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WELCOME ADDRESS

A. vonder Osten

Avcordial weleome o ISNAR. Tam delighted to greet
you this morning and to open our workshopon
“hproving Agvicultural Rescareh Organizations and

Management: Iimplications for the Future™,

My colleagues and Thave inigh expectations reganding
the outcome of this event. We count on vou, onyour
prrticipation. on sout discassion and on your guidance
o the future evaluation of o program. We consider

this to be vour meeting,

Letme remind us bnielly of the purpose of this workshop:

Lo toshare your expetiences on management issues with
vour colteawnes rom other regions and countries. We

shall histen:

2. toreview witlns ISNAR joint progress (or the bk
thereol} on common issues and projects. We hope for

acritical assessment;

3. widendfy priority areas for future collaboration;

4 toidentify topies in which additional research is
needed. This could lead us 1o an agenda for future
work.

I need not comment on the agenda. The three main
topics on our schedule for this week represent issues

common toall of us. They are important to any system,

The program for our workshop ~ in particular the
timetable - is meant to he indicative. It should serve as a
framework, allowing flexibility, rather than a
straightjacket. Letus adjust the length of individual

sessions in accordance with needs for discussion.,

Let me end this brielwelcome by thanking vou for
having comic o ISNAR to work with us durine this week
We know how busy your schedule is, and we appreciate
the time you dedicate to this event. Tlook forward 1o
lively discussions and 1o a productive nieeting.
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IMPROVING AGRICULTURAL RESEARCH ORGANIZATION
AND MANAGEMENT:
IMPLICATIONS FOR THE FUTURE

A.von der Osten

RECENT DEVELOPMENTS AT ISNAR

The hev event durine the List vear learly was ISNAR's
firstextermad review. It constitutes 1 milestone in the
voung history of ISNAR. The particular significance of
this eventis due to the “sunset-clanse”™ which ISNAR
had s constitution, This clause called for a review
alter adive-vear tial period and adecision by the
COGIAR o the continuation of INNAR after that period.

The review was thoroach. The outcome was i certificate
ol good health, Tn Mav this vear, the CGIAR formally
acceptad the seview reports. T decided 1o continue
ISNAR cnd o acceptitas w full-ledged member of the
COGIAR svstem.

Forus at ISNAR. this decision has nnportant
implications. 1t defines the setting in which we shall
workitdelines ISNAR's place tn the global context, and
itdeternimes the need to plan for the next phase in

[SNAR'S lie.

We consider that the decision to endorse ISNAR reflects

two important tends,

Fovetlects a groning recognition in the donor community
that strong national research capacities are the kev to
successin che global batde against poverty and hunger.
Onlv with strong capacitios at the nationa level will
rescarch etforts elseswhere be successtul, And it reflects
the convietion that aospecitic instication-huilding effort,
dirceted at the steengthening of national agricultural
rescarch svstems {NARS ) is aieeded in the CGIAR.

THE ISNAR STRATEGY

Acommentabont strategic plaming. The need to plan is
ohvious. Our planning effort was greatly stimulated and
assisted by the review, ISNAR was fortunate in having

an outstanding panel with lots of vision. It provided
excellent advice and guidance.

In presenting the ISNAR strategy, Tshall focus on three
broad arcas:

= the profile of the institution;

= the ISNAR program;

= ISNAR's management structure.

THE PROFILE OF ISNAR AS AN
INSTITUTION OF THE CGIAR

We have defined the goal of ISNAR as follows:

"o assist developing countries o improve the
cffectiveness and efliciency of their agricultural research
systems through enhanced capacity in the arcas of
research policy, organization, and management”,

We have deseribed the institution witt, the help of seven
salient institntional characteristics:

. Clarity of focus. We concentrate our effort on three
clearly defined areas: research policy, organization,
and me nisement.

2. Multidimensional approach. Our approach in dealing
with these three areas integrates knowledge and
expertise from three different fields: the organizational
and management sciences, agricultural research, and
developing countries.

3. Research-hased service. ISNAR is essentially a service
organization dedicated to institution building. We
made ita rescarch-based service. Our research effort
supports and backstops our advisory service and our
training program. Ierepresents a systematic effort at
expanding the knowledge base ard at developing the
appropriate management coneepts and tools tha
NARS require.


http:tlllill.tl

Ao it perspective ISNAR S dedicated o the concept of
systenn buibding. Feempiovs wholistic approach in

working o strenuthen NARS.

5. Andependence. e sty o anindependent center,
supported by the CGLAR, allows ISNAR w oller
unhiased, objecov e advice Wesee onreeleg, as n
paatner of NARS snd v sty clear of undue

external influences

b Worldarde mandate. ISN AR has acglobal mandate. and
itopetates inder the prineiple of universality of
access. s wervives e potentially available o any
developing connny vequesting collaboration tsubjeet
toresonrce asaalabilin and o priorin

considerations

7o Nersiee to e eluteng ot ISNAR'S services an

Innited wordeselopnig conntries.

GUIDING PRINCIPLES

Lies collaboration with NARS, ISNAR is guided by six
operating principles: They define om approach to
responding torequests for collaboration and to working

with countries,

v Lartnenshap ceith NARS TSN AR sees itself as a partner
0 NARS Ttsupports developing countries in their
system-huilding eflors, National commitment is
essential. NARS must initiate the collaborative
process. Al planning is done joindy, on a partnership

basis,

Flexible vepome to NARS ' needs. Needs and demands of
NARS dilter widely

ol institutional development. In response to these

(3

S accordance with their levels

needs ISNAR mustotter i wide range of products
and services. These vary from full dlong-term)
assistance i the case ol ess-developed systems. to the
provision of pointed advice tand training) on specitic

subjects in the case of more advinced systems,

Similandy Alesibility in tesponse is needed over time,
Svstem butlding is a long-term process. Inour
collaboration with any given countr . periods of

tensive interaction will v,

3o Regional halance 10 essential Tor ISNAR o work in all
four o the worlds developing regions. Fhis is not onl
animplication of its mandate, but also ac important
efficiency consideration. INSNAR is 10 perform its
functions etfectively and offer televant advice, it musi

build up its knowledue base on rescarch peliey,

organization, and managementissues across all
regions. Tomustamalyze and syinthesize the wide
range of experiences of NARS in order 1o distill
knowledge and concepts for transter across regions

and countries.

Ao Priorite-dvicen respoe ISNAR's approach is priority
driven, notdemand driven. We use a set of priority
indicators to ensure that scaree resonrces are wsed for
nuximum benetit and tpact inaoway that reflects
the needs of NARS. These priorides are disacssed in

torums such s this meeting,

5 Adeisory vole, ISNAR's key function is that of an
adviser to NARS, Ty will not assaime direct
management responsibility in e fanctions, or
provide long-term technical assistaece as a substitute
for weak systems, Towill assist countres, on a long
term basis, in their eflorts o stenathen the
orgamzational and management capacity of their

rescarch Svstems,

6. Cutalvticrole. Vo extend its collaboration beyond the
limited number of countries it can work with directly,
ISNAR attempts 1o plav the role of @ catalyst. It helps
NARS o establisha number oftmportant inkages:

— horizental, i.e..with other NARS:
= upstream, e linking NARS and specialized
institutions in relevant fields ol competence;

= with donors and development agencies,

T brief, we actas acbridee builder, or tacilivaor of
contacts. Finally we encourage research by specialized
management institutions on specific issues in research

policy, organization, and anagement.

THREE FUNCTIONAL APPROACHES -
THREE PROGR..MS

The ISNAR goal is complex. Inoperational terms, we
have broken it dawn into three specific progriam

objectives:

= improved management concepts and tools (for use by
NARS);
= more efficient national research systems;

~ more eflective managers.

Our three programs - Research, Advisory Serviee to
NARS and Training - are targeted at these objectives,

Ourresearch program is aimed at generating improved
concepts and tools for research management in



developing conntries, Tt develops the knowledge base for
ISNAR's overall program amd henee supports the other

two lunctions, .

Ouradvisory service io NARS, which represents the
central thrust s aimed a1t making rescarch svstems niore
etlicient and ctteaive Tedoes that threugh o
concesrated etlort o onild ap the system's capacities in
the areas ol vesearch policyorganization, and
nuagement. [eprosides o broad range of functions in

assisting NARN i their svstem buildine eftorts.

Our g provearoos amed at making NARS leaders
and screntists more efective nmuuigers, Hoassises them 1o
develop their management capacities. Tt complements
the other two prograins and acts as o multiplicrof'our

cffonts.

Al thiee programs contribuie to the goal, Thev are
targeted at three essential requirements for reaching tha
goil hetter taols, better systents, and hetter nanagers o

run these svstems.

Fhe thyee make upa unified provram to strenethen
NARS s hich all ISN AR staffwill participate to some
extentin cach ol the lunctions, Interaction among the
three program conponents is essential. They are
nterdependent.

A briel commment now on the principal activities of cach
ot thise three proviams,

Our researel program concentrates on the following:

developing a knowledee Bise on NARS:
identilying common constrainisy among NARS, and
opportumtios lor systens improvements with high-
impact potential weross ountries and regions:
developing or adapting anadytic methods:

= generatng improved ndoaeement coneepts ad tools
that fit the specilic requirements of NARS in
developing countries:

- keeping abreast ol developments in rebaed fields. This
unplies maintaining contact with specialized
institutions in the field of organization and

managenient,

Under omr advisory serviee to NARS, we collaborate

with national svstems ing

dingnosing kev system constraints. The main ol for
this is the svstem review that diagnoses constraints and
identities opportimities for system improvements. Such
comprehensive system reviews generally constitute the
first step in o collaboration with NARS;

= designimg system: building suategies:

13

improving specific system compouents or processes;

= testing, adapting, and applying improved concepts
and tools to the speeitic civcumstances of NARS;

= monitoring and cvaluating specitic system-building
projects:

= developing eflective linkages. These hnkages concern
the systems” elients, policy makers, sources of expertise

and knowledge as well as sources of external funding,
Kev activities of our wraining program are:

= training NARS professionals in the arcas of research
policy, organization, and management. 'Fhe program
addresses three grouns of people: policy makers, senior
rescarch managers and middle-level management;

- developing methodologies for training different
groups:

= developing training materials tailored to the needs of
NARS:

- promoting the build-up of training capacities of NARS
and regional organizations. Here, one of the ideas
involved is training the tainers, to create capacity

locally.

PROGRAM CONTENT - THREE AREAS
OF CONCENTRATION

This brings me to the substance or content of our
program: our three areas of concentration, Our program
focusses on three eritical factors that determine the

productivity of any rescarch system:

= research poliey, f.e., the policy context in which
researchiis condueted:
= the structure and organization of the research system,

- asctof essential management processes,

Al thiree factors are important. They are interdependeny;
and they can constitute important constraints to the
suceess of any system, In addition, they refiect the three
basic approaches to studving agricultural research
systems: political, structural, and functional,

Ourstrategy for program development is guided by three
considerations:

= anassessment of presentand projected demand by
NARS for ISNAR services;

— anassessment of key functional and structural
weaknesses in NARS;

- anassessment of the potential contribution a small

institution like ISNAR can make to overcome these
weaknesses.



This strategy reflects three trends that are interrelated.

The fivst s a move owards specihicity it NARS demand
nd our response. IV ISNAR s carly days. the emphiasis
wits on broad-hased system reviews - on constraint
anabvsis, This was logical and necessary, considering
how little swas known abonst research manasement in
developing coanrics Phis emiphasis is s hitting row
towirds more tocussed svsten-building activides. The
locusis onspeeific problens or management components
that require strengthening. This shitt reilects the oraduad
build-np of i kosledee base and the demand from

chients tor more speciadized advice and aasistanee,

The second trend concer amove towards closer
integration of onr thice proorans, Their coneentraton
o spes e ssues will lead to wrcarer depthin ISNAR S
work and will thus provide the basis for ISNAR (o
develop aradusdhy into aspecialized institation on
tesearch munagement. Qualiny and relevance of vs
products - s service will b enhanced in the provess.
The thivd trend retlects imcreased cinphasis on rescirch
and trabing. Both will easnne aapprapricte muldplio
etteet i ISN AR S work wirth NARS. Partic ularty relevinn
is the baild-up of aoreasonable research capaciny for the

reasats mentioned,
MANAGEMENT THEMES

Within cach area we have identified T management
themes, Around cach of these themes we linve
established i interral working group that is charged
with the development of our knowledge base on that

theme,

NMew comments now on cach of the three arcs of

concentration and the eleven dieimes,

L. Policy —the policy context of
agricultural research

Researele poliey provides the context in which the
rescineh system fctions and performs its tasks, Tt
determines what is important, it sets priorities, it
determines the flow of resonrees to the researeh system,
and it guides the allocation of searce resonrees o specific
objectives. Tt relates national development objectives 1o

scientfic rescareh priorities,

Dmany systems we find thin weaknesses in research
policy formulation constitute an important constraing
that seriously limits the effeetiv ness of those systems,

Problems tend to occur at two levels:

W Interaction beteceen national decelopment policy ond

agricultural revearch

Atthe mticual poliey fevebwe frenquently find a
serous ek of consisteney hetween the stared
objectives ofagricattral researeh and supparting

policies and resource conumivment.

Oureflorts in this area are divected at improving our
understanding ol this interaction betweon
agricuitral rescareh and national policy
formulation. How can the aericuitural research
system contribate more effectively o policy

formuliation at the nanonal level!

i) Formuadation of agricidtaral iocadh policn: ity setting

and resewree alloation

Atthelevel ofagricultaral veseirch poliey, prablems
occur with egard to priority setting and resource
allocation. Research priorities often are notin line
with the conntries” real needs, and resources ofien
are notallocated woothie prioriny areas. What is
lacking are appropriate mechanisms and procedures
that will ensure the necessary, rigos in these two

l)l“)( USSOS,

Our ctloreis theretore divected at working with
NARS wdevelop the appropriate coneepts. taols,
and procedures that will lead to more rational

priority seuing and allocation ¢f resources,

2. Organization — structure and
organization of research systems

The organizational siructuie of arescarch system
provides the mstitutional friunework that links research
with its social, political. and cconomic environment. It
defines the system’s governanee. its autonomy of decision
making, the degree of centralization, and other factors

that make it function. In briefl it provides:

- the setting in which the system designs its research
plans, formulates its programs, develops its budgets,
exeentes its activities and evaluates its results:

= the setting in which the svatem bilizes, manages,
and atilizes its resourees in pursuit of its ohjectives:

~ the setting in which the system develops, maintains,
and utilizes its external linkages with both its clients

and the globan knowledge svstem,

Within the arca of organization we have identitied three
themes. They concern the structure and two types of
linkages.



i Stwcture and mgan uton of NORS system’s capacity to plao, program, exeeute, and
evitluate its vesearch program in accordance with the
[oeed notstress the important elfects of the country’s needs, The obyective is o ensure tha programs
organitzational sunctire on the pertormance of ave relevantfin wrms ol the system's goals) offective (in
research sustems [oends to intloenve the system's terms of scientific quality and impacty, and erficient (in

citectiveress aud etficienoy m veneriting
approprat wehnologies, Our experience has shown
that this remds o hewnissue o mostsystems, We
hrow that s conditions chanee, research sysiens
need o ap e struciare and organizaton, We
absohnow that dheve is nosueh thing as the optimuam

medel The validios cad elevance o oreanizational

terms ol resource used,
The second four relate to the aequisition and

IAnagement ol e system's resourees:

® {irstand foremost its human resonree base < its
scientific manpower;
¢ second, its physical resonrees - research stations,

madels dear v is ctunction of the Civeamstances in faboratories, cquipment. ete.:
which thes work, ® third, its financial resources - the funding of research:
@ fourth, the flow ol inforinadion that is an essential input
Chircllostis divected ardoveloping a et into the process,
understarding U the e actions hetsween structire
and drefuncio oi the research process, We expeet These four detecmine the system’s capacity to mobilize,
tassisteotnte ondentifving and adapung those manage, and atilize eflectvely and cost-efliciently those
institatinnobarnanvenaents that best i their needs resources that are essential for the conduct ofits
i dircumstanees. program.
) Ledages beticren NARS . the uasfer sistent, and wvers PRIORITIES FOR PROGRAM
DEVELOPMENT
We know thateflective inkages with nsers and the
techinology transter system ave evineal tor the Obviousiy, we cannot pretend to develop expertise
elective tunetiomng of any research svstem, Yer, simulianceusty inall eleven thematie arcas, With the
thisis & conmon area of weakiess that requires help ofwsetof criteria, we seleeted an initial set of
attention priorities ind decided to move ahead on five of them:
i Lankuge bticon NOURS anad external soursev of hnoteledge t. formulating researeh policyin particalar priority

setting and resource adlocation:
Coearhvonanenal wericatiaral vescar b is not an
iolated effore Teis anintearal partol the global 2. structure and organization of NARS:
researehoastan, Phe development, upke el
effecive milization of linkaves with thar giobal 3+ program formulation and program budgeting;
hnowledue is animportans coneern for any NARS.
4. monitoring and evaluation as a ol for management;
3. Management — the Management of
A_[!;riCllHllll';ll Research 5. development and management of human resources.
Hevewe deadbwith o set ol sis essentiab management In these five priority themes we shall:
processes They dedonmine the actual funetioning and
petbinence ol the waiem. Together, they determine the - develop in-house expertise required for specialized
sostens abiling: advice and training;
= develop or adopt management coneepts or tools for use

by NARS;
generate training maderials;

toconcerve, plancdovelop.and exeeute relevant
Provrais, -
tonobilize o manage, and udlize the appropriate = contribute to advancing the state of knowledge,
TesOgrces
To the vemaining, six themes we shall maintain a
The st two

procran lormulation /progrion bhudgeting minimum capacits, which 1llows us to diagnose

and inonitoring and evaluation - 1elate to the problems in the arca and recommend solutions, or means

management ol the vesearch provess, They determine the tor developing solutions, In practical terms this entails:



= svathesizing the state of hnowledee an the subject:

= synthesizing owr own experience in working with
NARS:

- nuintaining conticts with relevant sovrees of
knowledge anthe subjece w keep abreast of

developments,
ISNAR'S MANAGEMENT STRUCTURE

Once our program was detined, we looked at the
arganizational and management implications, We
concluded thoactar ancoteanization of the size, program
strncture, and stafling composition of ISNAR o tlat,

non-hicrarchical sirneture s the most appropriate.

