budgets since 1971, A Targe number of scholarships.
grants, and travel awards were given to scientists to pursue various short- and
long-term courses of studies and to take part in conferences. Under training
scholarships  and  grants, scientists  receive  travel and  transportation,
subsistence and family allowances, book and apparatus allowances. tuition
fees, health insurance. and other related expenses.

Scientists on study leave for all types of courses given by MARDI as part
of the training program are entitled to full pay while they are absent from
their duties.
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However, they are required to sign a contract which ensures they will
continue to serve the Institute for an agreed period upon completion of the
training program:

Tvpe of Cotrse Contract Period
Doctorate 7 years
Masterate 5 years
Short courses not less than 6 months 2 years
Short courses less than 6 months | year

Progress of the Training Program

Almost all scientists who are serving the Institute have benefited from
the training program. [n many cases. a scientist's entire program from basic
degree up to PhD has been financed by the Institute. In 15 years the Institute
has spent more than M$30 million (about US$12 million) for staff training and
development. and 809 of that allocation has been for the training of research
seientists. MARDI provided 643 scholarships for bachelors. masters and
doctoral degrees at local and overseas universities, and issued 361 training
awards for overseas short courses (Table 1).

As it result of our training program. there are 448 research scientists
currently working in various ficlds of rescarch in MARDIL while 64 have
carnced PhD degrees. 230 masters, and 134 bachelors degrees. Thirty-one

Table 1: Financial allocation and number of scholarships awarded by MARDI under the
staff training program.

Year Finanqial PhD MSc BSc Short courses
allocation
1971 M$ 176,428 0 0 0 0
1972 642,336 2 18 41 2
1973 1,630,727 4 25 37 1
1974 1,761,909 2 15 60 0
1975 1,547,661 4 6 32 4
1976 2,085,985 28 22 54 14
1977 2,560,729 14 40 20 15
1978 2,814,288 28 16 4 30
1979 2,557,994 10 16 0 52
1980 2,837,137 12 10 5 61
1981 2,452,793 1 15 5 61
1982 2,373.026 5 1" 5 32
1983 2,087,389 6 1 6 21
1984 2,997,106 4 9 5 43
1985 1,865,851 7 13 5 25

TOTAL M$30,391,409 1

w
~

227 279 361
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officers are currently overscas training for PhD degrees and 26 at the masters
degree level.

Conclusion

This paper highlights the program and activities of the Institute in the
training and development of its scientific manpower to meet the needs of
agricultural rescarch. The scientists, being the most important element in
determining our effectiveness and productivity, receive various forms and
processes of training to upgrade their skills and knowledge in their arcas of
specialization. The training program will continue to be planned and
implemented to keep our scientists abreast with the advancements of science
and technology in agriculture to enable them to generate relevant rescarch
findings to benefit the farming community.
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Prior to the planned development era. it was understood there was no
need to develop a cadre capable for managing the vast agricultural develop-
ment process. During the Rana regime cfforts towards managing human
resources were limited. There were a few agricultural rescarch activities sech
as the introduction of exotic plant varicties and animal breeds and testing
their suitability to the Nepalese environment. The need to go for agricultural
rescarch activities was realized during the late 1950s. This obviously led to
thinking of managing human resources in the agricultural development
process.

The process of agricultural development is not simple. The resources
required arce so diverse in natare. The whole process gets motion by having
agricultural rescarch as one of the major arcas of concern.

Agricultural rescarch activities date back to the end of the Rana reginie.
An office called Keishi Parishad (Agricultural Council) was formed to expand
agricultural rescarch and extension activities, This was a precursor to the
Department of Agriculture which was established in 19520 However. the
manpower required at that time was very minimal.

‘The century-old importance of cereal grain and cash crops dictated that
human resources be used primarily to cover those arcas. Later horticulture,
livestock and fisheries rescarch followed. This resulted in managing human
resources in agricultural research on a bigger scale.

As the national agricultural rescarch system of Nepal enters 1980, it is
composed of some 700 high-level personnel along with some 3000 medium-
and low-level personnel. The rescarch work falls mainly under the Ministry of
Agriculture although the Ministry ol Forests and Soil Conservation. Ministry
of Water Resources and ‘Tribhuvan University are also engaged in agri-
cultural research (See Table 1),

Research Activities Under the Ministry of Agriculture

The Ministry of Agriculture is responsible for agricultural research in
crops. livestock. fisheries. horticulture. cropping  systems, agricultural
cconomics and socio-ccononiics.
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Table 1. Agricultural research manpower availability in Nepal.

Research agencies PhD MSc BSc Total

Department of Agriculture

Disciplinary divisions 2 40 48 90

Commaodity programs (crops) 3 20 28 51

Agricultural stations and farms 0 30 55 85

Horticulture 3 15 53 71

Fisheries 0 25 32 57
Livestock Division 1 11 9 21
Livestock farms 0 3 19 22
Department of Food and Agricultural

Marketing Services 2 13 0 16
Centra! Food Rescarch Laboratory 1 38 4 43
Agricultural Project Service Cantre not available 105
Forestry Survey and Research Office not available 24
Department of Medicinal Plants not available 106

Total 690

Crops, horticulture and fisheries research. The recently formed National
Agricultural Rescarch Coordination Council is the main coordinating body
through which the research activities are approved and from where the results
are recommended for wide use. The National Agricultural Research Serviee
Center (NARSC), under the Department of Agriculture. conducts crop
rescarch activities through cight disciplinary divisions such as agronomy,
plant pathology. entomology. and agricultural botany. It coordinates with
about 20 agricaltural stations located in diverse physio-graphic environments,
Different disciplinary divisions and agriculture stations and farms cooperate
to gain rescarch experience on nine national commodity development
programs in which rice. maize. wheat. oilseeds. pulses. sugarcane and other
cash crops are included. Horticulture rescarch activities are conducted
through the Fruit Development Division. Kirtipur Kathmandu. Vegetable
Development Division and Potato Development Program. Kathmandu, and
the Citrus Development Program. Dhankuta. In addition there are 25 farms
located at various physio-graphic environments to provide rescarch services
for horticultural crops. Fisheries research activity is conducted through the
Fisheries Development Division. There are 12 fish development centers
widely dispersed throughout the country.,

Department of Livestock Development and Animal Health, The Depart-
ment includes the Central Livestock Research and Development Centre,
Veterinary Division. and Biological Products Division along with four
livestock development farms., three sheep farms, three poultry breeding and
hatchery farms. one goat farm. and two vak farms.
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Central Food Research Laboratory. The Central Food Rescarch
Laboratory of the Ministry has been involved for more than two Jecades in
research activities related to food and nutrition, quality control and
standardization, processing, grain testing, and food testing.

Agricultural Projects Service Centre. This is one of the important semi-
autonomous research agencies under the Ministry of Agriculture. It provides
socio-cconomic rescarch services to the country, primarily in studies and
project formulation and evaluation.