We live no divisions. departments, or other
organizational units. Our programs represent thrasts of
specitic activities et oreanizational units,

Al otou senior prograns stetlare combined ina single
resource pool. They contribate woall three programs,
Specialization will be developed on the basis of our
management themes. The working groups T mentioned

ate the prinvoy vehidle for this,
The kev advaniaves of this at structure are that:

1 Lvours interaction mmong staffand collegiality:

it faciliates the integration of knowledge and
experience among people frencdifferent disciplines anct
professionad backgrounds:

- it facilitates the mobiliy of stall benween programs;

- itfavours decentralization in operational decision-
making and project manigement;
= itavoids polarization and fragmentaton,

Program management and coordination is the
responsibility of two deputy directors general, who serve
as program directors: one for collaboraion with national
systems = our advisory sevvice (Dr, HUK. Jain) — the
other for rescarch and waming (Dr. H. Flliow).

The managemend of our activities = under the three
programs s highly decentralized. Tuis the
responsibility of senior program statl, To facilite
ellective progrioam management and coordination, we
have decided o adopt the posjectapproach along with

other management tool,
CONCLUDING REMARKS
L have tried 1o tell vou:

= how ISNAR and its program have evolved during the
lasy vear:

- how wesee ISNAR developirg further - guided by its
Srategy

= whatwe think our program priorities should be.

We look forward 1w your reaction, Your comments will
help to mprove both our program and our strategy
statement. As Isaid betore, one of the key purpuses of
this meeting is to assess the relevance of our program,



THE ISNAR RESEARCH PROGRAM

H.]. C. Elliott

The ISNAR stracegy is an outline for the development of
arescarch-hised serviee i which all stall members
contribute o the veseareh function. Since the strategy for
the research program itselt is discussed in depth in that
paper. this presentation will deal with the evolution of
the rescarch progranm o date and the bisis it has Laid for

latare developimen.

e specitic obiectve ot the research program is:

tosteceloprimprosad cancopis, o and analvtical methodelogies
authe aveas of researdd policy o gane ation, and manapement

abprnprile for deselopins countny vilations.

Rewareliis indasental o ISNAR's capacity 1o provide
ancetlective service to NARS inassisting them to beuer
plan. orzanizes and manage then activides, Ttis needed
terdevelop methadologies tor anabyzing svstems in order
o determime hew constiaints and opportunities for
miptevement. Tos needed to generate and addap
concepts and tools inthe neas of sericultunal research
pohicy. organization, and masgement appropriate for
developing-country situations. And. iCis needed as a
critical inpattor the development of training materials
ased o extend improved imanagement rechmiques and
concepts to ISNARS clients.

Rescarchiis also essential 1o ISN AR development as a
tecognized authoniny inagricalural vesearch policy,
organizeion, aad managenient in developing countries,
It seeks o advance the state of knowledge in this
relatively voung ticld and to develop a con eptual
tramework onowhich to hase advice and assistinee to
NARS in their system-building effors,

As discussed in the strategy paper, the primary activities

and responsibilities of the rescarch program are;

* development of i knowledge base on NARS:

*identification of connnon constraints or problems
shared by NARS as well as opportunities for high
impactin strengthening NARS:

* development or adaptation of anadvtic mehods:

* generaton of improved management coneepts and
touls for NARKS:

*

maintenance ol up-to-date information on

developments in velated fields,

The development of an enbianeed research capacity is
central o the successtul mplementation of ISNAR's
program strategy. The critical issue underlying the need
tostrengthen INNAR's recearch program is the limited
knowledue about agricultural rescard policy,
organization, and management in developing countries.
Onlyafew concepts and management wols can be said
to be fully developed and ready for direct application in
NARS. Much more research is needed both 1o improve
our understanding of the nature and functioning of
research systems in developing countries and to develop
and adaptappropriate concepts and tools which can he
applied in NARS 1o increase their effectiveness and
efficiency,

Most knowledge of agricultural rescarch management

comes frone the experiences of rescarch systems in
developed countries. Although these experiences may
offer some insights for institution-building strategies for
NARS, direct extrapotation is impossible and may be
dangerous. The policy environment, instivational
conditions, and resource sitwations of these research
systems were and are qualitatively different from those
characterizing NARS in developing countries.



Mans ol the assc prineples anderlying existing
oranizationab models el managerial concepts and
ool canconehinte o < stem-building eflors in
developing covntin . Bt thev will need 1o be adapted o
these counties” paationln problems and resource
constraants ISN AR with s close collahoranis e relations
with MRS Cleariy hue g omperatye advantage in
anderahing tiadaprive vescarch, s role in this

capacits will conmune 1o be strengthened in the furare,

Toachiove masimum henetin e the fintbication of
tesearchat ISN AR o important principles will be

lollowed

greater mteeration of researchowith othe progriams;
toancreased collihonaction of client conntries in the destun

and exeontion of research projects:

strengthened catay e tole woostimlate relevam
rescarchin specialized instingtions:
toespandod capacity s aniformation serviee on
rescarech pelioy oranization, and management i

NARS.

The contrihution and stupport ofrescarch to the onher
procrans wiil be steenathened thiough coser
egiation of ety Research will develop the means
tocapitalize taore tulbv on ISN AR pernanent
contcts with aowade age of NARS. Groater eflorts
will be devoted o captinring and sy stematically
attalyzrae o mation ven rate d thhoueh the

vollaborative swork with connities

ISNAR will encourage chent countries to actiy el
callaborate in the desien and unplementation of
research projecis aimed at analy zing specilic issues in
reseacch policy - oreanization, and management in
NARSCISNAR will issist NARS resear chiers Iy
deseloping coreeprad caidelines and methodologies
and by hackstepping tien veseindc b, but scientists in
the NARS will he vesponsible for carmving ant the
veseatce This approach is carrents being nsed in a
research projects invalving nine countries. on the
arganizationad and naangerial implications o on-farm

tesearch.

The vescareh prograniwill strenghen s « atalvtic role
to sunlate the interest of specialized institutions in
the develaped and deseloping world in carving o
Baste reseoien on selected tapies inreseareh pediey,
croantzation, and nuareement that are ot high
significance to NARSISNAR, with extensive contiets
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with both NARS and speciadized instnntions. can
wanslate the needs of NARS into researc b agenduas for
specithzed institations and crsure that the resalis of

such researeh become avadable 1o N ARNS.

ISNAR will develop its role as an informudion center
and service onagricultoral researeh manavement in
developing countrics. EPores will continue 1o develap
and maintain acdu base on the allocaion of vesonrers
o national aericultaral veseareh. This activit iy
iportant o Loth ISNAR and NARS, The svstematic
collection and analysis of this information enbances
ISNAR S abiliny to provide comparative imtormation
on the evolving resource sitations of NARS 1o
wittiomal policy niakers, intermationad donors, and
seientists working fn the area ol vesearch poliey, Ttalso
provides usctul intormation on the past and present
resource endowments of NARS for ISNAR s advisory
service, Nothe same time, by collaborating in the data
base project, NARS can draw on ISNAR expertise o
develop permanent mechanisms tor collecting and
processing informaiion on resonree allovation. Becanse
thas Kind of information is essential for elfective
planning and progranmming processes, this interaction
represents a directCecontribution to improving the
management capacities of NARS leaders, The long-
term objective is for the data base 1o heeotie an
independentinformation system with institutionalized

mechanisme e systematic updaiing from NARS.

ISNAR will also develop an agriculiural research
management infornation service, s function will be
toselect arganize, and fucilitate access W information
anagricultural rescarch policy organization, and
managment indeveloping countries, s primary
objective will be taassist resenreh policy-makers an |
administrators e the developing world in keeping
abreastof the rapidhy evolving infornution and
knowledge in the field, The service would draw on
ISNAR'S resident expertise amd experience in the
policy organization, and management fields 1o review
and pres-selectinformation entries relevant to
important problens and issues confranting NARS,
Selected abstracts wounld be disseminated 1o NARS.
and ISNAR would facilitate interested elients” aceess
toanformation. This is a cracial service for SVARS
leaders and scientists whose access o information is

often imited by poor library Laeilities,

Akey thinstol the vesearch progeam in the near term
will be the development of the conceptual foundation
tar the eleven manavement themes which will
structure ISNAR's program development, As
discussed in ISNAR's sivaegy paper, the eleven
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themes reflect the hasie elements of the researeh

system-bailding process

The themutic approach e toundation for ISNAR'S
Jevelopimentas worecovnzed aathonin in the fickd ol
aeriultaral tesearch polioy s organization, and
wanazententin doveleprre counties. The themes
provide the sauecioe tor implementing ISNAR'S
proceam stratesy D hronelowork inselected thenyes
ISNAR Builds expertise and channels its effort o
decelop and retine anads nead wmiethodologies tor
stiedvine NARS owelb as maanacement concepts and

ol o applicanon indes clopines -countny sitwations,

Fode velop ISNAR apacities ineach ol these areas.
working croupe ot three or more seior reseirch
othcens have been tonmed, One stdl member s
destenated convenor af thee aronp Fhe convenor off
cach eronpassmmnes poncpal responsibiiny tor the
developmencof the topic, With the advice of the
methers ol Bis working aroup. he detines the scope ol

the theme warks outhe division of libor wmong

memhers and determines the telationship ol the theme

tothee te ed e e won ke aroups. The e thin
sttt members senerathy have principal responsibilie
for one theme and parncipate as members of tao oy
e eranps Laoditates the interation of the work of
the ditfevent themess St members s e been mitially
assrcned toowor ke eronpes on the basis ot then special
R dedie ol e areacansd of the telesance of siech a

theme tathen waork

ISNAR Connot precend o e loprexpertine
stnlianeors o m al cleven dienatie areas, 1t s
therelre adopied o mcremental approach o bailding
capacties nthe identfied themes A hasic canacin s
maintained tncall closven. bt resources are des oted o
selecrivel developing expertise i cettaan thenies on
the basis ol setof prioriny criiteria, As discussed in the
strteay paper these caterrebate ta the HuporLnee
abthe prehlem or NARS that the researc b will address
and ISNAR S ahality 1toamake o Lasting connithution
thonadiies vesearche P preanoes determine the
intensis and rnediacy with which the theme will be
developed and the fevel of iianean and fianeial
tesorrces ISNAR Gllocanes ook the ariea

The "basic coneraee™ abthe individual themes involves
maintaiming 4 capacs s it INNAK (o diaenose
problems inthe area and tecommend solutions or the

means for developing solations. This entails:
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- syuthesizing the state of knowledge in the area and

identifving hey issues for farther analysis:

- synthesizing INNAR S experience in working with
NARS:;

- entifving and maintaining contacts with external
sources of knowledge o keep abireast of professional

and academic developments:

= identifving materials that could he developed into

training ids:

= developing proposals forin-depth ISNAR research

on selected tapies,

Inthe themes given high prioti tor intensive
development ISNAR will:

= develop in-house expertise required for providing

specialized advice and training in the wopic;

= develop or adapt management concepts and tools,
and anadvtic methodologies, appropriate for
application in developing countries;

Sogenerate training materials;

= vontribute wadvancing the state of knowledge

within the thematie area.
Based onits priorite eriteria, ISNAR has selected five
of the eleven themes for intensive developments in the

near term:

= formulation ofagricultural research policy: priority

setting and resource allocation:
- stiucture and organization within NARS:
= progriun formulation and program budgeting:
= development and management of human Fesourees;

- monitoring and evaluition as a tool for

management.

The content of these research areas has been presented in
detail in the strategy paper,
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TRAINING FOR RESEARCH MANAGERS

D. Wood

The ISNAR training program is designed o promote
mproved aericultural researel management womational
svatenes by drawing apon ISNAK's eleven management
thernes and using them in specitic training activities, We
believe that the eleven themes are of kes Imporance in
aticultad rosearch managementnd are a good
toandation anwhich o huild training programs. These
oot eschide new thene it s arise, bun they cover
tepres owbich ISNAR b activelv working and where it

s companative advanage,
ISNAR S wining objectives are:

Develop training materials, ISN AR develops and
adapts matenal for traiming esents, Materials come from
-house-generared documients and reports,and trom the

experience and maternds of other nstitations:

Develop appropriate training methodologies for
particular client groups. Because INNAR'S trget
audiences are diverse several diflerent approaches are
used o cllectively veach them, Ve hniques include
combinations ot lectures wroup problem solving, slide
presentations. case studies, skill-bulding exercises, and
paanel discussinns:

Organtze and deliver tnaining events, Diflerent
mechanisins are used inreining: short-term coarses,

watkshops, seminars, and conterenees;

Strengthen agricultural research management
training. In orgamang everts, ISNAR works with
national, regional, ov internat onal insttutons with the
purpose ol strengthening their own agnienltarad research
mangement gaining capabilities. At the sane time,
ISNAR Benelins from their expertise and materials,

1 hese objectives are nuntually reinforcing and
ssnergistic. The stratesy depends upon maobilizing
ISNAR S institutional and st capabiiities in training

design, methodology, delivery, and upon ISNAR's areas

of concentration.

Our experience in NARS indicates that ISNAR must

work with three distinet group of leaders:

Policyme s ens. Ministers, legistators, permanent

S

ctaries, deputy ministers, and other high government

oflicials;

Sentor Management. Divectors general, deputy directors,
directors of agricaliure, directors of research, directors of

VELCTIHATY services:

Middle Management. Divectors of rescarceh stations,
national commodity program leaders, department heads,

project leaders,

Faclvol these groups has difterent requirements: ISNAR
mustrespond to each with appropriate materials,

organizational approach, venue, and duration,

Policymabens e veached prinmavily through workshops
and policy seminars held in association with other
organizations involved in the policy sphere, The
objectives for activities with this tareet audience are o
build internal support lor agvicultural rescarch, sensitize
them to the needs and requirements and what they can
reasonably expeet from agricaltaral vescarch, assist them
in their understanding of how agricultural research
serves the nroposed developmentand, essentially, 1o he
more receptive to and supportive of senior management
(the second group). In particular, this audience must be
sensitized to the managerial and organizatonal issues

and problems that cannot he solved at lower levels.

Sendor Management ave veached by seminars which offer
understanding of the research process and enhance the

capability o analvze and define overall research
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stratedios aud planss Many sentor maagers have gained

the managenientslatls and per cptions necessary for
!

thew positens thioue's bong vears af experience; huy they
iy benefit ot an increased awareness and

understonbing of tescarch manacenment

Midllc Manaorans e hied pomariy thioneh -
oty by events, Fhese are the deciston-makers at
the statton and proges tlesel where research s aetialiv
conduacted. They are well-tramed and suceessiul
scientists who have heen wiven tninaverial
vesponsibilities tor which they e D Hide, ifany .
ol prepacaton, Tosdmme G omiddle MBTIRTHORETS
essentrab i aarcnltnad vesears s 1o he strengthiened at

the llIH'].lHllh.ll level
ISNAR detiveor it taining i several Wb

Direct Training, ISN AR desions the curvicula and zaes
dincaly rothe dhients ISNAR stall nn be supplemented

with consultams i partonlan ficlds:

Coordinate Training, ISNAR (ihes o eaicding role in
crrercabinn de e we Liiop phoinming. and selection of

trainets bt feaves most ol the taining to others:

Strengthen Training Institutions, 1SN AR works 10
strenuthen esisting institutions tat can, with some help
from ISNNAR fcorporate aevicultnnal vesearoh

Bt oent Uarenee iy then aarricabioe:

Publications, INNAR (so disseminates its managenial
ancd erennizational knoswdedae thiongh publicatiions of
vanous kindsincludimg aontos o iad manuals and

Toeseat I! PHLATL R OIS

Pheappropiiae approaches are carctully considered in

planning cach training event. Toaddition, ISN AR plavs
animportant role by demifing and ncorporating local
nEnagement wainers into training cflorts, tneorporating
these individuals into courses also resulis 1 . strong

clement of “traisine tainers”,

The projected size of ISNAR tsenior stall, core funds,
and special project ftuadsy over the nest seseral vears sets
abrame ofreference lor INNAR aetiviges, Training is
partofan overall cHort to strengthen NARS, and

activines wd vesourees will have ta be coelully selected,

The objectives of traiing, tvget audiences, and
materials for the vitious activities, « oupled with the
anticipated funds, dictare diat rraining be pursnted
throughcommuber of difterent approaches, in diferen

locations, and with ditterent institutions.

Donors have shown astone willingness v sipport
waming activities, and individual counties have
demonstrated their support for in-country training N
providing in-country tesources such as transportation,
seeretarial, and lowisticab sapport, The wamber of events
will depend on stadl resources and available extra-core

support.

The raining program is consistent with ISNAR's
mandate, overall stratees - and the stated desives of client
countries and doners, The progiam CNCOMIPisses i
nunsher of elements and associaced activities thau
together form an integrated problem designed o enhance
[SNAR S abilivy to strengthen the organtzation and
management of NARS T will enable ISNAR 1o identify
traininig needs and explore wavs in which these needs
can be met. s such, it will be dynamic and TESPONSive 1o

chaneing circumstances,



CONSIDERATIONS FOR STRENGTHENING NARS

T. A. Taylor

ISNAR's studies and analyses of national agricultural
rescarch svstenis over the last 57 vears hawve produced
information on considerations critical for strengthening
NARN inthe developing countries. Most developing
countries depend onagricalture as the basis for growth
and develapment.and wicubiurd research s aomajor
selicle tor promoting and aceelerating them.
Vet ulisabiescarch mnst theretore be divectly linked w
the process of technologival chauge and improvement
anedthrough acontinuum involving indormation on
resanrce bases planning eflective policies wid programs,
pcting research resoutees inplace, execntion off
researchoand testng and tanster of tesearch lindines,
henldensae that the aercnliral indnstey is elfecnvely

'
NUAYEN

Ihe magor considerations tor NARS o funetion
cthciendy and contbie cttectivels o the development

process talbmo thiec tandamental aeas:

Pobioy covironment,
< Basic processes ot anaericaltural tesearch svsten,

Ohgantzation wid sincinre,

Policy Environment, This arei is weak in man
developing comntvies. Avniealiural tesearch teaders
scentists need to pay wreater attention o the mastering
af politicat supportfor agrienltnral vesearch, Only
throauh such support can enhighrened scenee and
agricultural policies, strong and stable seientific
instutions, and rescarch capabilities be citectively
developed. Sencubiaral vesearch as ascientitic activity
requires creatiuoin and scientific quality in the utilization

ol allocated resonrees, and a favorable policy

ervitonment that Licilitates the adoption of resulting new

and improved tedimalasies,

AMehongh the <ize ol the vesearch elfort, which is

essentially i cconomie question, would vary from
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country o country, some national capacity with
minimum infrastructure, financial resources, and
competent rescarchers able 1o diagnose local problems,
ilentity, adaptor generite, and test solutions, will
always be vequired. Fhe establishment and maintenance
ol this capacity requires political commitment and a
eritical mass of stable, continuous resources, Political
commitment and policy support o agricultural research
hiave borne frutt i impressive returns o investment in

rescarch.