Status of Manpower Availability

There has been a steady development in both the quantity and quality of
manpower ovei the fast few vears, especially in erop development, There are
growing opportunities for tecnical staff to go for higher trainip 1 and degrees
in agriculture. The eredit tor this goes to various projects which have shown
interest in manpower development. It is not easy to accurately assess the
present status of rescewh manpower and to separate it from the total
manpower. This s becanse research activities are mised with development
support activities, The Institute of Agriculture and Animal Sciences has been
producing agricultural praduates sinee fo74 20, Each year the three
campuses  produce about 100 diploma-level and 885 certificate-level
graduates. The Institute of Forestry established at Hetada is planning to
produce about 40 graduates every year,

Short- and long-term training programs are also made available by
various bilateral and multitateral development organizations and - other
funding agencies and institutes.

It appears that manpower availability would not be a constraint in
exceuting research and technology development programs. The nuin issuce is
the effective utilization and management of existing manpower for suceessful
implementation of research and technology development programs,

Department of Food and Agriculture Marketing Services

As o result of continuous cfforts, the traditional agriculture has been
modificd to some extent by the investment and inputs for rescarch on crops,
horticultural plantations, livestock and fisheries. This has helped to gather
momentum for agricultural prosperity in Nepal. However, it was soon
realized that real success could only be achieved when the post-production
processes in agriculture were properly managed. The transterring of agri-
culture from traditional to transitional to a modern phase would be possible if
the marketing component was endorsed as a strategy for agricultural
development. This strategy should also include rescarch education and
extension activities. Markets and marketing research were to provide Jine
tuning in the overall agricuitural rescarch program in the country. Therefore,
the Department of Food and Agricultural Marketing Services (DFAMS) was
created in 1971,
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Current status of manpower. As in other agricultural research organiza-
tions during recent years, the DFAMS has experienced st ady improvement
in both the quality and quantity of its manpower. The increasing role of the
socio-economic aspects of agricultural development has led the Department
to be one of the primary agencies furnishing relevant information and
pursuing appropriate policy decisions in the Ministry of Agriculture.

Employment. The recruitment of personnel is done by the Public Service
Commission. an autonomous governmental body. Terms of reference for
positions are established as service class or sub-class so that provisions can be
met to employ subject matter specialists. However, the objectives of the
terms of reference and the employee selected may not always tallv. Ttis rather
obvious and natural that while a specialist is 4 permanent emplovee. the long-
term objectives set should have some dynamism.

Personnel management development. Rescarch activities are mived with
development support activities. If appropriate in-service training is provided.
the staff members involved may be fit for a set objective.

The Department assumes great responsibility for training and education
of manpower both within and outside the country, thus staft members may
change the way the set objectives are likely 1o move, The Department has
gained substantial experience in this regard since 1971 and is aware of
maintaining a policy of matching the right person to the right job,

The updating of staff quality through training and higher study arrange-
ments abroad are made when opportunities are obtained.  However. in
practice these conditions are not applicable for all.

Promotion. The genceral rules of promotion are matched by motivation,
academic performance, and the capability to stay and work. The motivation
to work better is controversial under the present method of seeret evaluation
of stalf. Tlowever, the DFAMS has nothing to do with this issuc as such rules
are implemented under the Civil Service Act. On the other hand. experienee
suggests that frankness is an alternative approach to cevaluating stall in
seereey as there are frequent pressures for the boss to manipulate the mirks.

Motivation. The following are usually recognized criteria of  staff
motivation: (1) Recognition of the employee’s qualifications and progress.
(2) Prospects of a better future with due recognition for a good job., (3) There
is a high degree of freedom of expression of problems and solutions.

By governmental rules. the DEAMS is not supposed to play a significant
role in providing truly adequate salary increases and an unbiased selection of
candidates for promotion.

Use of human resources. This refers to the cmplovee’s performance in
terms of productivity. Making the best use of human resources includes
proper job deseriptions, remuneration and fringe benefits, motivation,
welfare. and so torth,
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While the Department cannot change the basic norms of employment
payment and provision of facilities. it does have responsibility for making the
best use of available human resources. The Department is usually interested
(o see that jobs are specified and the work load is appropriately distributed.
The management of human resources has taken on development-oriented
dimensions which will guide future activities of the Department.



Managing the Human Resources
in Agricultural Research in Pakistan
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Yakistan is an agricultural country. It has vast human and natural
resources which are important for agricultural production. This production
system must be continuously hacked by an alert and dynamic research system
fully oriented to facing the numerous and complex challenges that crop up.
There are many problems and constraints to building an cfficient national
agricultural rescarch systenr in Pakistan, but the single greatest impediment is
the shortage of trained manpower.

The main object ol agricultural rescarch is to produce new Knowledge
and to develop new technology for the benefit of farmers through systematic
investigation in a well planned and integrated manner. The quality of
research is dependent on the quality of the trained manpower. Therefore, the
development of scientific manpower. para-scientitic staff. and research
managers is an imperative need for an efficient and viable agricultural
rescarch system.,

Research cfforts in Pakistan are highly fragmented. There are six
ministries in the Federal Government and about eight departments in the
provinees which are involved in administering agricultural rescarch. There
are 83 federal and provincial institutions performing research (Table 1), This
does not include those in the private sector.

There are many institutions operating under the Federal Government.
These are indicated below along with their appropriate governmental division
and the organization coordinating their activities.

® Agricultural Rescarch Division.  Pakistan Agricultural  Rescarch
Council (PARCY:

National Agricultural Rescarch Center. Islamabad

Arid Zone Rescarch Institute, Quetta

Cereal Discases Research Institute, Islamabad

Pest Management Rescarch Institute. Karachi

Southern Zone Agricultural Rescarch Institute, Sujjawal
Plant Introduction Center, Karachi

Hill' Agricultural Research Station. Kaghan

Karakuram Agricultural Rescarch Station, Gilgit

110
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Table 1. Institutions in agricultural research in Paki-tan.

Institutions

Research emphasis

Federal Provincial Total
Plant sciences
Plant p-oduction 9 17 26
Plant protection 8 1 9
Natural resources
Soil, irrigation and drainage 3 2 5
Forestry 1 3
Agricultu-al machinery 1 1 2
Animal sciences
Animal production 0 1€ 16
Veierinary 0 2 2
Poultry 0 2 2
Fisheries 0 2 2
Zoological survey 1 0 1
Educa.ion
Universities 0 3 3
Colleges 0 3 3
Training institutes 0 4 4
Social sciences 1 3 4
Totals 24 59 83

e Food and Agriculture Division. Pakistan Central Cotton Committee:
Cotton Rescarch Institute. Multan
Cotton Rescarch Institute, Sakrand
Institate of Cotton Rescarch and Technology, Karachi
Pakistan Forest Rescarch Institute. Peshawar
Soil Survey of Pakistan, Lahore
Department of Marine Fisheries, ixarachi

e Scicnce and Technology Division, Irrigation Drainage and Flood

Control Rescarch Council:

Drainage and Reclamation Institute of Pakistan, Hyderabad

o President/CMLA's Secretariat, Pakistan Atomice Energy Commission:
Nuclear fnstitute for Agriculture and Biology, Faisalabad
Nuclear Institute for Food and Agriculture, Tarnab, Peshawar
Atomic Energy Agncultural Rescarch Center. Tandojam

o Commerce Division, Pakistan Tobacco Board:
Tobacco Research Station, Manschra
Tobacco Rescarch Station, Okar:

Tobacco Rescarch Station, Khanghari. Mardan
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® Ministry of Water and Power, Water and Power Development
Authority:
Water Quality and Soils Monitoring Directorate, Lahore
Mona Reclamation Experimental Project, Bhalwal

Therc is an overall shortage of trained manpower for agricultural
research in the country. Many of the institutes are not properly developed
and have a negligible number of trained personnel and other facilities to
undertake any kind of research. The agricultural universities, which are
responsible for the training and development of scientific manpower, are
short of trained staff for their postgraduate teaching programs. There is a
shortage of persons with demonstrated capabilitics to provide group leader-
ship. Table 2 indicates the manpower supply available to the rescarch system
in recent ycars.