Basic Processes of Rescarch, NARS must be able (o
tanskiute policy support ta research into processes that
will produce results useful 1o Grmers and suciety as it
whole. Eiglit such hroad processes identified are:
Directing research acticities tozeards the country’s primities,
problenis.and opportunition."Fhis vequires the wmatching of
rescarch objectives with hoth short- and Tong-term
development objectives,

Mobdlizing and cffeciicely utilizing the needed financial weonrees,
This requires that atiention be paid o adequacy,
continuityand stability ol vesourees,

Developing and mentaining infrastructise, ' This requires the
development and maintenance of basie phvsical Bacilities
and cquipment needed fo progiam execution,
Well-qualified v ientigic pevsonoed. ey cloping and keeping
scientil persannel is the mastimportant element of a
researchosystem, Tnvestument in training hunan capital
must be natched by the ereation of a favorable work
environment for improved performance. A human
resource development plan has heen fornd to be an
appropriate strategy for dealing with this issue.
Promoting national and interntional v ientific interaction
ensures that a NARS is notisolated and is absle to benefit
from internal and external pools of televant knowledge,
Fxecuting arespomsive sesearch program leads 1o appropriate
outputs. Rescarchers would need (o he free to
concentrate tme and eflorcon program formulation and

execution,
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Assuring floce o yesearche information (o exiension. farmers,
policy makersand the pulilic, Finphasis in g huology
anster mustensure o twosway How ol communication
with users ot technolovies, diaenosis and testing of
methedolocies and documentation of tesults in usable
forms

Mentorinig andeodduat-on o freant execilion as akey
Daeement lncdon ensaves that programs are
nrvintaned w e contest ot ser objectives, goals, and
expected antpt.

Orsant ttonal Soncte, Uhe oroanizational steus qure, as
thewstitationad torm by o hicch hunee, payvsican,
Hrancal and adornianon resourees are bronght together
tocarty out the research process, shouid tacilitate the
provesses of planning, formulation, excention, and
delvers of vesearch, Nosinele model is expected 1o meet

the nieedsimd situations of all conntries: there are

strengths and weaknesses inall models analvzed. By
concentrating on the essential functions of rescarch,
models should he evolved which are coherent with the
country situations are capable of adapting to change;
provide for interaction with a broad range of interests:
have desirable organizational autonomy, along with
responsibility and accountability; featnre a desirable
halance of centralization and decentralizaton; and

acilitate ancinterdiseiplinu vianproach,

Anexample of how these key factors wre provided for in
the reanganized NARS for Kenva was discussed. Tt was
concluded that NARS could Benelin Iy focusing on the
matually reinforcing interactions hetween policy
envirowment, the basic processes of reseireh, and

organization structare in their future development,
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A DATA BASE FOR NARS

P. Pardey

ISNAR's dati base activities are presented under five

headings as follows:

1. Brief History of Diaa Base Netivives at ISNAR
Rationale tor o Data Base
3o N Brief Appraisal of the Global State of Agriculire

1A Preliminary Loes at soewe Research Indicators
1a. Financtal Resonree Indicators of Research
Avtiviny
4b. Research Personnel Indicators
o Factor Mix

7. Concluding Commients

SSNAR has becn tvalved intormal data base activities
almostivom its beginning. The joint ISNAR/IFARD
publication by Pet v Orvam and Vishva Bindlish,
“Resouree Allocanons to National Agricaltaral
Research: Trends in the t970s" was published in
November 1981, Present activities hegan in late 1981,
when an ISNARCTFARD survey was mailed 1o 116
cotntries, along with o tollow-up survey o Arab
countrics which was undertaken in conperation with the

Arab Organization for Agvicaloral 1 Jevelopment,

Bout bo countries hive g tied w date,and this survey
intormation is being combined with additionad data from
hundreds of primary and seeondary sourees w generate
the ISNAR DA VA FTLES. Allof the fizures are eross-
refereneed with 4 SOURCE Gle, allowing us to keep
track ol the onginal datosonrees, and « CONMNMEN'T tile
which artempis o docoient and clariiy cach figure
vecorded in the data lites, These files contain haseline,
veirly research expenditure,and personnel Seures, hack
to 19bo where possible. A substantial amount ol effort
has beeninvested into cross-checking and “eleaning the
datainorder te derive the most representative data series

that could be constructed trom the available figares.

In comnitting resowrees to the developmentola
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dittabase on NARS, ISNAR was responding to several
key issues. They include:

= There was a el demand for this sei . e Trom
national systams, doners, and international agencies,
as evidenced, hu part, by the widespread use of the

results presented foshe November to report;

= Many of the cxisting data sources were fragmented in
scope and coverage, dilficult to access, uneven in
quality and varying in doonmentation. There was a
need to develop an ongoing, institutionalized diia base
effort which capitalized or ISNAR s relatively
frequentsystem-level contact with NARS, combined
with its global nandate;

~ There was aneed to provide dati-hased information
toz assist national research managers through the
provisicu ol various agricultural rescarch activity
indicators, w10 assist donors and other agencies 1o
improve their coordination and priority-setting

mechanisms:

= ISNAR needed to develop acdata base to assist in its
own rescarch on problem-oriented issues related o
cross-commodity allocations, geo-climate allocations.

size related factors, factor sharer, ete.

Oar preliminary analysis documents a declining vate of
urowth in total supyor going to public-sector
agricultnrad researeh systems for many countries, in hoth
absolute terms and relative 1o their levels of support

during the 1gbos and carly 19708, These declining

financial resources are concomitant with an ineres
research personnel resources. This suggests that
nimerous researeh systems may at present he
experiencing substantial distortions in the factor mixes
(i.e. research Labor, capital, operating expenses) of their
NARS. However, historical evidence from the U.S.



sive beenssubistantal shifts in the

stgaests that theoe
factor inines of states within (b 1S, SUStem over tne,
and as setthe mpact of these Shilts onresearch

productivity is rncle

Considering the Tong thine Lios hetween investnent in
actrcuitusalresean leand the subsequent pact of
research onvaaricnlinral prod cion, it is clear that
deasions then yesterdan sond today will have substantial

lone-terie impacts o the agriculiaral productivity of
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national systems. Recent IFPRI projections indicate
possible net ananual ivod deficits, by the vear 2000, of
around 6, million metric ons for the developing
countries as o whole, These projections were formed on
the assumption that there would be virtaally no
structural chinges in these systems during this period.
Biprovements inagricaltural rescarch systems can
provide the elements necessary to induce the structural

change thatis required to belie these projections.



STRUCTURE AND ORGANIZATION IN NATIONAL
AGRICULTURAL RESEARCH SYSTEMS

H. K. Jain

DEFINING NATIONAL
AGRICULTURAL RESEARCH SYSTEMS

In considering the organization and strueture of the
nrational agricaltural researeh svstems (NARS)., s

unportant that we bewin to define them more clearly,

Inacbroad senses a NARS cansistef all those
orgatizations and instations in the country carrving ot
rescarchian varions fields ol agricultural scicnees, These
insttutions are oftenvery diverse and are distributed in
the vavions ministries ol the government, parastatal
bodies. facuides ol agricalture and other seience faculties
of the imiversines, and dcthe private sector having close

links with agribuosiness.

For practical burposes. however, the core of the NARS is
more restricted. The core consists of the organizations
and institntions created indzar finded by the
governments to gencrate improved preduction
technologies to provide support o their development
programs of agriculture. The government tthrough its
ministry of agriculture and sometimes other ministries) is
the promoter of the interests of the farmers - thei largest
constiteney in most developing countries. As a guardian
of these interestsand recognizing the crucial place of
agriculture in the process of economic development, the
governments have tor shonld biave) a deepinterestin
nitking science and wehnology an instrement of social
and econamie advance, For this reason, most
gorernments create theiv own research infrastructure for
the development of waricnlture, and itis this researeh
service ercited by the government which forms the heart

of the national agricaltural tesearch system,

The research apparatus consisting of experiment stations
may function under the ministry of agriculture and/or
other ministries. In some cases, the governments preler
not 1o create rescarch institutions of their own, but hand
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overresponsibility for agricultural rescarch o facalties of
agriculture to which they extend funding und other
support, These core groups of institations often link up
with other rescarch institutions in the countey, which
miy not be divectly involved in terms of commitment,
but all of which have a potemtial o make some

contribution,
BASIC COMPONENTS OF NARS

A successful nadonal agricultural veseareh system is built
aconnd three main components. First, it must have the
needed experiment station infrastructure, and this
meins;

= qualified scientists and technicians;

1

field and Laboratory tacilities in the form of well
cquipped stations:

~ astable budgetary support consistent with the needs of

the evolving vesearch programs,

Second, it must have the organization and structure (o
use these resources effectively. "Third, the NARS must
have the management skills, tools. and teclmiques o nse
their seiendfic and nional resaurees more efficiently.

EFFECTIVENESS AND EFFICIENCY

Organization and structure help o ereate the potential
for i NARS 1o be effective, Once we have created this
potential for effectiveness, we can build on it the
additional dimension of efliciency. We can do this by
giving it the m: wwgement techniques and tools which the
NARS leaders and other seientists can use in the course
of their work, Some national agricultural research
systems, including many in the developed countries, are
highly effective in achieving their objectives, hat they are
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notparticntardy ethicient in the nse of their resources.
Conversely, there are NARY w hich the management
setentiats would consider as highty eficient - they do not
waste tesonrees - huat l||\‘\ dre not ll('l‘l‘.\\;ll'll) ver

ellective,
TYPES OF NARS ORGANIZATIONS

Phis distinenon between eflectiveness and efliciency is
something which we man find nseful for aperational
purposes. Dawoudd deline oreantzanon and structure in
NARS s the iammonad framework and entites, and
the wovernance miedhisiaes aed decision-raaking
processes created to ke ase ol the hamar and phvsical
resourses of NARS e the vesearch process, They
determine the potential ton cilectveness. The
nestitetonal itonework and the governanee mechanisms
miny o s not provide the vighe environment i which
mnprosed management toals can be nsed, To take one
exaple o national researeh soster ny be doing an
excellentioh of detenmining research priorities and
proceams. butitits covenanee medhanisms do not give
e contob over s scientific manpower - selection
provedares and personael pohoes it cannot use these

maeciend shitls very etlecnvely,

What are the different kinds of s ttational modeis
iacteriane the orgamzanon of NARS around the
sword,more particalary the doveloping part of the
world! Fhere s aarean deal of varation, bat it is possible
toadentts o nueber of them, recounizing at the sime
tinee that they represent ondy some of the dominan

characteristics

THE AGRICULTURAL RESEARCH
COUNCIL(ARC)

Fhe vesporee of the Lareer Asian countries in terms of
reoreamzation and strengthening of their agricoltural
research i revent vears has been toset up semi-
atonomaons aericibomal research conneils, These
vomneils have increaanehc tiken up responsibilities
which eandier helonged o the department of agriculore.
The basic conceprunderiving this vansfer of
responstbility has bheento free the research service from
the consteaints of the Luger vovernment bureaneracy
and fron operational procedures designed more for bhuilt-
in checks and counter-checks in the nse of governmen
tands aned plaving it sale, vaher than taking major
intitatives and some visks. The new concept has been to
hand overnuch of the administrative and managerial
recognizing,

respotsihility to the seieptists themselves
thit esearch requives o diflersnt kind of administrative
culture, At the same time, the governments have made
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sure throngh various devices that the councils are nin
independentof theny in terms ef accountabilite, They
must remain fully comunitied to die governments’
policies of agriculural development and must provide
technical support for these policies. Ttis astonomy

conmtbined with commitmens.

An important point which must be recognized is that not
ail the ARCs have tahen the same route in evolving their
structure and ovganization. Itis already possible to
recognize atleast three types of councils in terms of their
mandates. Twill call them.

- arlministering coundils,
- coucdinadng counceils,

- tunding councils.

NATIONAL RESEARCH INSTITUTES
(NRI)

The Latin American countries were prompted in
reorganizing their rescarch services by cousiderations
which were very similar to those of the Asian countries.
Their newly set up national research institutes are
tundamentally not very diffevent from the agricultural
researcii councils of Asia, Perhaps, they enjov greater
awtonomy, decentadization, and a wider resouree base.
Unlike Asiia, the national research institutes in Latin
America controland numage all of the public-lunded
rescirrel intrastructure in the countiy, Two kinds of
national institutes can be hroadiy recognized: semi-
autonomous and autonomous. The semi- antenomous
natonal insttutes receive strong direction in terms of
their management and reseireh poliey from a board of
governors: the president (divector general) of the
institete reports to the board, The minister of
agricubture however, appoints the board, and in this way
makes sure that the interests of his ministry are
safeguarded. The fully <utonomous institutes have no
such board, and the president of the institute reports

directly w the minister of agrienltare,

MINISTRY OF AGRICULTURE MODEL

The agricultural vescarch services in developing
countries have traditionally foried an integral part of
the department of agriculture in the government, and in
amajority of countries this position continues, This form
of researe organization continues to be predominant in
the smaller African, Latin American, and Asian
countries, including the countries of the South Pacific.
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THE UNIVERSITY FACULTIES OF
AGRICULTURE

Some developing counries, tecognizing the ready
avinlabilies and concentraton of highby tained
manpower i their universies, have tound it more
readisue tonohilize ther colleges of agriculare o
provide research sunport to the countn's agriculuure,
Auricwliinad edueation and research e fally integrated

W these syaems
ACOMPARATIVE ANALYSIS

For the purpose ot a comparatve analvsis of the dilterenn
sustems and theis organizations, we must cansider some
ol the covernance mechani: ms and de ision-making
processes determined byt organizationsl autonomy |
distibution ot authienite il power. and linkages a
diferentlesels The diticrent systems which we have
considered do ditfer sicnihicanthy with vegard 10

mechunisms and decision-making Jirtioases,

Do the ditterent cesearch sostems baserd on their
otgamzatior el racre ablo ditler ntheir potential o
e eflective tor the Fanctions they mst perform? T is the
peddornunee of these fimetions which is expected o
determine their suceess or Liilure, This obviously is the

more important questton. We may consider liere some of
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these functions and undertake i comparative analysis,

This has been done in Table 1.

Teis pousible to suggest fron this ar dvsis that the
organizational structiie Goes deterine the elfectiveness
af the rescarch service in perlorming some of ity
important functions. The problem. of course, is the
clement ol subjectivity involved i an analysis of this
hind. We need agreat deal ofanalysis of the diftferent
types obvescarchisystems to establish these relationships,
and thatis whe INNAR S developing a strong research
group. Wedo know, however, thet many of the research
services, following their reorganization in the Last 20
sears, have made asignificant contrib iton 1o the process
ofagricnlturad development i number of developing
countries. The adoption rate of technology developed by
the scientists of these researeh services has been high.
Vernon Ruttan, based on 24 stadies of agriculiural
rescarch productivity in developing counteies, speiks of
anaverage annoal rate of returm on investment of 55
pereent. Agricultural research has thus been found to be
highly rewarding. The problem is one of defining those
compoticnts of the research system which contribute to
ity auccess. our subjective assessment in ‘Table 1 s not
entirely oft the mark, it seems reasonable 1o suggest that
organization and structure constitute one of these

componeits,



Table 1.

Fttectnveness fol ARC MAF University
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Rl"-“l”l’l'A\”ll(.l(il’ll
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3o Powan Iinplementarion + + + + + 4 4+ ++ +
1- Mononmne + -+ + + ++ ++ ++ ++ +
7 Evaluanon ++ + ++ 44+ ++ ++ + +
te Research Coordination ++ +++ ++ + ++ + 4+ + o+
s Lanks with Extension + + + + 4+ +++ + o+ +
G Lanks with Neademi + ++ +++ ++ ++ + +++
Conmnain
g lutearation of Research, o+ 4 + + +- ++ ++ ++
Feaching and Extension
toc Bandos widh Palios Makers  ++ + + + + ++ + +
++ + + ++ ++ ++ 4+

4

FA sty

b dierage

+ ok

tro St Development

ARC ARC

Relative Potential of NARS for Research Functions

NRI NRI




EFFICIENCY AND EFFECTIVENESS:
A MANAGERIAL PERSPECTIVE FOR AGRICULTURAL
RESEARCH

S. Huntington Hobbs

The challenge the world places on agricaltural research
will have to be led by the agricuitural research manager.
Tosneet this challenge the aericultural research manager

will hivve todo two critical tasks:

masinize the tesearch ouput abtained from the
connhinatuon of the rescances and knowledge at his
disposad s thaois masinize efficien. Vi

manimize the social beoneficiesalting from the
solutions 10 provides to e workd's food problems, that

IS imize elec i eness

Etlicienay is the qualing ot pettarinin task in the hest
possible nmner Biioeney micasares the intermal use of

resortees and hnowledee ol anorganizition,

Friccinenessis the production of resulia: icis the qualin
ot the pertormance o the ontside of the orgacization.
Ellectiveness measues the ipact of the organization on
the eovonnent. Tes antside the organization thaa the
prodicton senvice altered will be ceed, bought, or
vepeeted Phe resourees thar the orzanizadon regaires
alsorcome ronaatsiche Teis from oatside that the
oreanization will veplenish andd acquive the resourees it
requiressthe money s the peaple, the inftasiructire to
sistane the organization. Teis oatside the arganization
where the decision is beine nide anthe economic well-

heing ol the areanizanion.

Bucit somueh happens outside the organization, what is
divtmetive inside the organization? Al organizations use
funds uitize physical resources, hive people, What is
distinctive ihout an oreanization is how it applies
Faowledge. A organization is unigne inhow icapplies
saentificoechical, socal, cconomic, and managerial
hiowledue, A organization « aptures resources from
outside applies it knowJedue o convert those resources
o products and services, and then offers these producis

and services to the environment ontside,

FACTORS OF EFFECTIVENESS

‘The effectiveness of th - organization will be determined
by three factors:

- product,
market,
- channel of distribution,

Of these, the areanization oply has control over the
product. The organization can alier or change the
product or range of products it is providing,

The marketis compased of a Large number of clements
suchass momber and tvpe of isers. sovio-cconomic profile
obwsers, user oreanizations, seisonality of product use,
prrices for crops, commercial law and practices, ete. Al of
these are outside the organization. The organization can
v o influence these elements, but it generally has no

cantrol over any ol them,

The channel ofdistribution is usually ouside of the
control ol the orwanzation. Very few argmmzations
control distribition of their products to the wtimate user,
but the productof an agricultural research organization
may go through iy hands belore it reaches the
ultimate nser,

Channels of distribution are also eritical customers of the
arganization’s products and services, and the product or
service mustalsa meet the needs of ihe channel of
distribution. Elfective organizations recognize that they
first hivve 1o make helievers in the product, o sell the
product to the channel of distribution before icean he

sold to the uluimate user,

EIFICIENCY, EFFECTIVENESS, AND
THE USE OF RESOURCES

All organizations use resources. Unfortunately, in most
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organiations, tesotees aae misallocated, and therefore

ased etlicienty A organization may have:
tao products, but 1o produocs represent gos of sades:

toccresearchers hat to researchers produce the most

Hiportantinnoy ations

oo sced varieties, butondy 1o vesieries may have an

Hupadct.