Although the total of trained personnel has gradually increased. there
are still gaps and imbalances in various sub-sectors. This is because until
recently agricultural research in Pakistan has been predominately crop-
oriented with insufficient attention paid to other sub-sectors. This lopsided
development of the scientific manpower is illustrated in Table 3.

The most significant change in recent vears is the reorganization of the
Pakistan  Agricultural Rescarch Council (PARC) as an apex body for
agricultural rescarch at the national level. PARC has been granted
autonumous status to discharge its responsibilities which have been greatly
enlarged through a Presidential Order. The organization is under an eminent
scientist who is not only the Chief Exccutive of the Council but who is at the
same time a Federal Sceretary in charge of the Agricultural Rescarch
Division. Under its revised charter, the Council is responsible for the national
level development of scientific manpower in agriculture and its allied
subjects. Since 1979 there have been several long- and short-term measures to
increase the number and improve the quality of agricultural research workers.

Talent Pool

PARC had 78 scientists on its staff when it was granted autonomous
status in March 1979. A Talent Pool was created in tha: year to reduce the
acute shortage of trained manpower for national programs. Talented young
scientists are recruited through nationwide open competition on the basis of

Table 2. Trained manpower in agricultural research in Pakistan, 1977-84.

1977-78 1980-81 1983-84
PhD degree 233 221 299
MSc degree 1405 1538 2181
BSc degree/DVM 1196 754 952
Totals 2834 2513 3432

Source: National Agricultural Research Plan,
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Table 3. Academic qualifications and disciplines of agricultural research personnel in

Pakistan.

Academic disciplines

Academic degrees

PhD  MSc/MPhil  BSc/DVM  Total

Agronomy 21 269 108 398
Entomology 34 172 37 243
Plant breeding and genetics 46 318 83 447
Plant pathology 18 119 14 151
Horticulture 8 118 50 176
Forestry and range management 3 41 23 67
Soil sciences 23 253 60 336
Food technology 6 63 9 78
Agricultural economics 14 94 26 134
Farm machinery 6 16 34 56
Veterinary sciences 31 196 311 538
Basic sciences 20 278 88 386
Others 69 244 109 422
Totals 299 2181 952 3432

their academic qualifications and experience. These scientists are generally
inducted as junior and mid-level rescarchers and designated as Scientific
Ofticers (8O) and Senior Scientific Officers (§SO) in BPS-17 and 18 grades.
Professionals with demonstrated capabilitics also can be recruited under this

Table 4. Criteria for recruitment in the Talent Pool for agricultural research in Pakistan.

Position

Qualifications

Research experience

Publications

Scientific Officer
{SO)

Senior Scientific
Officer (SSO)

Principal Scientific
Officer (PSO)

Chief Scientific
Officer {CSO)

MSc¢/MSc (Hons.)
2 first and 2 second
divisions
MSc/MSc (Hons.)
with 3 first divisions
or
MSc (Foreign)/MPhil

or
PhD

MSc (Foreign)/MPhil
At least 3 first divisions

or
PhD
PhD

Preferable

5 years post-MSc

3 years post-MSc/

MPhil

Not required

7 years post-MSc/

MPhil

5 years post-PhD

16 years post-MSc
including 7 years
post-PhD

Proven ability of
leadership

Not required

Desirable
5

3
Essential
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scheme in senior positions at BPS-19 and 20 as Principal Scientific Officers
(PSO) and Chief Scientific Officers (CSQO). The parameters for recruitment in

the Talent Pool are shown in Table 4.

+ Talent Pool positions are advertised in the national press and copies of
the announcements are sent o agricultural universities. rescarch institutions
and other organizations. All applications are thoroughly serutinized. Those
who meet the eriteria are called to take a written test in the subject matter.,
general awareness, Islamic wdeology, and Pakistan studies. Another paper in
the English Language is required of those going abroad for academic study.
Those candidates who qualify at the written test then have to appear before a
Sclection Committee  of  subject matter  specialists. This - Comnuttee
thoroughly probes cach candidate’s insight of the subject matter. his
motivation, and the clarity of his vision toward his work plan. PARC
has inducted 147 scientists in various positions besides those for project
posts (Table 3).

The distribution of the scientists recruited through various agricultural
research ficlds and disciplines is given in Table 6.

The scheme aims at building a critical mass of 1000 1o 1500 scientists for
the national programs within 10 1o 15 vears. The services of the Talent Pool
scientists also can be made available to provincial institutions upon request
for their secondment. The persons recruited are given 2 to 3 years training at
the National Agricultural Rescarch Centre (NARC) of PARC and are
entitled to training abroad depending on their performance. The philosophy
is to groom voung scientists into uselul professionals.

Training
At about the time the Talent Pool was introduced. institutional changes

were made in PARC for the management of manpower training. A training

Table 5. Scientists inducted in the Talent Pool for agricultural research in Pakistan,

1979-84.
Positions
Year

Cso PSO SSO SO Total

1979-80 0 0 7 19 26
1980-81 0 0 5 20 25
1981-82 2 5 8 28 43
1982-83 3 4 7 12 26
1983-84 2 1 4 20 27
Totals 7 10 31 99 147
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Table 6. Recruitment of scientists by fields and disciplines.

Subject SSO SO
Plant protection, plant pathology, entomology 9 17
Range management and forestry, watershed

management, ecology 0 8
Irrigation and water management 1 12

Agricultural chemistry, biochemistry, analytical

chemistry, soil science, inorganic chemistry 4 16
Agricultural engineering 0 8
Animal production 1 16
Animal breeding 0 4
Statistics 1 2
Agricultural economics 2 6
Rural sociology 0 6
Agricultural extension/education 0 5
Fisheries 0 3
Poultry science 0 6
Food technology 1 4
Agronomy/crop production 4 13
Animal health 3 10
Plant breeding and genetics, cytogenetics 3 20
Horticulture, floriculture 3 5
Zoology, botany, microbiology 4 27

Totals 36 188

cell was set up carly in 1979 which has now grown into a full fledged
directorate exclusively responsible for the management and development of
scientific manpower. 1t is headed by a Director who has an assistant and four
support staff. There are three Deputy Directors, one cach for overseas
training. short-term training, and local training. Each of these has two
support staff members.