[ most oreanmizations, vesults are inan inverse
pelaionship o the coste:

i

o0 ot the praducts, 1% of the st will produce

o’ ol the tesilis:

oot the producis. ot ol the statbwill praduce

Teta ol the vesalis

This ratn iy Bie Clanged toan 80" 20" relationshin
hvens vond oreamizations, and T0%0- 30, telationship
meosteaordinay cases, Bar ihe implications of these
vt e cear Octhe one iaud, resances will
ceneradbe be allocatcd o the nuinber of oy ents rather
Hiatc o resalts tesaltme e very inetlicient use ol
tesonitces Concthe cnher hamed o minoriny of the
OLLanZation s resaurce . wall produce the products and
services onwhich the oreanmzation survives ad
cotmpetes the alonmneness of tie argani ation depenels
o the comcemiation of aiew hey resoarees, Lot and
tesotrees st be concenorated whiere unpact can bhe

masinnzed

THE EXPLOITATION OF
OPPORTUNITIES

Alocating esomces 1o npportunities G bring greater
ellecnvenes < Alocatiog tesongees 1o organtzationl
probhlems can e vreater et ienes. Focusing of
vesottees s here pmpact canbe masinnized implies Uit
cflectivencss ather than elficieney L is essential, In
secking vreater effectivenes there are two kinds of ke
sprportutines 1o forus ons the apportanine to achieve
extraordinary resalts, and the opportuniy for

ahndonmenn

The opporunities o achiove extraordiman resilis arein
thewcas where the oreanization s, or can de vlap,
compettve advantage inomeeting speahic clientele
needs, They cansmoolve developing the proaucts and
services thatvall sastain the argamizidion in the fuiare
or acceleraune the s selopiment work on a technion!

breakthroneh,

The opportunity for abandonmen may be the key o
successtul innovaton. Ahindonment. the closing and
eliminarion of resean e activities, will permin she frecing
o resources which cin be focused on products that might

achicve extraordinary resulis,

The fornuli for suceess seenis abvious: concentrate on
the winners, discard the fosers. A very uselul (ool for
identitving witaers and losers is called “the Product
Porolio Mawix™.

THE PRODUCT PORTFOLIO

Twoditlerent tasks, maximizing the present business and
preparing for the future, must he carried out an the sae
tme, with the same resources, with the same people. The
product porttolio helps conceptualize how resources

shiould be shared Letween these tasks,

Two product characteristics, growtl, potential and

s UM G cait e wreebiocreate the sroduct
[ I

portalio matrix on which alt products can be mapped

according to these characteristics.,

III
v
0o
> )
=,
=

On the lower left-hand quadrant are the mature products
with low growth potential. These are the winners of
vesterday, the products tha carvied the organization in
the past. These products were suceesses but no longer
representalarge volume to the otganization, As
vesterdiy's suceess. they pass (o the display case, and

can therelore be call~d “trophies™,

On the upper lefi-hand quadrant are the mature
prochicts with bigh growth potential, ‘These products are

the suceesses of today . Tn finincial circles. they are called
“cash-cows™ because the veeneriate alot ol cash and

resources for the organization,

Ou the upper right-hand quadrant are the *rockets™, the
new products

ith iigh growth potential, The “rockets™
represent the potential winners of tomorrow. Rockets, iff
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suceessfubs car teach the stars Gind become the cash-
cows of tomorrow’, bt rockets are volatile things and
canesplode atamy imoment, somethnes with catastrophic

results,

O the dower right-land quadrant are the new products
with low growih putental, These products consume

resourees, but huave litde potential of creating any retuen
oninvestment. Products inthis category are called “pet-
hobbies™ tavepresent that these prodocts are usnally the

pirsuit ol individuab interests,

M organizanions focas on the “trophies™ long after
these products are nolonget generating any signilicant
resources tor the organicanon, Thes ave, adter all, the
siccesses lor wlnch the arenzation has become known,
achmay otten be the products oncwhich the current
lewders of the organizaton developed their careers,
Divestments innophies ae o investumentin nostalgia.
However itis ae that public sector organizations can
Ive fonger than privatessector argamzanons on the
teputations wecnmuaaed inthe trophy displi case,
Oceasionally bringing moutsiders o helpevalue the
oranzation’s preduceo ey help identity move clearh
the trophues, hut cutdng back the resonrees muade
avanable o these products will inevitably generate
resistunee from within the organtzation from those who

have hecome emotionally attached o the product.

Emctional wiachiment i of coursealsa i problensy with
the pee-hobbies, The justilication is usuabhy on the
possible potental of the praduct, or the scientifie
portance of the work being done, or the value to
mankind of the task at haned. But too nany research

ACUVIeS ate satisfuine oF oecupying reseachers and
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research mamagers, and not leading o satisfving clicntefe
necds. Recall that 90% ol the peaple and the resources

way be producing only 10% of the vesults. These 90%, of

the resourees are often focused on pet-hobhies.

Product portfolio analysis indicates tha “cash cons™ are
exacty that, products that produce exora cash o be
milked. The leadership position in the marketplace of the
“cash conws™ should be masintained, but “cash cows™
shouid itlso be providing the necessary resources to invest
for the future of the organizaton. " Cash cows™ are
providing the sapport, the tnel for the “rockets™ of today

which can he the “cash cows™ ol tomorrow,

The abitity of the organization 1o foeus its resources on
“rockets™ will tead o inereasing the ellectiveness of the
organization. to producing the produets and services the
arganization will olfer tomorrow, The ability of the
organization w focws on climinating “pet-hobbies™ will
tead to increasing the efficiency of the organization as

wastetul activities are eliminated,

More specifically for a NARS

some maintenance research to defend and maintain the

“cash cows™ will require

productivity o the product in the environment. The
“rockets™ will involve the strategic research 1o achieve
breakthroughs, The per-hobhies will generally involve a
more basic arientation o the research. The “trophics™
will provide the basis tor the Nobel prizes and other

rewards of recognition.

Efliciency and eflectiveness are ditferent sides of the same
coin. Making of decisions, taking risks, adjusting 10
change, will dictate tor the manager whether efticieney

and effectiveness are his friends or his foes.
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IMPROVING AGRICULTURAL RESEARCH ORGANIZATION
AND MANAGEMENT IN KENYA

W.W. Wapakala

AGRICULTURE AND THE KENYAN
ECONOMY

Agnenbturo s the mainstay of Kenva's ceonomy, It
accouuts torabont o percent of the couney s GDP and
Fopercent of totl exports tra85 0 This share of
awrtcnline i the cconomiy s not appreciably changed
during the bast o vearss Aboa 85 pereent o the
cownty s vt popidanion. cuere sy estinated at 2o
oullion e e o aneas, Agricaboe diveetly
stahports ener 75 percent ol the i popalation, The
sweotor also generates eimployment for 7H pereent of the
Countey s coononsical v active popubation of g million

’II'HP"

Tois obvions, theretore, dhat agricultaral erowh is the
Kevornad development and heree averall economic
development. A breakihroueh inagricultaral production
would directly aise the sindard of Yiving of those in the
other sectons, As aanicaliere is the dominant sector, and
since the non-aenicuiniral sectors will grow relitive 1o
agricultimre, there s atleast an o priovi case that
BIVESUE R Tesanrces fon .mn-.luli( whural sectons must

come i the Bstinstanee from agricultare,

In Rewvaicis widely acknow ledoed that agricolioral
fesearchhas made sienitican contributions to the st
stceessin the aericultarad sector, Starting with i modest
screnttic establistunent m the st decade of this entury,
the wnermment has setap an aericaltaral research
ssstenm that has demonstiaed the eritieal role
avricultural veseareh can plavinational development
through the introdetion, testing, and prromotion of the
production ol crops and livestorh e inthe
nuiintenonce of anmmad health sorvices Research results
Iinve contribared v the rennarkable procress iy brid
rize prodicnon, highe-wielding wheat varieties, high-
quahitn disease-tesistant sanictes of cotfeee, unproved

iy and beetaninmals, better teclmologies for the
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cultivation of tea. improved forest and catchment area
management techniques. AH these successes have
coitributed in one way or another to the betterment of
the quality of life of Kenvans and to the nation's foreign

exchange carnings.,

With the new prablems that have emerged in the more
recent past, the requirernents for w higher level of self-
sustenanee in food and raw materials production, and
the ever-changing world economic structure against a
widening scientific and technological gap between
developed and developing counuies, agricultural
researchin Kenya now Laces pew challenges. Among
these challenges is the reatization that future gains from
rescarch will have o be small and cumulative, Large and
dramatic changes such as those from hybrid maize
develaped in the T9460s il be diflicalt to achieve,
Moreover,itean be expected that future researeh will
costmore to achieve significant results. To meet these
challenges, the Kenvan agricultund rescarch svsiem
must be reorganized and rationalized with a view 1o
establishing a svstem that is fexible and efficient in
responding to the national development objectives and
the entire agricultural policy. Such a system has been the
subjectol studies in recent vears, particularly by ISNAR.

REORGANIZATION AND
RATIONALIZATION OF THE KENYAN
AGRICULTURAL RESEARCH SYSTEM

Creation of the Post of Chief Research
Officer

The recognition of weaknesses in the agricultural
research sysiem dates back to 1945, when the then
director of agriculture suw the need for eflective research
services to meet the expanding needs. The research
serviees in the Department of Agriculture, which until
1945 were largely centered at the Scutt (new National)
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Agricultural Laboratorios vese campletely reorganized
after the war o rg52 the postof Cliiel Research Oflicer
was createdoand b the tescarch services came under
control of the fiest Chiet Researeh Oflicer, Dr. ¢ C.
Websterowho land the lotmdations of the present

rescaach orcandzation,
The Rodenhiser Report

Muerindependeace the government emphasized
mereased aad intensitied vesearch for the small-holder
sector, By gl o realized that agricaltural research
was ot ueared tomect the projocted needs of Kenva's
wavicularal indisty . This necessitated setting upan
aentcwdiral tesearch suivey team. under the
chanmanship ot De HOAL Rodendoser, in 1468, to
criticallv review agnicaltaral research and come up with
ecommendations as o how cropand animal production

tesearch should be organized tor elfective services.,

Phe survey team in their repornt observed among other

thines

S Phe preseat organisation is not geared to meet the
manilold current and projected needs of Kenvads

grawing agricultnral indosiry:

“Within the rescarch program, some projects are well
conceived and excauted. while others are virtnally
worthless, M oo often there s @ wastetul
diversitication and daplication of ellort with a total
disregard of priorities in the light of cconomice

justitication:”

- U The team alsodelt there was a laek of coordination
and asseasment of tescarel priorities by hoth foreign
assistance donors and the Kenva Government, and
there seemed o be no elear-cut coucept of donors” role

in place in Kenva's development process:”

“Animal hoshandry vesearch barely exists and is

uncoordingred.”

Among the recommendations by the team were the

following:

Oreavization of research = the team recommended the
creation of the Department of Research, 1o be headed

by aditeetor

-~ Research programs and priovities = the team
recommended the appointment of a Research Policy
Commitiee w advise the minister an researeh policy
decisions, and a ‘Techmical Research Committee on

priorities:
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- Calibre of research stadt - the team recommended
setting up a scheme of service abmed atatracting and

retaining qualificd and experienced scientists.

Agricultural Research Advisory Council

Hresponse to the Rodeshiser Report, the Minister for
Agriculture established the Agriculiural Research
Advisory Connciliin rghig, 16 advise the ministry on a

wide range of issues, including:

— rescarch priorities:

- methods and techniques of adininistering and
coordinating research:

= adequacy and ocation of research facilities:

— recruntment ef competent personnel and working

conditions requisite o their retention:

'

effective methods of disseminating rescich resules:
- thedevelopment of appropriate inter-relationship
among rescareh, extension, and other programs of the

ministry.

At the inaugural meeting in Sepienther 146q, the council
aiscussed and aceepted the recommendations of the
Redonhiser Report. Among the recommendations made
atthe meeting were:

= The ministry should hudget for research expenses, the
guiding principle being the allocation of resourees in

relation to vesearch priorities:

= Sacin-cconomic studies should be given high priority,
and the ministry should build into the establishment
biometrics and agricultural engineering disciplines;

~ The ministry should formulate a conscious and
integral products policy for the development of
agricutture, (Phis would provide the framework for the
main outlines of a coordinated and balanced research

program);

= Asubcommittee of the council came up with terms of
serviee which included the ereadon of the postol
Director of Research (in place of Chied Research
Oflicer).

Apart from the inaugural meeting, the council never
became operational. and the agricultural research system
continued to exist much the same as before,

The Science and Technology Act

Several developments during the late 1q70s compelled
the government to critically review the managenent of



scientitic and wechnological insuittions, s vital resouree
i eatiomwad developient. The establishment of the
Natiora] Couneil for Scirnce andl Fechuology, nnder the
Science el Fechnoloes Acrorgr =50 o advise the
govertment onallaspects ol saence and teehnology for
ttional developent, was anvgor iilestone in Kenyva's
Aaspirations toexphionh cinhinece modern scientific and
technological pracesses in e dey clopmentsorategies.

Thethivd teor w8 and fourth rgya-84 Devidopment

Pl recogmzed thar the identitication of scientific
requirenments, the ase of technological advances, and the
allecation o proper s veement of the attendant
Tesontitoes Lo oot tltural, son wdand e onomie
development ae kev clements fr asond national
sctenee poliey These view s e enddorsed i Sessional
Paper Nosy ol tobcon Science and Technonoy toy

Development

he Science and Tecbnodosy o mediment)y Adt off 1Yy
niahes provisions tor the establishient of semi-
autononions tesearchinstitates, Fhis legal instrument

estabbishies afraomew ok with five hasic clements:

aamaneecmens body with the desirable independenee
and assared aon ernment linanceial suppori for the
execunion al short- and long-range rescarel in

tesporine to present and tutnne needs:

B contimmab improyement of was < and means whereln
sorentibie o dedee and oosadis are promoted and

apphied for the henetit of Kenn ans:

coestabdishinens of an envitonment in which creative
and tmaginatve receach can be nndertahen through

Ahdppropritenanateiient stogciiat e,

doabiliny o attract research managers ol ontstanding
calibre, and whoore sensinve (o practcal national
needs relative to then ownareas of seientific

speciadization:

eoestablshiment of a crtical tass of scientists capable of

wsing a multidisciplinaey approaeh o problem
solving, bot lesible cnomgh to be rearvanged in

accordance woth program requitements.

Unider the poonvasions of this e e Kenva Agricaliaral
Researeh Tnstitnre tKART was created tooperate oy a
semi-attonmnous parastatal researcl s titution under
the ministey. KART was expected o combine the
research senvices of the Ministry of Aericulire an
Livestock Developmentand the Minisiry of
Favviionmentand Natad Resomrees with those of the

former Easc Atican Communis (o form a
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comprehensive research organization. Tt was also
expected to provide national coordination, management,
and execution of research in agricultnre, livestock
development, and forestev, These roles have not been
fully realized. At the mament, KART is hmited to the
functions formerly nnder the East African € lommunity at

Muguga.
Current Exercise (1981 to date)

From the past attempts. itis clear that numerous eflorts
have been made wstiengthen agricnliural research in
buth pre- and post-independence, but these have not
resulted in any substintid changes: the present
agricultural rescarch system retains the same basie
structure as during the presindependence days. Several
complicating factors hive made the establishment of o
national agricultwal rescarch organizaton dilicult.
Mostimportntly, there is need w rationalize the

such

organization and funetions of the existing res
svstem, comprising a large number of centers of various
sizes. Indectsion on how o integrate former East Afvican
Conmuity ins:iitutions with those under the minis e
another contribitory factor to delays in rationalizing
agriculiural research, In an eflort to resolve these issues,
extensive studies have been undertaken with the
assistance of ISNAR and anumber of reports have been

prepared.
ISNAR STUDIES, 1981, 1982, AND 1984

At the requestof the Governent of Kenya, acting
through the Naional Couneil for Seience and
Technology, ISNAR conducted a study of Kenya's
Agricultural Research Svstem in June-July 1081,

Tomeetthe new challenges facing agricultural research
in Kenya, the tean recommended that theve is need to:

~ develop amore unilied, comprehensive, and cohesive
organization for the planning, promotion and

execution of research;

- determine research priorities and allocate rescarch

resources according to the priorities;

strengthen communication systems for internal
organization of the research organization, and for the
delivery of rescarch results w extension workers and

farmers;

build up a local capacity of well-trained and
experienced manpower, atong with improving the
research environment;
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provide niore sodio-ccanomie mnputs into the
detinition, execution, and implementation of rescarch

activities:

= implement the siadl-timer-otiented research strategy

more determined|

= immediatel anderiake w feasibiling study orsefentitie

ninpower tequirements and trainimg needs.,

The voveriment aceepted these tecon mendations, and
it tespotee totbie lastecommiendation TSN AR wis once
acan teguestod o underiake aodetininve stney ol the
Hnposer and tratinnge Tequiemeids ity Kemvan
aticulinrad ve b systen T June g, ISNAR
undertook the study and the team estinared thi

md tals vpor by oflicers would be

|u'l\'.('('ll 1‘4:‘: 3

traanedatditborent ove s inesenvice, short cotrses .t
TARCS Bose NS

US> o million over wtenevear petiod. The training

cannd PhDY Phie estmated cost was

I”“i"' tons were Lrhenas o brasis tog manpos el

developmeatand namne,

Volloviie o esoial ai G Pranee ot the
reconmeendations mihe e e ISNAR reports, the
Govenentof Kensaom gl regueseed ISNAR 10 carn
aatadetaled stady with the general objective of
evalnating the oreamzaton, management, and DEORTANLS
ol aenicadinal veseardr aned to prepare acomprehensive

nettional tesearch ~oaeey e progean.

The team came out with o twosvolume report tited
©This

reporthas heen subjected o detailed study by a task

“Matonal Aencaliaval Strateay and Plan cigiy)”

fence conasting of semor Kenvan research managers.
with backstoppng from INNAR and the Waorld Bank.
Ihe team was mandated to niake sprailic propositls on
how auntlied agriculinad vesearch sesten conld hest he
established nnder the provisions of the Science and
Technoloey s Amendinent Aot The task force came up
with the "Navonal Aunicnltural Rescardh Projeet
Proposal™ dealime with a wide range of kevissues which
are o form the lonndation for o reorganized agriculiorasl
vesearch systeny The vk toree report has undergone o
eritical studs by presappraissal mission consisting of
Kemvootlicids and donor vepresentadves. The mission
veconnended moditicatnons which have heen ineluded
ina hual report that will be the basis tor an appraissal

mission in October this vear,

Theveport addressed o number of eriteal faetors that
have motivated the radonadization and reorganization of
the agricaltural research system, which are briefly

discussed helow.