The main programs developed ind being pursued by the Training
Directorate are as follows:

e Postgraduate studies feading to MSc and PhD degrees at national
universitics and other centers of higher learning.

o Postgraduate studies leading to MSc and PhD degrees in overseas
universities and institutions.

e Undergraduate training program for agricultural education in less-
developed arcas of the country.

e Short-term practical training programs

o Post-doctoral trainirg programs
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Table 7. Requirements for overseas graduate study.

Program Qualifications Experience Publications
PhD {(foreign At least two | classes between 3 years research or 3
and inland) high school certificate to teaching experience
MSc with no lil division in relevant fieid

Candidates with MPhii and
MS from a foreign university

preferred

MSc (foreign) At least two | classes between 2 years research or 2
high school certificate and teaching cxperience
MSc with no [l division in relevant field

MSc (inland) Good academic record with 2 years experience; —
| class in degree examination relaxable for

candidates with two
or more | classes

@ Summer traince programs

o In-service training programs

Overseas degree programs. A high standard of sclection has been
prescribed for postgraduate studies overseas so entry is limited to persons
with high intelligence and a good education. The requirements for this
program are in Table 7.

The selection procedure for overseas training resembles that for the
Talent Pool except that the candidates must qualify in an additional paper in
the English language. The persons selected for the MSe or PhD program are
given an intensive English language course of 6 to 8 weeks at NARC to
prepare them for the Test of English as a Foreign Language (TOEFL). 1t is
taught by qualified English language teachers, and sometimes by expatriates
supplicd by the U.S. Information Service or the British Council. Proficiency
in English as demonstrated by a high TOEFL score is a condition for
admission in universitics in America, Britain, and Down Under.

The academic program of cach trainee is developed by a subject matter
specialist who identifies the major and minor subjects for the candidate, and
the thesis rescarch topic in the foreign university. The university is selected by
the Director or the National Coordinator. The program is approved by the
member of the respective PARC Technical Division. An important feature of
the program is that the trainees are required to do their course work in
foreign universities but their thesis rescarch is done in Pakistan on a topic
relevant to national needs under a local supervisor who is appointed with the
agreement of the major professor. The major professor can visit the student
to supervise this work and discuss it with his local counterpart. After
completion ot his research work, the trainee goes back to his foreign
university for a semester to defend his dissertation and complete any
remaining course work. The placement of the trainees in foreign universities
is arranged by the Food and Agriculture Organization of the UN (FAQO) on
behalf of PARC.
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The Training Directorate monitors and evaluates the progress of cach
trainee in consultation with the  Director. National Coordinator, and
Member. A close link is maintained directly with the trainee and through
FAQO. Almost 200 persons have been sponsored so far by PARC for training
leading to graduate degrees at overseas universities (Table 8).

Almost the total financial support to Pakistan for this overseas training
nas come through projects funded by the TS Agencey for Tnternational
Development (USATD). International Development Association (1DA). and
other international donors. The investment in manpower development so far
has been to the tune of 70 million Pakistan rupees (USS4.3 million).

Intand training. Studving in foreign universities is extremely useful and
necessary, but training in national aniversities and centers of higher learning
also is important. The Council s, therefore. encouraging more persons to
pursue their postgraduate ctudies at national universities. especially in those
fields which have strong national faculties and the necessary facilitics
to impart quality training. Inoreeent yeans more than 100 persons have
been awarded scholarships by PARC for degree progriams in national
universities (Table V).

To enhance training at the doctoral fevels PARC is ssisting the
agricultural universities in the training of 135 persons for PhDs in fields and
disciplines 1o be mutually agreed upon. PARC o provides deserving
students doing postgraduite programs with operating costs for their thesis
research on topies relevant (o national priorities.

Training for less developed areas. Another important step taken by
PARC s the introduction of an undergraduate progrim for agricultural
cducation for the Tess developed arcas ot the country. The candidates are
wleeted through open competition for undergraduate training leading to their
first degree in agricubture. veterinany - medicine. engineering. animal
husbandry or forestry . The program will goa long way in creating manpower
that is much needed for the developmental activities in these arcas,

Table 8. Overseas pastgraduate training sponsared by PARC.

Foreign training

Division e i e
MSc PhD Diploma
Crop Sciences 58 50 1
Animal sciences 22 12 0
Natural resources 1" 9 1
Social sciences 12 5 1

Totals 103 76 3
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Table 9. In-cc.intry postgraduate training sponsored by PARC.

In-country training

Division
BSc MSc PhD
Crop sciences 13 2 1
Animal sciences 0 39 0
Natural resources 0 13 0
Social sciences 0 9 0
Totals 13 93 1

Short-term training, Short-term nondegree training is available to PARC
ander its foreign aid projects besides those offered by foreign governments,
international agencies. and institutions with which the Council has estabhshed
technical and scientific collaboration like the International Center for Maize
and” Wheat Improvement (CINMYT). the International Rice  Rescarch
Institute (IRR1). the International Center for Agricultaral Rescarch in the
Dry Areas (ICARDA). and the International Crops Research Institate for
the Semi-Arid Tropies (ICRISAT). These centers have provided some of the
best training to our scientists in wheat. rice. maize. oilseeds and pulses. While
mid-level rescarchers are sent abroad for short-term training, the senior-level
scientists are eaposed o international workshops. seminars and study tours
abroad in which they develop tfritful contacts and share expericnces on the
Ltest innovations in agriculture. PARC has been sendmg an average of more
than 60 scientists abroad annually from all over the country to international
workshops and seminars. A total of 202 persons have tiken partin short-term
training abroad. of whom 169 were in crop sciences. IS inanimal scienees, 8
i natural resourees. wnd 10 i social scienee.

In-service training. PARC recently established Fraimng Institute
NARC 1o provide theoretical as well as practical training to scientists in
selected arcas such as crop production. weed  control, hiotechnology
integrated pest management. dryland farming. and farm machinery. These
courses of short duration are developed by national coordinators o give
classroominstruction. group  discussions. and Liborawtory and - ield
experiments. Some ot these courses are organized in colliaboration w. o the
mternational agricultural rescarch centers and other donor agencies with
eminent national and international experts as instructors., Fifty-five courses
were otfered by the Training Institute over the past three vears (Tuble 10y,

Summer trainces. Another scheme is in the otfing to have students who
have completed the first year of their MSC program in agricultural scienee to
work during the two months of sinmer vaction on rescareh projects at the
NARCTtis contemplated that o bateh od 23 1030 students will be collected
for the first vear. Each student will be assigned 1o a research program ander


http:proie.ct

PAKISTAN 119

the supervision of a National Coordinator. The traince will be required to
submit a report within two weeks after the completion of his internship.
During the July-August period of the internship the trainee will be paid Rs.
1000 per month (US$61.50) plus Rs. 200 (US$12.30) for travel. They will be
lodged free of charge at the NARC hostel.

Pre-service training. PARC soon will introduce a regular pre-service
training program. The details are being finalized. The first course for about 20
trainees will start in September this year and continue for 10 to 12 months.

Salary and Fringe Benefits

Although PARC is an awtonemous body. its salary structure is linked
with the National Pay Scales. Therefore it is difficult to attract and retain
talented persons for research positions. Many organizations. particularly in
the private sector, offer much better salary and fringe benefit packages to
agricultural graduates. The PARC has made a strong proposal for a better
pay package. qualification pay. and rescarch allowances. This is under
consideration by the Government.