ORGANIZATION AND MANAGEMEN

The Ministey desives o reargauize the tesearch system
within the friunesoark of a semi-autonomaons RIURITRNSTN
provided (orin the Science and Fechnology
Amendiment New 1g70. The ageney will integrare the
research Lacilities in the Ministn s researell divisions
with those wt Muguoa nnder a sinele harmonized
manigement stacture Board oF Managements, that will
be responsible and advisory to the permanent secretan
on rescarch matters, aavd throush himew the minister,
and oltimarely, o the sovermment, Teis proposed that
there witl he two committees 1 Finanee and
Admmistration Comnaintee and Rescarch and Technical
Comiitteer adirecon, three depiny dicectors (Crops
and Soil A AWoer Management, Livestock Resarch, and
Planning. Finance, and Administration) and a total of
cightassistantdireconrs A strong administrative base
will be establishied o ensare proper nimagement and

utilization of the rescarch resonrees.
RESEARCH COORDINATION

Coordination, whichis organized cooperation hetween
centers,witltorm the basis of planning, implementing,
monitoring, and evaluating researeln s many high-
prioviy rescarch activiges as possible will he organized
into a nuber ol nationad maltidisciplinarny veseareh
project teams., cach wan being headed by a coordinaror
who will e an active and mature scientist, resident at
any one center where the connmndity o problem to be
rescarched iy mostimportant or can hest be investigatedd.
Agricultural researeh Tos traditionally been organized on
adiseipline hasis with hude on nocoordination, The
coordinated rescareh approach sill e the basis for
mohilizing the avaabte scientific resources 1o give
attention o various problems ol agriculiaral produdcion
and o tind solutions through a highly organized

Conperative system,

RESEARCH PRIORITIES AND
RESOURCE REQUIREMENTS

One major deficieney in the present research system is
ack oo proper mechanism for the determination of
rescarch priorities wd programs and allocation of
research resourees according to the priorities. The 1ask
force reviewed eriteria for establishing research prioritics
andiidennfied three levels, The required resources were

determined and allocated aecording to the prioritics.

RATIONALIZATION OF RESEARCH
CENTERS

A major problem that has arisen in the recent vears is the






ORGANIZATION AND STRUCTURE OF AGRICULTURAL
RESEARCH IN THE GAMBIA

M.S. Sompo-Ceesay

Prioy to 1977, agricultaral research in the Gamhin was
organized onan ad hoe basis, except for the calonial
peoiod, when a highly focused vesearets etlort was
divected atimproving the production potentiad of the
major export crop. groundiats, Noattention was given
tofood cropsresearche Atindependence 11gh), research
was cartied ont by individual depaniments, niinly as
part of development projects. This research was not well
coorditated, even within the Depariment of Amicnlore,
which badd the nioscactive researeh programs, With the
advent ot the Saheliin dionghi, it hecame apparent that
appiopriate te hnologies were not avatlable to meer the
crises and chaltenges Lecing the agriadunal secar,

despite the intusion of Large amonts of donor fuds,

In gy the Department of Aericnlonre created a
vescarch division headed by an assistant director, with
the main objective ol coordinating the veseard b effor
within its nvandate: e al' vaps. An Aericuluiral
Research Advisory Board tARAB Y was also created
whichineluded all veseareh aflivers of the department.
Rescarchers from other depar inents were imvited to
attend hoard mectungs, atwhich their researel, proposals
conld he discussed and approved hetore subimission for
fundine, The hope was that dualication of eflort would
be avoided and the natiomal research eflort would be
cootdinated " Fhis attemptat conedination and
organtzation was not very suceesstul, Researchers hom,
other departments viewed ARAB as an attempt by vhe
Aunculture Departiment to control theiv researc!
programs and ceased o participate inits seetings,
ARAB served only anadvisors toleand Lacked the

aunthority to enforce s decisions.

T, elfective research plannnng. based on identitisd
priorities, was not careied out efliciently, despite the
government's stued aimncof improving the capahility of
tie national research system o adidress the serions

problems confronting the wevicultaral secror, The

sivuticn was further compounded by donors who tended
o sapport research within the specific objectives of their
individual projeets, some of which were ofter seen to he

competng with cach other,

Woneaceepts that the nadional research svstem has the
responsibility for providing critical infornution to the
govertnent to facilitate its decisions on policies and
placiang for agricaltural development, and o producers
sothat they can inerease production and isprove their
well-being, then the research system of the Gambia as
carrendy organized is not fullilling this responsibility
Thereis no eflfective system trestablish reseirch
priotities, review angoing and proposed researeh
activities and allocate resourees accordinglv, There is no
central voice that speaks lor the mational research
systen. Researehis spread among seven departiments;
Agricaltare teropsi: Muimal Health and Production
tivestock): Coen Protection Serviees (crop pests and
discasesy; Water Resounces (water management ad
climatology): Fisheries: Forestry and PPAMU (social

SCErVices) i two ninistrice:.,

Recently, recognizing the eritical role of agriculiural
rescarch o the Jdevelopment of the agriculural industry,
the Govermuent of the Ganbia requested assistance
from USATD 1o assistitin improving the capability of
the national research svstem 1o tackle the many problems
conlronting the agricaliural sector, While cinphasis was
to be given to techiology development, the project was to
give special attention to improvements in the
institutional weaknesses of the research system, USATD
responded Givorably and the Gambia Agricuttural
Researchand Diversification (GARD) Project was born,
One o' the major clements of this preject is o review and
reform the agricubaral research management svstem of

the Gambia in order w acilivate its operation,

Anccarly action of the Project Management Committee



Sas 1o set upa working wroup toaeview the current
sitation of the Agrienltural Research Managenent
System CARMS and o propose specilic iniprovements
i range of procedures alleeting the agricultural
researchosystem. The Government of de- Granbia also
requested ISNAR o assisthe working gronp in its task.
ISNAR provided the setvice of one of s senior research
officers o warl with the warking group. Fach
departmen cons erned wiih agricultorad research

nonited one person o serve i the working ¢ oup.

The working sresp mer several tines over e first six
wonths of 86 duria swhach i heid consultations with
Beld st consultani, reviewing the civil service
strictureandbother interested parties, An carly decision
Wit to prepare an iventory and sk analvsis of adl
serentisty invalyved i agriculiuead eesearch, A
prehiminay ceport highfivhting che major weaknesses of
the present sustem and preliminary recommendations fin
alleviing tiese sweahiesses wirs prepared and discussed
with nterested partes. A final draft FEPOrt wits

submitted in July g8,

MAJOR FINDINGS AND
RECOMMENDATIONS OF THE
WORKING GRCUP IN RELATION TO
ORGANIZATION AND STRUCTURE OF
THE NATIONAL RESEARCH SYSTEM

Thewarking eroup contirmed the wajor weaknesses of
the curtent systent deseribed ahove, In particular, it

{found thar:

no etlective mechanism exises for setting national
rescarch priovities or for reviewing and approving

research programs;

= noetective nse was heing made of the coantry's

availuble manpower;

research programming was poor, 1o often reflecting

the interests of the tesearchers or donaors.,

Indight of the above findings, the working group made
the tollowine major recommendations for the
improvement ot the efficieney of the national vesenrch

svstern:

1. Establish o National Aericuliural Researeh Board
CNARBY composed mainly of senior users of research
results for peliey tormation, o lay doswn broad
priovities for research. The board should be servieed

by atechnical seeretariat (18);

The main duties of the board wili be to:

— advise the ministers responsible for agricultural
developmient on all matters concerning the
organization and execution of research in
agriculture, Hvestock, forestey, agricultural
industry, cte;

= formulate national agricalural vesearch poliey and
priorities to support national developnient

ohjectives;

- recommend the Location of resources w high-
priority research arcas and review the rescarch
programs developed in response to these priority

guidelines before approval for implementation,

2. Establish Program Committees (PC) o formulate
research programs for priovitics identified by NAR2S,
Representation of the Extension Service in the
program committees will be essential to bring farmer

perspective ino discussions:

3. Introduce the technique of program budgeting as a
basis for determining hudgets of programs, and for
g § b s

monitoring and evaluation of rescarch performance;

4 Introduce rules on disbursement of funds for research
ta give greater stability, reliability, and flexibility in

rescarch funding and dishursement procedures;

5 Developasystematic manpower development

5 )
program to ensure avadlability of needed manpower
for executing identified priority rescarch programs,
This includes appropriate training and a scheme of
service whase promotional and reward system

encourages performance rather than seniority alone.

The working group believes these to he the minimum
actions necessary ifimprovements to the current
situation are to be made,

The overall structure and orpanization of the national
agricultural research system compatible with the
national system of governance can greatly facilitate or
hinder the efficiency of the rescareh system, The working
group concluded that the current structare of
agricultural rescarchin the Gambia hinders rather than
encourages efliciency. Thus, in light of its findings and
recommendations, it suggests that the research systen be
structured along one of the following tour options:

— create a semi-aittonomous Agricnltural Rescarch
Service (ARS);



= o ARS, hut NARB. 'S, and PC and an agricuttural

scheme ol structurad service:

- vreate NARBUES e PCLbut o agriculiaral

scheme of servive:

- nochange exeeptintoduction of program budgeting,
manpow et inventorand perhaps cstending te role
ol ARAY ¢ include athies departments,

Option 12 Coeate s sem-autonimons Nerioultural Research
Serzice (RS

At the apex of this service will be the National

Aericnltural Research Board., responsible for:

advising the ministers on all matters concerning the
orcanication and implementtion of research in
avricnlture livestock production, forestry, fisheries,

and aero-mdinstey;

formalating national agricaltural rescarch policy and
privvites o support national development objectives,
ancladvise the ministers onthe hancial, manpower,
and physical vesources vequived o carry oot

approved rescarch provran eficientdy and cliectively:

recommending allocation ol resonrees 1o high-priorin
areastorresearchoand review the researcl program
developed in tesponse o these prioriiy guidelines.

betore recommending approval for implementation.

Answering to the board through the prrinanent secretary
will he adirector of research. who will direet the research
seivices The service vill he arganizen on a program
hasis, Faeh ol the veseareh programs will be headed Iy a
provram leader, who will be responsible for providing
teadership o the uronps of scientists in their programs,
and ensuring that the progre.ans are excented within the
approved buduets. The divector of researeh will be
assisted by acprogram advisory commitree 1PACH

composed of these program leaders.,

The prowram advison commmitiee will issist the director
in the tormulation of medium firee-yeary research plans
ter sabmission 1o the hoard through the rechnical
advisory commitiee, Whale overall direction of the
reseanrch service will e the responaability of the divector,
the program leaders will he expected to share both
adminisirative and technieal leadership of these
programs. They would be expected o assign st time

and monitwor the execution of the approved programs.

Among the advantages ol this option are:

= progricn formulation and development would be
faciated:

= developmentand retention of research stafl could be
accomplished mostreadily, esp ally ifa researchy
scheme of service which rewarded output rither than

seniority was adopted;

= agricultural research would have a clear single line of
funding;

= acollegiate style of i sement, with leadership
rather than author; ing the driving foree in the

system, can headop ed.

A possible disadvantage of this option is that the research
system may lose touch with the developmient agencies it
is supposed to serve, This can be avoided by creating a
technical advisory committee (composed of department
directors concerned with agricultural development and
the researeh divector as an ex-oflicio member) to the

NARB.

The Technical Advisory Commitiee (TACH will be
vesponsible for providing necessiny information and
advice o the bourd, to assist it in arriving at priorities for
vescarch and veviewing research programs bring
submitied by the research serviee for consistency with

stated priovities,

‘The working groap, having reviewed the Iminpower
available and likely to be availuble w the nationa! system

in the near future, propases that the national research

eflort should he focused on seven priority program are

= upland ceveals improyement;

- rice:

= grain legumes and oilseeds improvement;
= agronoiny and farming systems;

= forages and livestock;

- horticuluure:

e l'(‘,\!'ill'l'llhlll)l)“l‘l.

While stufi will be assigned to programs in which they
will be professionaliy viost concerned, it is expected that
acertain flexibitity will operate to ensure that statl can
provide inputs into other programs needing their
services, Tewill be the role of the PAC to ensure this.

Option 2: Create NARB, TS, and PC. but no ARS

In this option, the Nationat Agricultural Rescarch
Boave, Technical Secretariag, and Progiam committees
will be ercated, but no Agricultural Research Service.



Phe Technicid Secreznian v il be made np of senior

research ofticials on deparanent divectors,

Members of sttt of diflerent departments who were
mainly concerned with reseaseh could opt for an

avticiiturad researeh schenie of semice.

This option wenld not have the advantages ol a cleay
single-line vote for all aerionbliueal research. or a clear

departmental sphere of w agriculung! research sery ice,

Towould be more diflicult o promote a collegiate stvle of

manacement, O the other haad, this option would not
PEQUITe s great aorestiuctuning as option 1, and ties with
developmentactivities should remain stromg with each

department

Optton 3 create NOARB. TS and PC bt o Agricultural
Seheme af Serz e

The organization structure of this option would be
simila o option 2, but o vesearch scheme of service
would exist, Inaddition o the disadvantages discussed

above this option would forego the benefits of research
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stall morale and sense of divection that an agricelaral
rescarch serviee coukd give, but would still give the
benefits ofa mnch-improved svstem, least for defining
the rescaich program. Trwould disrupt the existing
system least for still susbstantial benefits, and would $o
part way to improving the agriculieral research
management system without maintaining the fully
integrated approach that links the manpower
developmient and reward systems with determination of

the progran,
Option t

No change lrom the present organization, except
imroducing the management tools of program budgeting
and manpower inventary, and perhaps extending the
role of ARAB 1o include rescarch programs in
depasunents other than agriculture.

This option would improve the management svstem
least, but has the advantage of not requiring any
restructuring of the current organization.



ORGANIZATION AND STRUCTURE IN SRI LANKA

S. D. 1. E. Gunawardena

INTRODUCTION

Auricuiturat researchin Sri Lanka dates back to 1822
sith the establishment of the Botanical Gardens when,
during the British colomal era, it was used or the
introduction of teir, rubber, cocoa, citronelia, and other
plantatior cropa, Rescareh activities on these crops led 1o
the establishnient ol the Department ol Agsienlure in
FOTT sith the research division beiug one of the main
umits. Researchiim the Department of Agriculture was
cuided by the Central Board of Agriculiure appointed by
the Minister of Agricolene, undl the 19308, when the
Ministiy of Auricndtine was established. Over time,
munerons changes have taken place in the
responsibilities ot this ministeyand oday i primary

mandate s food crops,

STRUCTURE OF THE AGRICULTURAL
RESEARCH COMPLEX

Atpresent, agricaltural research s carried outin at least
L separate researchiinstitutes and departments -vhich
function under seven ministries and the Otlice of the
President. All research units come under the auspices of
their respective ministries, FEwever, some are semi-
autonomous, hemg conrolled by boards. ‘These units
have greater flexibilivy of operidion than those coming

under line ministries.,

Monistries responsible for research in agricultie,
forestryind fisheries are the Ministry of Agricultural
Developmentand Rescarell (MADR), Minisoy of Lands
atd Land Development (NMLLD), Ministry of Rural
Industrial Development (MRID), Ministry of Plantation
Industries (MPD, Ministry of Coconut Industey (MCI),
Ministry of Fisheries (MF), and Minisuy of Higher
Education (NMHES.

Laddition, the Natural Resources, Energy, and Science
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Authority (NARESA), under the Office of the President,
supports agricultural resea. ch inareas deemed 1o he of
high nationad priority.

MINISTRY OF AGRICULTURAL
DEVELOPMENT AND RESEARCH

This ministry is responsible for rescarch and
development ofall crops except rubber, tea, coconut, and
cashews ae- has four separate rescarch units:
Department of Agriculture {DA), Department of Minor
Export Crops (DNEC), Agravian Researeh and
Training Institute (ARTT), and Sugarcane Research
Institute (SR1).

DEPARTMENT OF AGRICULTURE (DA)

This department, headed by a direcior, has ten divisions,
ciach headed by a depaty director: Research, Extension,
Education and Training, Feonomies and Projects, Farms
and Planting Material, Fnaineering, Seed Certification,
Botanic Gardens, Administration, and Finance.

Dircetors and heads of divisions meet o formulate work
programs and prepare budgets. The director reports 1o
the secretary of the Ministry of Agriculwral
Developmentand Research and through him 1o the
minister,

‘The Director of Agriculture is responsible for the
developmentand dissemination of new technology tor
the farm sector and s specifically respousible for fond
crops. Improved technology generation is the
responsibility of the Research Division, Because of the
diverse agro-ccological conditions of the country, many
crops can be grown suceessfully, but the area suitable for
a particular crop is often small, Crops on which research
is being carried out are vice, which is the staple food,
coarse grains (maize, millets, wheat, and triticale); roots
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andtubers s porato Cassava, sweet potato, vams, and
Loren e lecames tueng, cow pea, blackgram,
sovbean. preeon poad duckpeas condimeats (chili,
anions, tarinene, benaereck . coammin, tenuel AL
industiial crops scotton, kel wrome e ts, sesame,

castor santlower, satlov e and hortieonltural Crops

Sveoetables dre

titloaver s

Phe Resear b Divesion s tesponstble tor the lormulation
at thesationad tesearch strateos tor these 1o,
mchuding the establishimeny of priorities, facilines, and

!

Researchin orgaonzed o a regional basis, Thiee main
e zones b been dincded into et acro-
cooloal tevions oo the bass ot cimae, reliel and soil,
The o neared and moicable areas of the Mahos el
Syatem €7

e e tegional researchrenters tRRCCH . and 1w o

are i nded s anceddidonal reston. There

additianad tesean hcenters e devoted ta .\])l‘t'l.l' Crops
o st tons, Some RRCCS have smaller satellie

experiment stations under then control,

he Tand and Woner Uae Uit and the Soil
Consesvation U tovether with the headguarters
aduninsnaon and tecdnncal st bocated at Peradeniva,

comstitinte the rest of the Research Division.