Under the present operating rules. PARC provides certain incentives to
attract talent and retain these persons in the system. These incentives include
advance inerements at the entry point. subsidized housing, transport, and
medical facilities. The scientists are encouraged to strive for outstanding
performance through grants of honoraria and merit awards. Authors of
quality research articles are awarded Rs. 200 (USS 12.30) for cach paper
published in the PARC Research Journal. 1t may be worthwhile to mention
that the President of Pakistan has instituted the Dr. Borlaug Medal for
Agricultural Rescarch to be conferred on a Pakistani scientist making a
notable achicvement in the field of agricultural science. The medal is
accompanicd by a cash grant of such size as may be determined by the
President upon the recommendation of a selection committee.

The pay. allowances and other perquisites admissible to - various
categories of scientists at the entry point are given in Table 11

Table 10. Courses offered by Training Institute, NARC, 1983-85

Number of Participants
Year courses _
Federal Provincial Total
1983 12 96 366 462
1984 21 241 249 490

1985 22 687 262 949
Totals 55 1024 877 1901
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Table 11. Salary and related benefits of agricultural scientists at entry paint.

Grade

BPS-17 BPS-18 BPS-19  BPS-20

Base pay Rs. 1600 Rs. 2100 Rs. 3200 Rs. 3800
House rent (@ 45% of base 720 945 1440 1710
Indexation 203 210 320 380
Conveyance allowance 150 150 150 150
Totals Rs. 2673 Rs. 3405 Rs. 5110 Rs. 6040
Medical Rs. 3150 Rs. 4140 Rs. 4140 Rs. 4140
Housing subsidy
Unmarried officers Rs. 1632 Rs. 1725 Rs. 1725 Rs. 1725
Married officers Rs. 2200 Rs. 2200 Rs. 3000 Rs. 375C

PARC has established a set of eriteria for granting advance increments
for its personnel which are described in Table 12,

Carcer Planning

A system ol career planning and development has been prepared by
PARC. The young scientists are inducted into the Talent Pool :ind assigned to
work with a netionally coordinated program. Their work is evaluated
regularly by the National Coordinator and the concerned Momber, and
reported to the Chairman of PARC. A scientist can be promoted to the next
higher grade within a period of five years depending upon his performance. A
scientist in the Talent Pool has a chance for moving up in his dicld of
specialization to a position in the highest grade. The conditions for promotion
to various scientific positions are indicated in Table 13.

Table 12. Criteria for granting advance increments.

Senior Scientific

Scientific Officer Officer
Throughout first class up 3 advance increments 2 increments
to MSc (if not PhD)
3 first classes up to MSc 2 advance increments 1 increment
(if not PhD)
First class in MSc only 1 advance increment No requirement
Postgraduate teaching and 1 increment for each completed year with

research experience maximum of 3 increments

—_

Postgraduate teaching and research increment for every 2 completed years with
experience between MSc and PhD maximum of 3 increments

—_

Post-doctoral teaching and research increment for each completed year

experience

—_

Experience of scientific increment for every 2 years of experience

administration
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Table 13. Conditions for promotion of scientific personnel in PARC.

Post Research experience Publications
Senior Scientific Officer 5 years with 2 years at a 3
hardship station
Principal Scientific Officer 7 years as SSO 7
or
12 years as SO
Chief Scientific Officer 5 years as PSO 10
or

17 years as SO and SSO

Although PARC is still building up its own manpower. it has not put an
embargo on scientists to prevant them from applying for jobs elsewhere. A
system has been established under which scieniists in various categories may
apply for jobs in non-PARC 'nstitutions twice a year.

As stated carlier. training is intimately linked with career development.
The voung scientists in the Talen® Pool, after having done 2 1o 3 years initial
training under a national coordingted program, are entitled to training abroad
depending on their performance. Their knowledge is kept up-to-date through
in-service training at NARC and abroad. This gives them the skills needed for
pertorming tasks requiring progressively higher responsibilities. The senior
scientists are provided maximum: opportunities for participition in inter-
national seminars. workshops and study tours, and also post-doctoral work at
centers of exeellence in other countries.

Manpower Planning

Manpower planning has an importan' bearing upon the agricultural
rescarch potential but in the past was given no attention. This resulted in an
overall shortage of trained manpower and created gaps and imbalances in
various sub-sectors of agriculture. Training programs were prepared onan ad
hoe basis to use the funds provided under biliteral programs. Training needs
and the role of agricultural universities in mecting such needs were not
determined in the context of national priorities. There was no systematic
collation of manpower statistics exeept for occasional ad hoe surveys. A
serious effort was made last vear to colleet manpower statistics and to review
the past trends in national agricultural rescarch. This was done in collabora-
tion with an FAO team of experts which assisted PARC in formulating a
National Agricultural Rescarch Plan It is estimated that to achieve the
proposed expansion in manpower, the number of scientists should be raised
10 5575 in 1988-89 from the 3432 level of 1983-84. This estimate is based
on the present level of staff at post or sanctioned and the likely expansion in
line with the financial provisions in the Sixth Five Year Plan. The growth in
the number of scientists in the future years also takes into consideration an
annual SC7 rate of retirements and resignations.



122 COUNTRY PAPERS

The salient points in the National Agricultural Rescarch Plan concerning
manpower recruitment and training are as follows:

I. There has been an improvement in the manpower position since
1980-81. The deterioration in manpower levels between 1977-78 and
1980~81 has been reversed.

2. There has been a steady improvement in the qualifications of the staff
in post. Recruitment to the PARC Taleni Pool is behind sehedule due to a
lack of suitable candidates.

3. There has been exeeptional growth in the number of sanctioned
posts in the last three years. The annual growth rate has been 13,76
compared to 10.0% for posts filled. As a result, the proportion of vacancices
has increased.

4. Baluchistan, Sind and the North West Frontier Provinee require
assistance in - their manpower development.

5. Overall growth of scicnce manpower for the next five vears will be
determined by the tinancial resources provided by the Federal Government.
The Sixth Five Year Plan indicates that an expansion of around 1077 will be
needed to meet commitments. Such an expansion should increase the number
of scientists in position from 3431 in 1983-84 10 5375 in 1U8S-8Y,

6. The universities will steadily expand the supply of science rraduates
through 1990. The number of agricultural science postgraduates appears to be
on the low side. The total of 328 MScs and PhDs in 1983 is expected to rise to
1067 in 1990. This is not great enough to supply the demand for extension.
rescarch. Agricultural Development Bank, and the private sector. The
agricultural sector should recruit more widely in the basic sciences and
provide. if necessary., conversion courses to agricultural science. In addition,
conditions of employment in the provincial governments need to be adjusted
to accommodate these graduates.

7. PARC and the provincial governments need to work out a plan for
e eelerated recruitment of high-level manpower in order to provide the future
nianagement expertise required in agricultural science.

The awareness of computer use has been growing in Pakistan for about
two decades. Many organizations are now using this technology. particularly
microcomputers. PARC recently set up a Computer Section with 2]
computers in use, including: one aiM-16-1MB, one aiM-86-MB RAM. one
IBM-PC-AT-512 KB RAM, two IBM-PC-128 K8 RAM, four Wang PC-512
KB RAM, and twelve Apple 1 and 111-128 KB RAM.