Research procrames e heine fonmulated at the regional
fevelwithm boadle detined opevadional abjectives. Close
linkages have heen establishied with extension serices
and Lners throneh the toradon of regional technieal
workimg wtonps whtch meet twive a vear, These uroups
conststob stadbdeawn fronn the tollosw g divisions within
tie Depratiment of Nevionlinre: Rese ucl, Extension,
Fducation and Trainme. Farms and Planting Material,
Officers and repesentatives trom other organizations
and nmiversies faculty of aucicoloere are invited o these
meetings, These meetings, towether with work o the
agricultural extension and adaptive research program,
custeanteraction hetween toseard b, extension. and

Lomers The ovevadl procram of the research division i

considered by divisiotnal committees and Liter as i part of

the deparimental progeam as meetings of division heads

which are chanred by the ditecton of agricaliure,

There are lead stanons fon particular commadities and
nationally conrdinaed progams for the IMAjor Crops.
The lead stations or the program coordinatons establish
o develop linkages with tnrernational researeh institates
ot project auences thouch the divisiona] heades arters

in Peradeniva,

At present there ave linkages with TRRI, GINAMYT,

CIP CINT ICRISAT, and AVRDC, St from the
Division of Agricatturat Feonomics and projects are
posted to the RRCC under the tespective station
directors. They are conccrned with data coriection of
agricultural statistios and are required to interact with
the regional veseanch and exeensien <tadl'in the study of
production cconomics and faranng svstems ana .

planuing of research programs.

Anin-service training center for dissemination of
infornation forms part of the regional research complex,
Thees are also 2y aduptive research units, one i rach

district, for on-tarm testing of new technology,

For funding rescarch programs, a consolidated budget is
torwarded through the secretary of MADR 1o the
Ministry of Finwnce and Ploning. Allocations are made
to MADR under object-codes, where cach covers a range
ol activities such as research, extension, and educition

and training.

DEPARTMENT OF MINOR EXPORT
CROPS (DMEC)

This departivent was started in 1972 and is responsible
for a Luge number of mainly non-food crops which have
localund potential export markets. From these a fow
crops have been selected for initial attention: cocoa,
coftee, cloves, nutmeg, cinnamon. cardamon. The
director of DAMEC is responsible to the secretary of
MADR . There are two divisions: the Research Division
and the Fechnical Division, dealing with extension and
training and related activities. Eachis headed by an
assistantdirector. Administration snd accountaney units
complete the department. Although the main research
station is at Matale, substtions have heen established at
Delpitiva for multicisciplinary cropping of mid-country
tea arcas under the national Agrvicultaral Diversification
Authority, Kundasale for work on cocou, Wariyagala for
work on cinnamon and cocoa, and Gammaduwa for

work on cardamaon.

Research programs are formulated within the Research
Division for subinission o the director of Minor Export
Crops and then to the secretary of MADR. Due to fack of
stafl some research work has been contracted to the
Coconut Research Institute (CR1), Tea Research
Institate (TR, and the Posteraduate Institute of
Agricalture (PGIA). Research programs are devoted o
germplasm collection and evaluation, agronomic and
crop protection studies in monoculture and in mixed
culture,
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AGRARIAN RESEARCH AND
TRAINING INSTITUTE (ARTI)

Thicia anawntonomons v cstablished by an act of
Patliomentand is gon coned by hoard nominated by the
Munister of Nerccngal e loprient and Research,
Hll'l('

micmbers an

owide represantanion oncthe board, Board

ethe secretary of MADR Chadrman s and
representatives bronn che tolloscing ministrices: Linds il
Land Development. Nabaw el Development, Rural
Todusirial Developmene, Trade and Shippine, Finance
and Pl Rovad Tndeear i Deve lopment, Plantanon
Inddustnea and Hiche s Fdncation,

Us-officiomenber o the Divecron of Aavcalture, the
Loand Conmisaaoncr dhe Conmrissioner of Auwrarian
Services the Dincoror of Tirieation., the Commissioner of
Cooprrative Developaent, and the Divecion of Rl
Desvelopment. The other iaembers are the Dine ton of
Aerarian Reseanchiand Toonme Tnstiote, o

ottt e of the Congad Banka tepresentative of

the Facnlte et Aeniondtan e, Uiiversing of 1 tadeniya, and
the countes representanive of the Food and Auvniculture
nted Nanons EANO The

cottipre o ol s board cotloce AR TS mandate 1o

Cheaeaton ol the l

work onresearch and rainine. socio-eennnomi <oand
ARTS the only

maer state vrzamzation o s area and has the Lirgesd

msttutional aspects ot asnicenlnre,
crotup ob sacioscconamists i the countn. TCis o ganized
wite o vesearch diviaons Aonicntinead Planning and
Eoalaation Mrodu tion Boomomicos aned Extension
Dovrcation, Warer Maneeenment and Actarian Relations,
and NMarketand Faod Policies T he directon i assisted
betwodepnny divectors, and cac diy ision is e arded by
resesccbeand ranine oo

dhe buductisreceived throngh the MADR. bt is at the
disposal o the divecton tor programs agreed upon by its
board, The Budeet covers only stdland institutional
costss Al prowian operating Costs mast he obtained lromn
other sourees Henee the provranm consists niinly of
contractwork tor developmicnt projects which provide

funding,

SUGARCANE RESEARCH INSTITUTE
(SRI)

Research on suvaveane was caoried ont by the Sri Lanka
Sugar Corporation prioy to 1981, lollowing on the work
heing done inthe misd-ry 008 by DAL The basic
agrotomic and disease control practices Iad been
established far two siall production arcas. Production
from these areas anmionnts to 10 pereent of the estimated

D000 tens,

annual sugarcane consumption of
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Incorder to mcrease sugarcane production and 1o
recognize the need for researel support it this industry iy
o expand into new areas under hoth irrigated agd
rainfed conditions. the government has established the
autonomous Sugarcane Researeh Institute by amact of
Parliconent passed in 18, SREis comtrolled by i hoard

shers v Diveaon of the national Tustitnne of

l'l mtition Manazenment tehairmany, the Directon of

Agricultire vopresentatives of the Fac ulty of

\uricelare, Universioy of Peradeniva, the Chairman of
the St Lanka Suvar Corporation res-officio). and 4
representative of the Nindey of Finanee and Planning,
Germplasm has been collected tin Breeding purposes a
soveral rescarch stations. Linkases oy e heen established
with the sugarcane breeding institute i € conmbatore, the
sugarcaneanstiute at Maunitios, the United States
Department of Aerienltnre, aind the Canad Panm
Research Sttion in the United States, A detailed plan
tor the development of SRT bas been drawn up.incloding
provision of facilities for researeh on SHEATCane

production and in-mill techinalogy .

[eis expected that most researeh on the cropwill he ofan
adaptive natare heeaose the asic agronomice
requirenients of cane are known, and Sei Lanka does not
fave anmy unnsual prstor disease problems. Some
hreeding work may be needed, but inial cimpliasis will
he oncollection of »arictes from other countries {subject
to adequate quarantine safeguards) for testing under Sri

Lankan conditions.

MINISTRY OF LANDS AND LAND
DEVELOPMENT (MLLD)

Land-use polies and planning. and setlements,
especially inthe Luage irtigation schemes, are the main
responsibilivies of this line ministry, Ty depirtments
under this ministry carey out small researeh programs in
addition toirrigation research on the ¢ ngineering aspeets

of witter mian, irement,
FOREST DEPARTMENT

The Forest Department’s main tisk is to provide

SETVICes, Tesuoree nigement anl planning. and

advice T has aosmaldl vesearch unit, which concentrates
onstudies of botanical charicteristics of indigenous
species and management of natural forests, Since 1.
the torest cover has been rapidly de pleted, and
replanting with fast-growing exotic spedies has been
undertaken. Researcl onsilvienltural pracuices for
species grown in pure stands has also been stanted in
recent years. Rescarch stafl depend on the cooperation of

the conservators of forests in all this work, The activity of



this depariment focludes forest managentent studics.,
which ranee trom warershed HLARALCINent praciices (o
presentine sitaion of Luge tanks, provision of fueld
wondtor new sevtlemes s and connunity toresin
])lnj('x’l\ 1o })lu\ i(l«' lul al sontees of l’llt". |)H|('\. ‘lll(l

tinher.
IRRIGATION DEPARTMENT

The lieation Departnent s namh coneerned with the
supphv ol inicaoon warer tor aop production. The Land
Use incsion of ths Depoariinent s responsible tor the
wationat so s oy P Tonoation Department canies
outresearchin e neas desionimye of water supplh
sttuctures and L capabaloy stnvesssand i land -osee,
plainneand establishneentof a rational Lind-ose
policy The Toncaton Bepanin it conducts some
tescarchoom in=iebb water v cment. supported by
wrants bandaees inoce beenvestablished with MADR aned
the Ministes of Mothaw b Development to wdennty the

tesearch problemes m some areas

Steenethening o the rewe ocho apacits of the Trrivaton
Dreparronent soth it o maeracr eflectin el with the
wew v totoeed Ticerioonal Tnstitane of Wager

shanazenent, s ander consideration,

MINISTRY OF RURAL INDUSTRIAL
DEVELOPMENT (MRID)

MRID s vesponable 1o the overall development ol the
Ivestock and sl imdusaies secion, Tnthe ivesiock
settorateacivities e the dicection and supervision of
the Depannneneot Al Prodie non and Health, the
National N Boane the € o lon Oils and Fats
Corporation, the Naonad Tavestock Development
Bowrd the Livestack Deceloprient Division: fmulanon
ol a Taveston b Doy lepinent Polioy: prepataion,
implementeson, monitonmes . and conrol of phans tor the
Icestock st prosison of supporting infrastrucrure
and serviees and e calaaors aoniories: and promotion of
vesearchand extenseon on hivestock production. These
activities, which constrnne abo oo of the wenk of
MRID e undes the duect contial of the MRID
woretans Ancadditional secrenany s tesponsible tor the
sl nehistes sector The need for i stione planning
et has heenvecognsed, and dono support forits

development bas been secnred

DEPARTMENT OF ANIMAL
PRODUCTION AND HEALTH (DAPH)

Research undentaien by MRIUD s located in DAPH.

Adaptive research is done i association with several
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development projects. This department is headed by a
director and has the tollowing divisions: Animal Health
and Extension: Animal Breeding: Education, Training
and Tutormation: Livestack Farms: Livestock
Development: Rescareh: Administration: Accounts: and

Fngineering.
RESEARCH DIVISION

Rescarch stafl ol this division wre concentrated it the
veteriniy researcl institute wi Gamnornwa, The division
s responsible for the viceine Ltboratany, the amimal viros
Liboratory and the reginnal veterinary investigation
centers. T oeveterinam research institate has seven suh-
seetions: pasture and fodder crops, animal notriton,
aninnal breeding, bacten iology. parasitology, and
reproductive disorders. Linkages live been established
with vetrrinary oflicers who are responsible for advising
Brmers and extension workers on livestock production.
Thereseareh program is heavily binsed towards animal
health, The simal amomnt of work an pastures and feeds
overlaps with work being done in the University ol
Peradeniva and the Diepartment of Agriculture of
MADR A present, there is no formal mechanism by

which approprigte tescarch programs can be formalited

Jointh by NMARD and MRID, the ministries responsihle

tor reacarch on crops and Hvestock,

MINISTRY OF PLANTATION
INDUSTRIES (MPI)

MPEis responsible for plantation crops other than
cocomut and sugarcane, The two main CXPOLt CVOL, tei
and rubberare cach served by a long-established
speciahistcommoditg rescarch institute, There are
diflerences hetween these rescarch organizittions,
primariby hecanse of the difference in the structure of
production in the two indnstries. The hoards ana oflicers
responsible for the wea and rubber industries come nnder
the seeretary of MPIL Operationaliv, however, the
industries are controtled by hoards established by acts of

Partiament.

Legiskinon also provides the bisis tor lunding the
research institutes through cesses on exports. The boards
are Larvely autonomous in their dav-to-day operations,
within he general policies established by the group
consisting of the ministers of Finance and Planning,

Phintation Industries, aud Trade and Shipping.
TEA BOARD

The Tea Board is divectly responsible for the T'ea
Research Institute, Division of the Tea Commissioner,



and the Tea Promotion Buveau. Iis indirectly
responsible for the tea smadl-holders development
authoriev (ISHDAY o which i provides funds, TSHDA,
which has its own bowrd distinet from tea board., is a
semi-autonomons antt The Tea Research Board, which
assists the Tea Board i the control of TR consists of
thice vesearch saientisis, twa. representatives of the wrade
throkers or exportersy, and one representative of the

I hate estate Sector,
TEA RESEARCH INSTITUTE (TRI)

The Tea Research bustitate was established at St
Coombs Estote, Talawekeles by the teaindustey itsell, As
Aconsequence, i has developed as anintegral part of the
indhstry withothe producers plaving o major role in
determining veseanch polics and in carrying oot part of

the work ar mininun costto the institune, Until recently,

te ot the thmembers of the management committee were

dravwn from the indusiin

IRy vesponsible for tesearch on production and
provessaig of teas L advisony responsibalities are limited

teeestates o inore than o res,

FREalssssists the TSHDA Funding is provided
directy by the Fea Board on the basis ol the cess on
exports, Linkaves with ather rescarch nnits e Svi Lanka
are mainly oncarcintorma! busis, but TR obtains funds
o DMECorwork inmid-conntey areas, for growing

PEPPCL s i inter-crop,

Programe are drawn up by senion scientists, and alier
agreement with the Divecror, they are submitted 1w the

Tea Board tor appronal.

TEA SMALLHOLDER DEVELOPMENT
AUTHORITY (TSHDA)

Tts main activities are the provision ol processing,
facihies and huving green leal i processing in its own
Bactories, TSTEDN also adminisiers all grants and
improvement schemes for tea smallholders and provides

advice on production,
RUBBER RESEARCH BOARD (RRB)

The Rubher Researeh Bourd s responsible for vesearch
and advisory services on production aund processing of
rubber. The members of the Rubber Research Board are
chosen to represent specitic interest gronps, The

composition of the RRB s as fullows:

= Chairman elected by the members;

= Director of RRT tex-oflicia) Vice Chainman;

- Director ol Agricuttare:

- Rubber Controller:

= One member of the National Assembly

= {usually from the rubber districts):

= Twoawembers nominated by the Planters Association;

= Twomembers nominated by the Low-country;

= Producers Association;

= Onemember nominated by the Minister of MPI to
represent the smallholders;
Deputy Secretary to the Treasury of his

representative.
RUBBER RESEARCH INSTITUTE (RRI)

RRToperates directly under RRB, The director and the
staff of RREdevelop research programs, and RRB
exereises amonitoring and evithution vole through
program reviews at two- to tiree-vear intervals. ‘These
reviews are ciwried ont by groups outside RRB. Rescarel,
activities are funded by the cess on rubber exports, which
is paid directly by the Customs Department o the RRB.

MINISTRY OF COCONUT INDUSTRY
(MCI)

MCEis responsible for the industry as a whole, The
Coconut Development Authority {CDA)L which is under
MCT, has o board of five full members and four observer
members, The seeretary of MCHis chairman of the
hoard. The observer members ave ex-oflicio. It the full
menbers are nominated by the minister and actin their
individual capacities. The work of the G in relation to
production and rescarch s splithetween the Coconn
Cultivation Board (COB). which is responsible for the
advisory ind exteasion service and the admmistration of
development schemes; and the CGoconnt Research Board
(CRBY, which is responsible for research on production
and aspeets of processing. CDA fsell carries ont some

research work on processing and product development.

COCONUT RESEARCH INSTITUTE
(CRI)

There ave subcommittees of the bonrd of CRI for
research, administration, and estate management, ‘The
rescarch subcommittee his six members: the chajrman
and one other from CRB; the general manager of CCB;a
representative of Janatha Estates Development Board
UJEDB) and the director and deputy divector (Research)
ol CRL This subconmitiee is responsible for planning,
progrimming, and monitoring the work of GRIL

The main station of CR1 is located at Lunuwila, in a
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major coconut-ciowing area. CR1 has nine outstition
units, tour of which provide appropriate sites for the
geneval program. T he othier outstation sires are specialist

units:

= parasite hreeding staion for work on biological

coutrol of pests;

= adaptive rescarch farm mainly for work on inter-

cropping;

aunital theee Lo oncthe cast coast for work on

actotomy icthe div zone;
a nursersy in Colombo tor the sale of platis;

aoseed earden for the production of tmproved planting

nuaterial,

Frnds wee alocated onan annual hasis form the ministry
10 CRBOwhich aperates essentially as a departinent
within a line minisuy in budgetary matters, The buduet
b CRUis therefore, Jess stable than thatof TR or RR1.

which depend on cess contribations,
MINISTRY OF FISHERIES (MF)

MEis vespousible tor overall deselopment, regulation,
and contob ol marine ard intand Gsheries, fishery
harbors, hundling of the catch, and coast conservation.
Researchis carvied aur by the National Aquatie
Resources Agency e NARA L within MU,

autononions nnit established by an act of Parliament in

Itis a semi-
1gb The fisheries researeh branch and the Institate of
Fish Tedhnoloey torm the nuclenus of the OreaniZaaion,

NATIONAL AQUATIC RESOURCES
AGENCY (NARA)

NARN is controlled by a hawrd, of which the seeretary of
ME IS the chantman, This board is responsible for
ceneral policy guidance and fon proviston and control of
tunds. Current rescarch programs of NARA veflect the

broad national policies:

madntaiin the present afftahe, which represents
about 6 70 percent of the estimared sustainable
catch froninshore fisheries, and maximizing the
propottion of the marine catch used divectly for

Buman consumption:

= developing the considerable areas of fresh and
brackish swater which are not tully explaited at

present;

= exploring and responding o market opportunities,
including some averseas, for ther aquatic

production; e.g., exotic lish for aquaria, and shrimp

from hrae klsll waters or produced in special cultures,

MINISTRY OF HIGHER EDUCATION
(MHE)

There are five nain units coneerned directly with
agrienlture, and animal health and production, within
the university system:

= Faculy of Agriculture, Universin of Peradeniya;

~ Facultv of Veterinary Medicine and Animal Seienee,
University of Peradeniva;

= Faculty of Agricalture, University of Rubuna:

= Faeulty of Agricuhure, University of Batticaloa:

- Post-graduare Institate ol Agriculture (PGIA),
Peradeniva.

Funding tor teaching in the universities comes fron the
University Grants Compission. NHE funding for
researchis quite imadequate; vescarch, therefore,
depends Largely on external funding from cither
NARESA orabroad. Funding for wraining at PGIA
comes frontseveral sources, including DA, which

sponsors members of its own stalf,
THE OFFICE OF THE PRESIDENT

NARESA which was constituted by an et of Parliament
in P98L. is the onlv unit in the research complex in Sri
Lamka that reports divectly o the President.