However, there is a general lack of trained professionals available in this
ficld. At present the section is manned by a small group of trained persons
comprising two systems analysts, two programmers. one junior executive,
and four keypunch operators.
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The computer program in PARC is still in its formative stages.
Nevertheless. there is great potential for this technology to e increasingly
used in rescarch management and training. A modest beginning has already
been made. The following software and applications of the computers are
being used: payroll accounting system for PARC. personnel information
system, agricultural statistical data hank. CRISP (Current Rescarch Informa-
tion Svstem for Pakistan). experimental design for statistical analyses, fibran
svstem. AGRIS. CARIS, MSTAT. Word tar. and farm management.



Current Status and Activities in Human
Resources Management of the Department
of Agriculture, Thailand

ANAN VAITANATANGUM

Chief of Training and Transfer Technology Office
Department of Agriculnre
Ministry of Agriculiure and Cooperatives
Thailund

Although Thailand has achieved advances in industrialization. agri-
culture is still the dominant sector in the economice structure of the country,
During 1973-77 the agricultural sector accounted for approximately 307 of
the gross domestic production while mutacturing and trade contributed
only about I8¢ cach. Agriculture accounts for more than 70¢¢ of the people
employed. In 1979, crops accounted for about 64 of the total export
carnings. Clearly. crop exports pm\ldg the major source of foreign exchange
needed for the manufacturing sector in Thaitand,

Development of the agricultural sector is the responsibility of the
Ministry of Agriculture and Cooperatives. One of the major development
programs for agriculture is in the field of rescearch. The Ministry has assigned
the Department of Agriculture (DOA) the responsibility to carry out most of
the research refated to national agricultural production. although agricultural
rescarch is carried out by several governmental agencies. The DOA s
involved in a broad range of basic and technical service rescarch including
plant breeding, agricultural chemistry. agricultural engineering. soil and plant
nutrition. plant protection. farming systems. and sericulture. Responsibilitics
for some specific commodities have been delegated or assumed by other
ministrics. departments and agencies.

The POA was last reorganized in 1972 when it was merged with the rice
department. Extension activities were separated to form the Department of
Agricultural Extension.

The shift from expansion of the cultivated arcas to a4 more intensive and
diversified rainfed agriculture has made the government aware of the need 1o
expand and strengthen its agricaltural research programs. As a first step, the
Government has reorganized and decentralized its crop production rescarch
under DOA. The Government has asked The World Bank for financial
assistance to support its projects and the acquisition of facilities. The project
is called the National Agricultural Research Project (NARP). The toan
program was designed to begin in 1978, The entire project was divided into
six years for physical development of civil works and othes facilities. and cight
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Figure 1

Organization of the Department of Agriculture, Thailand.
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Figure 2
Position Classifications of Department of Agriculture Personnel at Central and Provincial Centers.
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Academic Qualifications of Department of Agriculture Personnel at Central and Provincial Centers.
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years for staff development (from March 1981 to February 1987). To meet the
objectives of NARP. DOA has adopted a1 new multidisciplinary rescarch
structure consisting of six institutes and 19 national rescarch centers
(Figure 1).

The two objectives of the project are:

® To strengthen the capacity and capability of DOA to implement the
National Agricultural Program.

® To provide relevant technology through crop farming systems which
will be disseminated by the agricultural extension services to the farmers.

The project secks to achieve these objectives by providing staff
fellowships, consultants, facilities, equipment, materials and supplies in
supporting the DOA research operations.

DOA now has three Deputy Directors General with direct responsibility
for rescarch, technical services. and administrative services.

In line with the manpower development (see Figures 2. 3 and 4), the
implementation of the program includes:

. The creation of approximately 580 additional agricultural research
posts.

2. Anincrease in the DOA's administirative and support capabilities at
both the headquarters and the research centers.

3. Upgrading the qualifications of DOA staff through departmental
training programs and fellowships.

The Australian support to the NARP has contributed most of the
rescarch and training for DOA staff. This training program gives particular
attention to overscas MS degrees. A combined cause work research project
or masters is being offered at the University of Western Australia, aimed at
meeting the special needs of the DOA students. The goal is to achieve
relevance in training and maintaining high academic standards so as to
produce independent scientists who will be able to identify and solve farmers’
problems which are amenable to research. Their thesis projects will be based
on ficld experimentation with tropical crops. often with cooperative access to
the regional rescarch resources of the Western Australia Department of
Agriculture. With the Australian postgraduate training, particular attention
also will be given to the DOA students’ English proficiency and cultural
adjustment. This is to assist those students drawn from the many DOA ficld
stations where there is little or no opportunity for practice of the English
language. Some PhD fellowships will be offered in Australia and Thailand.
particularly at Kasetsart University. Scholarships for masters degrees within
Thailand will be offered in @ number of universities. Candidates for
postgraduate fellowships are selected from existing staff members who agree
to aceept assignments at ficld stations. New employees serve about one year
with. DOA  before becoming cligible for a postgraduate fellowship.
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Candidates need a BSc to gualify for an MSc fellowship and an MSc to qualify
for a PhD fellowship.

Additional scholarships are being oftered for DOA field staft who work
as assistants at different research stations. One group will be for bachelors
degrees and another for diplomas at agricultural institutes and colleges
located throughout Thailand.

Short-term fellowships are also available so DOA scientists can under-
take special training on projects cither within the region or overseas. A niajor
projecto be undertaken in the initial years is training of directors of rescarch
for the regional centers. Training for other directors of institutes and
technical divisions s also arranged. The fellowships schedule is shown
in Table 1.

The Personnel Department Sub-Division of the Personnel Division has
responsibility for the DOA training program. It conducts in-service training
courses and inducts new emplovees into the Department of Agriculture.
While providing training officers to conduct the courses, it also arranges for
guest lectures from within the Department and maintains liaison with other
government organizations which operate training seminars.

In summary, the Department of Agriculture, operating under the
NARP. s taking all possible means to solve the statf shortage within the
regional rescarch centers. These measures are:

o Double increments as an incentive for statf posted outside Bangkok.

® Providing necessary non-salary benefits.

e Promotion of improved relationships and cooperation between the
central rescarch offices and the provincial centers.

® Assisting on research planning and management.

e Recruitment of new research staft members



Figure 4

Position Classifications and Academic Qualifications of Department of Agriculture Personnel
at Central and Provincial Centers, February 1986.
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Table 1. Fellowships schedule arranged by the Australian contribution to the National Agricultural Research Project.

ONVIHIVHL

1982 1983 1984 1985 1986 1987 1988 Total
Research divisions:
PhD overseas/joint 3 2 4 7 6 6 0 28
MSc overseas/joint 8 10 9 9 13 10 10 69
MSc in-country 7 5 6 1 14 12 0 55
BSc in-country 10 9 1 6 0 0 44
Dip in-country 13 17 18 17 23 20 20 128
Total a1 42 46 55 62 48 30 324
Administrative Service Division:
PhD overseas 1 1 0 2
MSc in-country 1 0 0 1
MA in-country 3 2 0
BA in-country 9 8 0 17
Dip in-country 4 0 4] 4
Total 18 1 0 29

Total fellowships 353

el
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Kamat Uddin Ahmad
Bangladesh Agricultural Rescarch Council
Farm Gate, Dhaka-15, Bangladesh

Akhter Ahmed

Bangladesh Agricuttural Research Council
Farm Gate. Dhaka-15, Bangladesh
Mahbub Ahmed

Bangladesh Agricultural Research Council
Farm Gate, Dhaka-15, Bangladesh

Nasir Uddin Alned

Bangladesh Agricultural Research Council
Farm Gite, Dhaka-15, Bangladesh
Ekramul Ahsan

Bangladesh Agricultural Research Council
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Bangladesh Rice Rescarch Institute
Jovdebpur, Dhaka. Bangladesh
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Banghidesh Agricultural University
Mynmensingh. Bangladesh
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Bungladesh Agricultural Research Council
Farm Gate, Dhaka-13. Bangladesh

Md. Yasin Al

Sugarcane Research and Training Institute
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Department of Agnculture

Ministry of Agriculture and Cooperatives
Bangkhen, Bangkoh 10900, Thailand
Charles Bailey

The Ford Foundation
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Dhaka, Bangladesh
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Bangladesh Livestock Research Institute
Savar, Dhaka, Bangladesh
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Canadian International Development
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Winrock International Institute for
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Farm Gate, Dhaka-15. Bangladesh
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Food and Agriculture Organization
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Winrock International Institute for
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Farm Gate, Dhaka-15. Bangladesh
Brook A. Greene

Winrock International Institute tor
Agricultural Development

Farm Gate, Dhaka-15. Bangladesh
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Bangladesh Agricultural Rescarch Council
Farm Gate. Dhaka-15, Bangladesh
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Bangladesh Agricultural University
Mymensingh. Bangladesh

ANM. Shamsul Huda
Department of Agricultural Extension
Khamarbari, Dhaka-15, Bangladesh

Zeban Nahar Huy
Bangladesh Agricultural Research Institute
Joydebpur, Dhaka, Bangladesh

Ahmed Hussain
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Farm Gate. Dhaka-15. Bangladesh

Theodore Hutcheroft

Winrock International Institute for
Agricultural Development

Farm Gate, Dhaka-15, Bangladesh
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Bangludesh Agricultural Research Institute
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Md. Monirul Islam

Bangladesh Agricultural University
Mymensingh, Bangladesh

Shahidud Islam

Department of Agricultural Extension
Khamarbari, Dhaka-15, Bangladesh
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T.M. Tajul Islam

130 H.K. Das Road

Dhaka-1, Bangladesh

Mirza Abdul Jalil

Bangladesh Agricultural Research Council
Farm Gate, Dhaka-15, Bangladesh

Md. Ashraf Ali Khan

Bangladesh Agricultural University
Mymensingh, Bangladesh

Mrs. Mahbuba Khanam

Bangladesh Agricultural Research Council
Farm Gate, Dhaka-15. Bangladesh
Walter Kock

The World Bank

P.O. Box 97

Dhaka, Bangladesh
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Farm Gate, Dhaka-15, Bangladesh
Ahmad Shafri Man

Malaysian Agricultural Research and
Development Institute
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M.M. Mia

Bangladesh Institute of Nuclzar Agriculture
Mymensingh. Bangladesh

A Colin McClung

Winrock International Institute for
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P.O. Box 1172, Nana Post Office
Bangkok 10112, Thailand
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Winrock International Institute tor
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International Service for National
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2509 AJ The Hague. Netherlands
Namgey Nidup

Ministry of Agriculture and Forestry
P.O. Box 119

Thimpu, Bhutan

Alexander von der Osten
International Service for National
Agricultural Rescarch

P.O. Box 97335

2509 A) The Huague. Netherlands
“adab Deb Pant

Department of Food and Agriculture
Marketing Scrvices

Ministry of Agriculture

Lalitpur, Kathmandu, Nepal
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H. Patrick Peterson
U.S. Agency for International Development
American Embassy, Dhaka, Bangladesh

Abdul Quasem

Regional Agricultural Rescarch Station
Bangladesh Agricultural Research Institute
Hathazari, Chittagong, Bangladesh
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Bangladesh Agricultural Research Council
Farm Gate, Dhaka-15, Bangladesh
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Dhaka-15. Bangladesh
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Sher-e-Bangla Nagar, Dhaka. Bangladesh
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Bangladesh Agricultural Research Institute
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Bangladesh Agricultural University
Mymensingh. Bangladesh

Mostafizur Ralman

Soil Resouree Development Institute
Farm Gate, Dhaka-13, Bangladesh

K.V, Raman

National Academy of Agricultural Research
Management

Hyderabad 500030, Andhra cradesh, India

Ralph 11. Retzlaf)

Winrock International Institute for
Agricultural Development

P.O. Box 290

Bogor 16151, Indonesia

Gerard Rixhon

Winrock International Institute for
Agricultural Development

P.O. Box 1172, Nana Post Office
Bangkok 10112, Thailand

ML Rizvi

Pakistan Agricultural Rescarch Council
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The Inaugural Address for the Workshop was given by the Minister for Agriculure of
Bangladesh, Major General M.A. Munim (left). The Welcome Address was presented by
Dr. Ekramul Ahsan. Chairman of BARC (center). Mr. S.A. Mahmood, Sceretary, Ministry of
Agriculture. presided over the opening session.

Photographs by Sarkar Sallubuddin, Scientific Officer, NALDOC/BARC.

Front row: Yadab Deb Pant. Nepal; Namgey Nidup, Bhutan; Anan Vattanatangum, Thailand;
David M. Daugherty, Winrock/BARC; AK.M. Aminul Haque, BAU: Ekramul Ahsan, BARC;
Alexander von der Osten, JSNAR:S. DL Chaudburi, Consultant; K.V Raman, India; and M. 11
Rizvi. Pasistan. Sccond row: ML Min, BINA; Ahmad Shalri Man, Malaysia; A.N.M. Shamsul
Huda. DAE; Abu Yousutt, BARE Md. Abceed Hossain Chowdhury, BARI Salena Begum,
BARC: Abdul Mannan Chowdhury, BARC; MM Rahman, BARL M.S.U. Chowdhury,
BARC: Shamsul Alam, BRRI: Kamal Uddin Ahmad, BARC; MLA. Quddus, BARC; Md. Yausin
Ali, SRTE: M. Monirud Ilamy, BAU: M. Hazet Aliy BAU; Mafizur Rahman Bhuiya, BLRI;
Abdul Quasem, BARL Mrs. Maht i Khanam, BARC; and Mahbub Ahmed, BARC. Third
row: Theodore Tutcheroft, Winrock? BARC: Akhter Ahmed, BARC: Md. Amecrul Islam,
BARI: Kevin A. Rushing, USAID; Nasir Uddin Ahmed, BARC: Ralph 1. Rewzlaff, Winrock/
AARD: Ahmed Hussain, BARC: Byron T Mook, ISNAR: Alan Thomas, World Bank/BARC,
Douglas Clements. C/DA; Md. Habibur Rahman, BARI G Gill, Winrock! BARC: Quazi Md.
Fazlur Rahim, Consultant; and Gerard Rixhon, WenrockiAsia Regional Office.
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the  Kevnote Address  was
given by D Eknunul Ahsan.,
Chirrman of BARC. e also
presented a0 nagor - paper
deseribing some of the future
directions e the management
ob human resourees  within
the  Baneladesh  aencultunal
reseiarch system