The main objectives of NARESA are o advise the
president on policies concerning science, national
resource development, and energy: to injtiate and
sponsor research in these arcas: 1o collect and
disseminate information: and 1o study and repurt on
matters of importance regarding science and te chnology,
natural resourees, and energy . NARESA has o governing
board comprising the director general, who is ¢ hairman,
and ten members appointed by the President from a wide
range of mainly scientifie and socio-cconomic disciplines,
There are ten working committees in the vairiovs areas of
NARESA's responsibifity,

The main activity of NARL
far has been the chanelling of funds 1o priority research

SA inagriciural research so

areas, inresponse to specitic requests from staitin public-
sector institutions, These grants are made from local
resources or frons funds provided by donors for spectfic
purposes.
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WEAKNESSES OF THE NATIONAL
AGRICULTURAL RESEARCH SYSTEM

Phe existing agriculomad research svstem in Sei Lanka is
recontized wo e adv eesely allected by weak linkiges
between policy makers, producers, and reseinchers:
tadegoate channels of conunumieation within the line
miistries hetween policy makers and research
sstitutions: ahsence of a fotam todevelop nivtional
research piorities: adequare level ol operationad funds
and low tatio ot sapport el per seientist; low funding
tevel tor Bivestock, forestiy tishieries, and minor eXport
cropsslach obasystematic inanposeer triining prograni;
restricted use of program budgetng amone reseands
institmons: insullicient emphasis on researeh areas that
need participation of more than one ministey or research

s tiition.,

With aview 1o rectitving these weaknesses of the

acticultural tesearch sestem o World Bank-tunded

agncultueal vesearch projeet is due to commence with the

following major objectives:

toimprove the capacity of the national agriealiural
research system i facilities and trained manpower,
and to develop sustemantic nunpower planning in

agriculiral vesearch:

to procure realistic tanding for rescareh institutions 1o
watch the broad requinements of the national

aericultural research eflorts:

- to pramote iter-institational coordination of national

sericoltural vesearcle by improving linkages among

rescarch organizations to establish national research

priorities and @ mationad agriculirad research plan;

= wdevelop mechanisms tor agriculiaral research o
contribute to national planning and policy-making in

aregular and purposelul way

= toimprove the process of ormnlvion and articulation
ol research programs and (o improve the
administration and financial procedures in

agricultural rescarch management,

Under this project.a coundil for agricnliural veseareh

J i
policy (CARPY is to be established for research
coordination and planning. CARP would be established

by anaccof Parliament.

The functions of CARP will he mainly advisory, butit
will have executive authority tor adlociting lunds for
certain inter-ministerial research prograuns of national
importance: post-graduate training los agricultural
rosearch stail: lor conferences, warkshops, and other
activities on national international, or inter-institutional

agricultural research issnes,
SUMMARY

The nadional agricaltneal researeh system in Sri Lanka is
complex with research functions dispersed over several
line ministries and the Office of the President, Several
modes of goveriance exist among the dilferent
organizations. Research-extension-producer linkages
appear to be relatively more effective in the line

ministries than in other institutions.
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AGRICULTURAL RESEARCH IN TOGO: ACHIEVEMENTS
AND PERSPECTIVES

T. Aithnard and Nguyen-Vu
(Excerpts)

BACKGROUND

Aencnltmal vesearch ing Fogo started with French
speatalized research istiturions: the Research Institute
on Cottonand Pextile Fibers (TIRCTY at Kolokope in
1o, the French Tostitute tor Cottee and Cocoa (1FCC)
at Kpalion- gty the Research Instinne on - Tropical

Aencultare RN g7,

In gy national agricntinal research in Togo was
reongamzed with the seting up ol ten specific research
mstitutes, one ob which was the Directorate tor

Nercudinral Research,
AGRICULTURAL RESEARCH POLICY

he fourth Plan for Social and Economie Development
crgi -y sers the priovity eiven to agricultural

developmicm o reach selt=sullicieney for food crops

ceereals andb ooty and ot animal products (particularly

animals with ashortaveles,

Sinee tghs, the constant worry of the government has
been to reach the set objectives. For this, a reorientation
olactivities and nieans has proved o be necessary, The
New Stratewy for Rural Developement is targeted o

produce, belore the vear 2ooo, i improvement of the

farmers” quality of lite through increases in productivity

and agriculiaral production. This inelndes agricaltural
researchowhich s in charvee of the national seed
provraon, the prodoction of presselected seeds, and the

control of selected seeds,

Bevter inks must be estublished bhetween research and
development, and researeh progrinns more focused on

producion svstems.

ORGANIZATION OF RESEARCH

In Togo, auricuttural research is not controlled by a
single ministry: itis shared between four ministries.

Adistinction is established between institutions having
conventional bilateral financing, semi-autonomouns, and
national institutions with tull national financing, or
benefitting from some special financing agreement tor

specitic progrims.

The only institution having entirely foreign financing is
the Freneh Insttute tor Scientifiec Research for
Cooperation in Development (ORSTOM),

Fhe Ministry of Rural Development (MDR) covers 6o
percent of the research programs and has seven
institutions, three of which deal with food crops.

The Ministry of Rural Installations (MAR) has two
institutions.

The Ministry of National Education and Scientific
Rescarch (MENRS) has two institutions.

The Ministey of Trade and Transportation has one
directorate (agro-meteorology).

To reduce such a dispersion, and to increase research
cfliciency, a project for restructuring agricultural
research is currently under study.

FINANCIAL RESOURCES

Ananalysis of agricultural rescarch budgets for 1980-
186 indicates a small rate of annual increase in the



fracdon allocared to operations and salaries, compared to
capttad investinent. This corresponds with the
governmeni's desive to promaote agriculiaral rescarch by

creation or reintoreenent of research installations.

However qualilied, expetienced researchers are always

inshortsupply s and operations need betrer tinancing.

Thetoral gy hudeet was 15045 million fraoes CFA.
ot which 2o 50 were o Capital expenses, 2610 for
operations and 7ot for salaries, The sourees of
finince wererestinnad 5 8 nacionad 338,87, The wtal
bdgettepresents approsimately 1.5 prreentob the gross
aetculiural poduct, The vearly increase af budget
excecths nine percent, The main expense itent s salaries,
with ot 60 pereent of the wtal. Capital expenses
represent 18 pereent, and operation expenses

approximately 22 percent of the budget,

PERSONNEL

LBy, outof a total stafl' strengih of 500 there were 58,
administrative personnel, 58 researchers, 142

technicians,

< support persons, Of the total, 20 were

forcigners.

Al rescarchers have a minimum qualification of “ing-

nicur agronome”,

PLANNING AND COORDINATION OF
RESEARCH

The Natdonal Council of Seientific Research (CNRS) has
been reorganized in 1086, with @ Program Commintee,
whose secretariatis provided by the Divectorate of
Scientific Researely, in charge of coordinating and
programming national research, including agricultural
rescarch. A coordinating interministerial commitice is
currently being orgunized.
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MANAGEMENT INFORMATION SYSTEMS PLANNING IN
NATIONAL AGRICULTURAL RESEARCH SYSTEMS

R. P. King

Advanees i intormation echnoloy arve changing the
ceanomics of information processing and management in
organizatiens sbadl kinds. [n many public and private-
sector orantzations, the availabilice ol pawertul,
mexpensive microcomputer acdware and software
makes computer-hased naagement information

sssten s AN Lreadistic possibilin for the fiest time,

Fhatsawe redimatogy allows ornizations with existing
compries-hused MIS woincrease the level and qualing of

thie support those systeins provide.

National Avricultarad Researel Sustems (NARST in
Aricas Asi Farin Ntncica, and the Middle East are
among the orcanizanons 1 sponding to these
apportunitics. Growing seee complexity in
organzational siacture and operational activities,
mereased teporting requiements imposed by donors,
atd the need tor thnels processing of Targer amonnts of
saentfic datas e among the Lictors motivating NARS
e improve computer-hased support for a wide range of
activities. With the benetits of inereased
computerization, however, come new needs that must he
addressed by dhe managers of NARS. These ielude: the
need o develop policies tor aceess o and use ol computer
tesonrees: the need to provide adeqguate resources for
MIS maitntenance sapport and seenting: and the need 1o
train staffin the nanacement skills required o make
elfecve wse of an NS Mistakes indealing with these
problems can canse major sethacks i the tansition 1o
mereased compnetizanon. Coavetal informidion svsiems

plonning can be instiumeniad i avoiding such mistahes,

Tcehis paper I presensagencral introdnction o ssues
tebated o NS planning in NARS. My objective is not 1o
fotmubate.ceomprehensive lionework for MIS planning
and inplenientaon. Rahericis to establish a starting
point for disenssion of MES Gsues, needs, and problems
that are sharved by all NARS.

DEFINITIONS AND CONCEPTS

A management information system (MIS) is an
interrelated sevof components — people, processes, and
information technology, that function together o provide
informaion needed to support the activities of an
organization. An MIS is a support system for storing,

routimg. and processing information necded by an

organization 1o achieve its ohjectives, Computerization is
notessentiad inan NS, but i greatly increases the

possibilities for eflective support.

Fxery organization has an MIS, but often it has never
been formally deseribea. The components of an MIS

may inchide:

= people, hoth users and supportstall;

= manual procedures lor recording, processing, and
routing information:

- computer hardware and software:
models and tools for planning, control, and
eviduation,

- databases and written records;

= telecommunications systems.

Together, these components form the infrastruciure for

information processing in an organization. The functions

they help support may include:

- routing and summarizing information within the
organization;

- preparing documents and reports for external
stakcholders;

= amaldysis for planning, control, and evaluation;

- maintenince of an “organizational memory™,

The effectiveness of an organization’s MI1S is determined
not by the complexity and sophistication of its
components, but by the quality of the support it
provides.



PLANNING FOR MIS NEEDS

The MIS planning process, as deseribed by Davis and
Olson (pp. g47-1501, begins with the identification of
organizational objectives and goals for information
processing,as well as extertl opportunities snd thieats
that may alfeetinfornation processing needs. The
process continues with anassessmen ol current
capabilities with the formubation and evaluation of
steategic alternatives, and with the evential selection
and implementation of a course of action. The
organizition and itsinformation processing needs must
be the starting pointlor MIS plating. The planning
process shoald notbe driven by questions related 1o
information technology, and in should involve gcneral

N e S,

Four closely velated steategic issnes need to he addressed
by the managers of NARS oy they develop plas for their
MIS The fistissue is that of establising priorities for
actvities that will he tereeted for incressA information
processivg support through the design, development,
andiimplementation of impoved application svstems.
These activines shonld be Hportant to the organization,
and they sivould Tend themselves well o unprovements in
ciliciency and.or eflectiveness throneh Changes in
computer-hased or manual intorntion Processing
support. A second strtegic issue is that ol identihing
necds for stdb iaining - teaining that nuas foous on
developing managerial and analytcal skills needed 1o
make ellectve use ofimproved intorniiion processing
support, or on Luniliarizing staff with new technology
and procedures for indormation pracessing. A\ third
strategic issue is that of determining the degree of
computerization being sougiit lor the organization, the
tvpe ot cotpater hardware and svstems software that
will be purchised 1o achieve that degree of
computerization, and the tmetable for purchasing new
cqupment. [nellect, these decisions deline an cquipment
selection and acquisivion strategy b the organization.,
The dfinal stratewic issue is that of designing polivies for
the manavement of the MIS These should provide
puidelines onaccess 1o computers and information
processing services and they should define the role,
function and ciucer path for information support

personnd,

An MIS planning process that addresses these issues is

uportant besinse:

~ thedesign and implementation of new procedures and
support tools is expensive in both finances and
personnel;

- initial investments for cquipment and software may
be high;
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- policies about aceess to cotuputers and information
processing support, once established, miy he difficalt
to change;

= failed attempts wimprove an MI1S may create almost

msurmountable barriers 1o luture himnges.
Sueeesslul MIS planning is difficult, however, hecause:

- information needs are comples and teehnotogical
possibilities ire unfamiliar:

= people find it diliculc womake tormal staements of
mformation necds;

= people are often threatened by the clianges associated

with new MIS components,

Becawre ot these problems, a number of structured
miethods for MIS planning have been developed. Among
these is the stinegy sec ansformation approach, which

ts described and illustiaced in the nest section.

THE STRATEGY SET
TRANSFORMATION APPROACH TO
MIS PLANNING

The strategy set transtormation approach to MIS
planning was dey cleped by the authos as a method for
matching MIS coals and strategies with organizational
goals and stategies. oder this approach, the planning
process begins with the development of organizational
strategies for reaching those goals. Organizational
attributes thatinay aflect the MIS strategy are also
dentificd. Auention then shilts 1o the M1S strategy. NS
goals, faciors that may limit the raoge of strategic
alternatives for the MIS, and a set of MIS design
stritegies. are identitfied. These are derived from and

linked explicitly o the organizational strategy,

The organizational and MIS strategies for a hypothetical
NARS thatare outlined in Figures 1 and 2 nelp to
Hlustrate this approach. The organizatonal goals for this
NARS are listed in the fefi-hand eolumn of Figare 1. Kev
clements of the strategy for achieving these goals are
listed in the middle eolumn of Figure 1. Note that each of
these elemients is linked 1o an organizational goal. For
example, increased responsibility for program leaders is
identified as a means for redacing the pereentage of the
budgetspent for administation, Finally, four
organizational attributes that are likely 1o have an
impacton the MIS strategy are identified in the right-
hand columm of Figure 1. These atributes may he
favarable, as is the fact that there is an eflective manager
in the accounting department, or they may identify
potential problems, such as the fact that the organization
has very livde computer experience,


http:4(44.,I(.14

The NMIS stratew tor this by pothetical NARS is outlined
in Figure 20 NS goals are Bisted inthe lefi-hand columnn
of Figure o0 Faelvis Tiakesd back woan ebement of the
organizational strateey o toan organizational attribute,
cmphasiziae that NS soais ae detennined by the necds
ol the areamization. For example, the ALTS goal ol
provading o nvent supporttools e program leaders.
is i directsupportof the sorateay that calls for mereasing

the respansibibities of proveam leaders.

Sl the NEFIS constraints listed inthe midedle
colimeol Figwre 2ane uked back to organization.al
voals stratevies o o Finallv. the NS design
strateetes histed mthe riahite-hand colute ot e 2
whentily speettic actions that can be Ciken to aclieve MIS
ol FPhese inchnde investment in CMpUter cgaipient,
the developnient of meracemen support tools, the
establish oforganization steactuees for managing the
NS el the vaanmn of supportstadband users. Fach
clement ol the MIS staeay is Enked hack woan MIS

GDICCTIVE 01 COmSITaint ¢ toan oteanizational atiibute,

Ot comsethe mostditticatt chiallenge for vencral
mataeers nomplenentiong the strateuy set

s lornnenos appreach s masing the transition from
anotwanmzational suateny o NS suareay. This
approach proviches o fraanework for st turing ideas and
for howe Hihawes between the two strateeies, hut it
prostdes hiode divection on how toidentify the most
approprinte MIS searees . Generad managers should
Buece Trabe diticulis specmvme NMIS weabs and
constunts, e thiese ane best expressed b terms that
are cosels velated to o ganizanonad vouls, stratepies, and
attributes, Phey sl obeen need the Bty ot an MIS
spectahst however i tonmulating an MIS design
strategs . The o of du speeialist will be maede much
casici thoneh with o cea oreanizational strategy
statementand anitad setol NS objectives and

Constrants.,

IMPLEMENTING PLANNED CHANGES
IN A MIS

Finally Covennthe most caretully formmlared MIS plan s
of itde cadue it it i non unplemented el tvely, Twill
Close then, with three weneral rales for implementing
MIS chanves, These are taken hom i paper iy Calhonn,
Dranmsond . and Whitnmeton that deseribes their
experiences i the design, dey clopment, and
implementaion of w computerized MIS i the Minisuy

ol Finance and Economi Plasmng in Sudan,

“Eyquipment: beep it simpule s their first 1ule, Thes siress
the unportance of seleciny « omputer hardware and
sofiware that can be installed and maintained uneder

adverse operating conditions. Fise of use, reliability, and

-1

the availability of service and support should be given as
machanention diving the havdware and software
selection Process as cost, ¢ unlplllinu Power, and custom

fratures.,

“People: atning and organization we kev”is the second rule
lor eflective transition to inereased computerizition,
Human, vather than technical, consuaints often pose the
most ditlicalt challenges in the imp! wentation of
planned changes inan MIS. Inmany de cloping country
organizations, manual information processing
procedures may not e well established, and elevical and
oanagerial st may nor have the skills needed to nuke
effective use of computer-hased application systems.,
Therefore, well-designed training prograims thit develop
hoth managerial and computer skills are a necessity, A
failure to integrate MIS support personnel into the
overadl orpanizational structare by carclully defining
their roles and possible career path. coralso lead o
implementation problems. Therefore, consideration also
needs e he given o the organizational changes that may

need toaccompany a planned change in the MIS.

“Vechnique: developing the computing encivomment™, is the third
rule for the eftective implementation of plisred changes
inan organization’s \{1S,

They note that, in the long term, suecessiul adoption of
computer-hased managemeni support toals depends cn
their consisteney with the work flow and rewards
structure of the orgamization. Equally important is the
need to foster the continued development ofan adequate
computing supportsystem. not only within the
organizition hutalso in the local marke, Efforts directed
toward integrating the MIS into the organization and
toward the development of computing SUPPOLL systens
lielp establish a computing envivonment that is
conducive 1o continued improvements in the quality off
the MIS,
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ORGANIZATIONAL
GOALS

ORGANTZATIONAL
STRATEGIES

STRATEGIC ORGANIZATIONAL

ATTRIBUTES

Ol Conduct reseaich that helns
iprove the qualing and
stabiliny of the naton’s

food supply.

02, Tocrease real hudeet by 10%

annually.

03. Reduce percentage of budget
sp nton administration,

S BEmphasize adaptive research
(o1,

820 Use on-farm research
extensively (01),

83 Increase responsibilities
of program leaders for
program planning, budgeting,
and managemenr (03,

St Emphasize documentation of
program quality and fiscal
accomability wiwen applying
{or external funds (02),

AL Experimems are geographically

dispersed.

AL Eective manager of accoanting
department.

AL Donor reporting requivements

have viried formats.