Distinguished gaests trom government. international wgencies. and the research sistem took part
i the Tnangural Session ot the Workshop along with patticipants of Bhutan, Indii, Malavs,

Nepal, Pakistan, Thawland and Bangladesh.
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Mr. M.H. Rizvi (left), Secretary of the Pakistan Agricultural Research Council, presented a
point during discussion of one of the country papers. Seated next to him were (left to right) Dr.
Shamsul Alam. Dircctor (Administration), BRRI; Mr. Alexander von der Osten. Director
Generald ISNAR: and Dr. Ekramul Ahsan, Chairman, BARC.

Papers were presented on the plans in human resources management of two of the Workshop co-
sponsors. Mr. Alexander von der Osten (left), Director General, spoke of new opportunities for
the International Service for National Agricultural Research, and Dr. A, Colin McClung,
Regional Representative, Asia, deseribed the program framework of the new Winrock
International Institute for Agricultural Development.
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numagement process in Indonesiie Mo Alin Thomas, World Bank BARC, presented the
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a computer resource person o the workimg group. A member ol this group was My MUA
Quddus, Member-Director (Planning and Eyvaluation), BARC.

S

e
el

Wi
[ it




Appendix 11

International Workshop on
Management of Human Resources in
Agricultural Rescarch

Program

Monday, March 3

9:00 am Inaugural Session. Auditorium.
Welcome — Dr. Ekramul Ahsan, Chairman-in-Charge, Bangladesh
Agricultural Rescarch Council,

Inaugural  Address — Major General M.A. Munim, Minister (or
Agriculture.

Chairman's Address — Mr. S.A. Mahmood, Sceretary, Ministry of
Agriculture.
10:00 am Tea Break.

10:30 am Plenary Session . Conference Room.
Chairman — Dr. $.D. Chaudhuri.
Remarks — Mr. Alexander von der Osten, Director General, Inter-
national Service for National Agricultural Rescarch,
Remarks — Dr. AL Colin McClung, Regional Representative, Asia,
Winrock International Institute for Agricultural Development.

Kevnote  Address —  Dr. Ekramul - Ahsan,  Chairman-in-Charge,
Bangladesh Agricultural Rescarch Council.
12:30 pm Lunch.
2:00 pm Plenary Session 1. Conference Room.

Chairman — Dr. ALK.M. Aminul Haque, Viee Chaneellor, Bangladesh
Agricultural University.

Human Resources Planning for National  Agricultural  Rescarch: A
Management Excrcise Based on Data from Thailand — Dr. Byron T.
Mook, Senior Rescarch Officer, International Service for National
Agricultural Rescarch.
6:30 pm Dinner. South Ballroom, Dhaka Sheratea Hotel

Hosted by International Service Tor National Agricultural Rescarch and
Winrock [aternational Institute for Agricultural Development.
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Tuesday, March 4

8:30 am Official Photograph. Front entrance.
9:00 am Plenary Session 11, Conference Room,
Chairman — Dr. M.M. Rahman, Dircctor General, Bangladesh

Agricultural Research Institute,
Reports of the Management of Human Resources in National Agricultural
Research Systems.
Pakistan — Mr. M.H. Rizvi, Secretary, Pakistan Agricultural Rescarch
Council.

Malaysia — Mr. Ahmad Shafri bin Man, Deputy Director General
(Administration), Maluaysian Agricultural Research and Develop-
ment Institute.

Manpower Planning and Development: Relationship to Work Planning —
Mr. Alan Thomas, Training Specialist, World Bank.

Introduction to the BARC Data Base on Agricultural Research Manpower
— Mr. Akhter Ahmed. Senior Scientific Officer, Bangladesh
Agricultural Research Council,
10:45 am Tea Break.
11:15 am Working Group Session 1. Auditorium.
12:30 pm Lunch.

2:0 pm Plenary Session 1V, Conference Room.

Chairman — Mr. Shahidul Islam. Dircctor General, Department of
Agriculture Extension. Ministry of Agriculture,

Reports of the Management of Human Resources in National Agriculiural
Rescarch Systems.

India — Dr. K. V. Raman, Director, National Academy of Agricultural
Rescuarch Management.

Bhutan — Mr. Namgey Nidup, Officiating Deputy Secretary, Ministry of
Agriculture and Forestry.

Using a Microcomputer for Managing Training Programs: Lessons from
AARD Indonesta — Dr. Ralph H. Retzlaff. Project Supervisor/
Training  Coordinator,  Winrock  International  Institute  for
Agricultural Development. Bogor, Indonesia,

3:45 pm Tea Break.
4:00 pm Working Group Ses<ion 11 Auditorium.

Using a Miczocomputer for Planning Recruitment and Training: An
Exercise Based on Data from the Bangladesh Rice Research Institute
— Dr. Byron V. Mook, Senior Rescarch Officer, International Service
for National A ricultural Rescarch.

7:00 pm Dinner, Bullroom. Purban. Hotel.
Hosted by Bungladesh Agricultural Rescarch Council.
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9:00 am Plenary Session V. Conference Room,

Chairman — Dr. Ayubur Rahman, Director General, Bangladesh Jute
Research Institute.
Rports on the Management of Human Resources in National Agricultural
Rescarch Systems.
Thailand — Mr. Anan Vattanatangum. Chiel of Training and Transfer
Technology Office. Department of Agriculture.
Nepal — Mr. Yadab Deb Pant. Agricultural Economist, Department of
Food and Agriculture Marketing Service, Ministry of Agriculture.
Future Directions in Management of Human Resources Within the
Bangladesh Agricultural Research System — Dr. Ekramul Ahsan,
Chairman-in-Charge, Bangladesh Agricultural Rescarch Council.
10:30 am Fea Break.
11:00 am Working Group Session I Auditorium,
Preparation of Recommendations Regarding the Management of Human
Resources tor Agricultural Rescarch in Bangladesh.
12:30 pm Lunch.
2:00 pm Closing Session. Conference Room,
Chairman — Dr. S, D. Chaudhuri.
Reports of the Working Groups.

Discussion of the Working Group Reports — Dr. Ekramul Ahsan,
Chairman-in-Charge, Bangladesh Agricultural Research Council; and
Mr. Ahmad Shafri bin Man, Deputy Director General (Administra-
tion), Malaysian Agricultural Research and Development Institute.

Concluding Remarks.
Dr. Byron T. Mook, Senior Research Officer. International Service for
National Agricultural Rescarch.
Dr. David M. Daugherty. Project Supervisor: Adviser, Winrock Inter-
national Institute for Agricultural Development.

Dr. Ekramul Ahsan. Chairman-in-Charge. Bangladesh Agricultural
Research Council.