AL Organization has very linle
COMPULET EXPETICHCE eXeept in

research data analysis,

Figwe 1. Organization Strategy for a Hypothetical NARS

MO Provide management support

tools [or provram leaders (83

MO20 Improve divector general’s
ability to manitor and
coordinate activities across

progratus (83,81)

Mos. Improve tmeliness, aceurac
ailappearance of reports o

external tunding sourees (S1)

MOL Provide support for literatare

searches by scientists,

Muos Fprove low of data from
field experiments 152, A1)

Mob, Work toward greater
computerization for
management support hut
slar! \/nu‘[l‘ (83, Ah

MIS CONSTRAINTS

MISDESIGN STRATEGIES

ClLo Very linited budget for
computers (03)

-~
>

2. Report to donors must conform
to their specifications (84, A1)

C3. Few people with computer skills
available; private-sector

salavies are higher ()

G Eleetrical power supply is
unreliable outside capital

ity (A L)

Ci Computer maintenance and

support services are limied
AN

DL Expand responsibilities of
accounting department to include
support ter progrim planning and
and hudgeting (A2)

D20 Hire and train 2 new support
stall (MO, MO2, MO3)
= external reporting
-~ PBS

D3. Purchase 2 personal computers
(IBN compatible) for
administrative support;
locate in capiral

(CHCH MOT, NO2, MOS)

= PBS/external reporting fir .G,

= budget preparation support for
g
program leaders

DL Assign stadistician w help
design daa coding forms and
procedures for on-farim
experbments (Al, M035)

D5, Seek external assitanee for
management tool developient,
training, equipment purchase
(G, C3)

D6, Establish MIS planning commitee

= accounting dept. mgr, and 3
program leaders — o develop
long-vange plan

(A2, A4, MO, MO3S),

Figure 2. MIS Strategy for a Hypothotical NARS



COMPUTERIZED PROGRAM BUDGETING SYSTEM

R. Devred

A Progrian Budgeting System (PBS) using i
microcomputer is heing developed hy ISNAR in
cooperation with the Institae National de I Recherche
Agronomique (INRAT of Motoceo, The PBS
methodolowy has been developed through a test run
ntlizing i of the Sahavan Azvicnltural Research
Program of INRA. The test, hased on newly designed
romputes saltware programs, was successful, and the
PBS will be turthe developed and used by INRA for all
ob its rescarch program, i cooperation with USATD,

FThe PBS program ac complishes o number of significant

management objectives,

PBS isan essentiad tool for mare eflicient use of searee
rescirees, [os i cost-efleetive system lor managing
operational resources through a program of action or
waork plan adjusted to available resources. Tt avoids
overprogranining and underprogramiming. PBS is a
nunagement intonmation ool 1o hetrey plan, oreanize,
coordinate. and maage human, Gnancial, and phyaic.d
resourees I hielps te better define operational limits in
relation 1o means. coneepts. and objectives, PBS inakes
programs more specilic in regard o nunpower and cost
ol expenditares by madales atvinions levels of
implementation  Programs., Projects, Operations, and
Experiments) and helps o maintain realistic operational
costs,and sabary costs Tebetditates making a case for
realistic funding of progeam = elements, guides cliective
use and dishursement of funds by specifie objectives.and

makes prowiams and budeer intelligible w evervone,

PBS procedures torces the tormalation of a provisional
budeetai the beginning of the prowrianmmg process,
helps 1o build a halaneed program ot action in line with
objectives, tugers, and gous given by policy makers,
development sersices, and clients, and includes regular
review andd periodic adjustements,

PBS is notvealls new, Tisan approach which ensures

intensive participation of all those concerned with
research implementation, through a project-lased
management information system, to facilitae budgeting,
tomeasure activities in guantifinble wrms, o caleulage
time spent by researchers. and w cost all required
operational and expevimental inputs. 1t is mainly a tool
for managers to quantfy vesearch objectives and o
measuve how eflectively resources ire used. o mateh
resources with objectives, and 1o apphy fecdback in the

planning and program formulation process.

A Project Data Shee, an Operation Data Sheet, and
other support for recarding data were explained during
the meeting, together with detailed me thodalogical
procedures for feeding the computer sofiware data hase
through 4 coding manual,

The compater cauipment used is the standard TBM Pe,
XT, or any similar compatible computer that can re .l(lll\’
be purchased by any NARS today,

The basic software is a dBase T system (Ashton Tate)
which is a market leader with a wide range of add-ons
and upgrades available, and is capable ol aggregating or
disaggregating different wypes of dara. User-friendly, itis
designed so that any individual alre ady Gomiliar with the

use of o microcomputer can work after a day of training.

Computer printouss are available for different
breakdowns of research activities ageregated by
activities, operations, projects, and programs. The use of
amicrocomputer allows any data (objectives, targets,
manpower, costs, ete.) 1o be tracked and retrieved at
different levels of aguregation or disaggregation,

Different cross-sections of data can be provided,
depending on the combination of variables requested by
userstin particular, policy makers, plianners, managers,
scientists, and farmers,
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Breakdowns of nanpow er time or cost, as well as direct
operational costs, given inreal figures, relative
percentages, or block-diagrams, can be provided by
conmmudivies, thenatic or sy stemic prograns, by ficld of
specialization, by discipline, by development or vesearch
objectives by client groups o by research workers.
Breakdowns canalsa be provided tor regional stations,
geoanraphic or natural regions, by any sort ol linkiges
withother vescarch or development projects, as well as

by spreitie budaetoy items,

The PBS s onloain s it phiase of developiient. Towill
hevelined by using itin different NARS. The PBS can be
tallor-niade o ficany specitic NARS administrative

system,
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PBS is a powertal tool for improving planning, program
formulation, progriam review, monitoring and
evitluation, and for facilitating progiam implementation
and program resource minagement. eallows managers
andd scientists to efliciently use resomrees and tme, o
monitorand control financial resources, o quantify
rescarch and development objectives, 1o argne with
policy makers and planners. o justly funds and facilitate
their dishursement, and to contral as well as to use searee
resources in the most cost-eflective way, However, PBS s
only a method: it will never be asubstitate for

expericneed and dedicated seientists,



PLANNING AND PROGRAMMING iN MOROCCO

H. Faraj

Pwonld fike to biictly comment on programming n

objectives.

JUSTIFICATION OF PROGRAMMING
BY OBJECTIVES

The reasons Tl two categories. Some reasons are of
asttucturad orders other reasons are linked to our present

sthation,

Aoy the sttuctnal Bretors, we find dhe analysis and
constant erincsn it users of research farmers,
professional oreanizations, services of the Ministis of
Aenicaltnie vonce eveny te the role ot agrienliaral
researclos discnssed: “research is seavehing o itselt™:
Sresearch resulis e ot asetal to farmers ™ “research is
donean thears " Cerc Overall the significance orreseanrch

isneither perceived nor telg

Phe second stnciunal Loovon tesulis Irom observations
that liove been made soncerning the iternal operatior of
the institnte. obsersations aso mentioned in the ISNAR

teport, In Peartn ular:

Lo Mechameal iepetitinn of experimentad protaocols from

onte vear tothe nese;

Lo Lach olinterpretation aud wialysis of experimental
results, Phe tield stations are reuired toaccumulate
observations, measurements, ignres and. finallv, a
decnsion s made on the busis of aoveny SUMmr
statistical mterpretation, whether the resuli is
signiticant or not Plant phenology . the stresses
incurred during the vegetative evele, the
environmental parameters, are bui rarely taken into
account toobtain an exhanstive interpretation of
expernnents and toreorient work for the following

year;

3. Priority objectives are not precisely defined, which
leads 1o dispersion of manpower and finances, in short
supply almost by definition;

1. Researchers and scientists regularly complain about
the lack of resources; even if they have no tools to
evaluate, and no facilities 1o manage;

Anall-too-evident Laek of communication appears
between various complementary research operations,

Overall, these findimes would indicate o need for
controlling the sivction by establishing , on one hand a
double con =aet between scientists and research
managers, whereby the vesearch objectives would be
balanced, and the resources allocated o researchers: on
the other hand. accontract, defining the mission and
authority of INRA, hetween INRA and political

decision-makers.

Worthy of note is a series of events which have initiated
the implementation of progriamming by ohjectives, and
particularly the fact that Morocean agriculiural research
changed its instinnional tpe by becoming a public
institute, endowed with legal status and financial

automn my.

A struetnrad change is a unigue occasion for aceelerating
evolution, an oceasion which will not ocear again for a
long time, in view of the inertia inherent in any
adiministration,

To this should be added the faet that the average age of
researchers is comparatively rather fow, and that many
of them have heew wained orare in the process of heing
trained in the USA, whicl predisposes them to aceept
the method of programming by objectives,



EFFECTS OF PROGRAMMING BY
OBJECTIVES

The work on prosranmming by objectives has begun, The
end s notverin sicht Nevertheless, several VETY positive

results canabready be iennoned.,

The benelicial eflec of this prostanming by objectives,
wsaciated with acompurenized finaneial conrol, resalt
from ane fundiomental et tesearchers are o ompelted,
whendeveloping then programs, (o tike into acconnt
twofuctors the number ofmasn-years and the Hancial

PESOUTOES et ossaly Lo H!ll]ll('l(' ther work.,

Takine marevears o wccount has., by dtselt, the

Tollowing five cansequences:

I.

Hirvarchizing researdl operation within adiscipline,
Lo this respect, it should be recalled that, in previons
programming ctforts, man-vears were not limited,
shichresulted fnvescarchers proposing an almost
rnlingited spread of vescareh operations, covering all
aspeets of the problem ot band. Bur when the
vesearcher knows that. dutiog the vear, he will have 1o
spend time tor bibliography, tme for tests, tme for
missions, time for interpretation, and time for teport
writing. he is bound to choose, amang the varions
rescarch aperations, those that shonld benefit from
priovieeand witlallow him to teach Bis stated

objective,

Theresearcheris, thus, led o consider himselfas a
Lictor i the technological ereation process, which

automatically results ina better grasp of vealities:

Allocation and authority conflicts, which used to
continnouslyv crop up Letween researchers in the same
discipline orincadjacentdisciplines, have been
reduced whenit has became known that no researcher
could supervise more than two or three research

operations;

The fact that work is conducted with a common
development objective, ina limited time frame, resulis
in that the input of complementary disciplines is not
only lerated, butrather solicited, which improves

coordination between the various research operations:

The vesultof taking into aceount the time Eietor, not
only for the researeh operition, but also for the
research program. is that research evaluation is

facilitated. A veseareh operation or project beging on
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one date and tenminates atanather date, Henee, every
researcher knows that he cannot repeat the connment
“Rescarchin progress™ vear after vear. On the
contrary, that he s hound o respecta time linit at

the end of which a precise report will he requested;

5 Time evaluaton has shown that researchers are in

short supply and we have associated the contribution
of researchers 1o the activities ol other institutions,

particalurly schools and universities,

Generally speaking., programming by objectives has
resulted in the elimination of walls hetween research

utiits,

The second important fietor, when programming by
ohjectives, s the taking into account of financial
eviluation. It has triggered and encouraged all previous
initiatives to elaborae o hadget hised on norms, and
henee to ohtain a more realistic appreciation of the

resouroes fecessary for research

It has also sensitized researchers by reason of their
involvement in the analysis of necessary resourees, and in

the cost ol operational inputs,

THE PATH TO PROGRAMMING BY
OBJECTIVES

Two successive approaches have been followed, The first
consists of a long-terny master plan over ten years. I
proved very diflicult wo implement hecanse of hotilenecks
which impeded the aperation of the institution,

Nevertheless, this approach allowed a precise enough
definition of the large research sectors and of the

corresponding priorities.

Sinee the ISNAR mission, it has heen decided 1o develop
programming by objectives starting with the existing
situation and the existing researchers, Tt should begin
with ananalysis of the costs of operational inputs and
their introduction into software, Many sectors have been
processed. but ithas been decided o inpat into the
computer the case of Saharan agricaliure, chosen as a

test,

Fwould like to add that a new organigram has been
established, in which a specialized unic will e in charge
of programming. New statutes are also introduced,
conferring specific responsibilitics and remuneration 1o
program heads.



PLANNING AND PROGRAMMING AGRICULTURAL
RESEARCH IN MADAGASCAR

V. Raharinosy and C.P. Ravohitrarivo

HISTORICAL PERSPECTIVE

Seienutic and technological v carch in Madagasear
went throngh two distinet periods. The first period
covered the years preceding 1oz, Towas mainly
chavacterized by dependence on foreign specialists,
Many fields of research were entrusted to Freneh
independent oreanizations, which conducied research
prourams with government participation, For
avdicuitnral research, such was the case of the National
Geographical Instntare (TGN Pasteur Institute, and
Navional Laboraory tor Public Works and Buitdings
CENTPBY Onher wnally independent institutions, such
as the Otfiee tor Overseas Seientific and Technical
Research cORSTOM ) and the Otlice of Mining and
Geological Research (BRGN were conducting
researchowith practicadly no control from the
govermnent.

The second period is characterized by the search for

identiny und or adequate soructures, with the objective of

exploiting national research potentialities, The practical

implementation of this policy evolved throngh four

stages:

A Inrgygsaricnliaral research institutes were
natiotalized, as well as TGN el ORSTOM. Only
the Pastewr Instivme went withont any maditication.
Fhe svstenmis vuled by Decrees 74-180 and 74-18)
otzanizing an Interministerial Commirtee for

Seientific and Technical Researeh, thus defining the

tole ot the Ditectorate of Scientifiec and Technologieal

Research (DRST ),

h. Tno1g70, the Ministry for Seientific and "Technical
Researeh (MRS was created to coordinate research
activities in these centers and in research

organizations using public money;

¢ Inagzg, i view of the particular importance of

university research, and the extent of research

activities in centers and organizations, a single
ministry, the Ministry of Higher Education and
Seientific Rescarch (MESUPRES) was placed in
charge of general management of the system:

d. In1g8y, the <tatus of scientitic research was redefined,
Itsheuld is to be associated with development. The
implemeniation of this policy has been entrusted o
the Ministry of Scientitic and Technological Research
for Development, created by Deeree 84-353 of 21
October 1984,

Thatis how research came to oceupy its present place, at
the level of general development strategy and
macrocconomic perspeetives, in the following sectors:
Agricultaral sector

~ torchabilitate lirge production units and agro-

industriat complexes;

= torestore a physical and economic environment
conducive to a resurgence of production;

= toreutilize the existing productive potential,

Industrial sector
= toreinforce existing priority industries through an
adequate policy of rehabilitation, modernization,
and extension;

- toconduct svstematic research so as to maximize

the value of available national resources, leading to

food self-sulticiency and energy independence,

Social sector

~ toimprove quality of life in the population,
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particalarly as recards health, education, security, = the centralization of programs;
information, culture, leisure, housing,

cmplovinent. = aninventory of personnel and of scientific equipment;
SCIENTIFIC AND TECHNICAL POLICY = thestatutes for researchers and diploma equivalency;
I. Research strategy = therotnion of foreign researchers;
‘This straney bs defined through integration of research = relations with foreign institutions;

into the main options ol national development.
- linancing of rescarch,
Itws eharacterized by
Institution level
AL it ubjectives
A medium-term seicmific prtiey requires:
= food self-sufliciency:
= are-examination and an atal reorientation of
development of export erops; center activities, under - ervision of the Minisury for
Seientific and "Fechnological Research for
-~ utilization of nawval resources: Development (FOFIFA, CNRO, CNRP, Department
of Geaphysies, of Medical Entomology, of
= improving qualinn of lite; Hydrology), as regards scientific, management, and
organization activities;
= developing adapred or appropriate technology;
~ arcinforeement of centers, characterized Dby
- nterrated regional development,
® training and recruitment of researchers and
b ity wayy and meany technicians according w programs defined by the
General Directorate of Plan (DGP);
creation of services for coordination, evaluation of
results, utilization of aequired results; ® procurement of laboratories and scientific
cquipment;
= constitution ol multidisciplinary research weams;
= acoherence of research through creation of &

- institutionalization of linkages between rescarch documentation center 1o improve the fow of scientitic
and development; information;
= optimal use of resources; - anexamination of options concerning fields of
research not covered by exisdng national research
= improvement of scientific equipment, centers (universities, development institutions);
2. Medium-term scientific pollcy = dynamic programming ensured by:
Taking into account the main options in scientific ® continuing active projects;
rescareh and researeh strategy in Madagascar, a suitable
scwentific poliey is i medium-term necessity, I will apply ® scttingup new projects considered 1o be priority
atthree levels: ministry, institution, professional projects;
Ministry level ® reinforcing the evaluation system and monitoring.
ttembaodies: Professional level
- aninventory of techniques and technologies The scientific policy aims to:

transferred to cach sector or channel, and problems

metin applications; = protectresults for researchers active in public
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mstitntions, ws well as Tor researehers of the private conducted by the vivious institutions under

seeton: supervision of the Ministry for Technological and
Scientific Research for Development;
- tommunicate results through publication in seientifie implementation of w system of evaduation and
magazines. periodicals, et and even theongh direet monitoring, boun technical and financial;

demonstration;

* i g8, setting up of'a Research Master Plan
stquire financing ccounterpart of large development concerning agricnltoral research in te first place.
projects),

A the external cooperation level

Froadly, the follosing mnsg be o mphasized:
= establishment of conventions o define fields and

Lniportant apuons wre st 1o e decided coneerning modalities of cooperation with various forcign
the creation of new centers o extending the scope of institutions (ORNTONI, CITAL, CNRS), the
exiSnNg centers, Memoranda of Understanding | ving been signed in

June 1986;

Orfundamental importance are training and

tecruttment o ngh-devel researchers and technicians., = fancing andimplementation of rescarch programs,
on the one hund,and rehabilitation of Liboratosies cither bilaterat or multilateral, depending on rescarch
and saientitic eqnuipmenc. on the other hand. needs.

The maincsources tor financing researdane in the At the ransfer-of-results lecel

tationat et woaich mst be campleted by the
contiibanon of ecmonue prodacts and by an effort at = publication of periodicals thiological seiences SCTIeS )
self-financing on the sart ot the centers,

= involvementof research in extension, Pilot zones are

5. Progress made Lake Alaotra and South Fast,
At the indituzonal be: el RESEARCH MASTER PLAN
Thetollowing iniiatives have beew approved: Oncerescarch policy is defined, its implementation
requires setting up a plan must notonly consider
restructuring of the principal center of agriculiural immediate problems, hut also trace new piths and open
tescarch CENRADERUFOFIFA; new horizons. This requires a judicions balianee between

short-term and long-term research.

creation of various consultative boards to improve the

linkages hetween research and development, 1. Objectives
Atthe vesearch management lecel The Master Plan has set objectives which define the
attributions of the M onistry for Fechnological and
Inpementaion ol asystem to reeruit and tradn Seientific Researely for Development o questions of
rescarchers; tesearch,
= implementaion of dynamic programming: These objectives are:
o 1gH g selection of active research programs, not - rescarch orientation:
asatuncuon ol progran objectives, but based on = research efliciency within the frame of available
existing tesources, particulaly inancial; financial resources:
~credibilitv of s escarchers:
* i gl prioniscsetting of programs based on six - aceclerating implementation of necessary institutions:
objectives previoushy tixed, einphisizing - coordination of in-country activites and usage of the
mtegration of teseareh into development various external funding sources.

*in gy, cemralization of all research programs



2. Means
These consist of:

possession ol socialand ecconomic basie

documentation viatisties, vandous published studies,

screntific ilormanon, et
areation ol varions hoards;
o comsnltan e

o lll-un(ulill\,‘.

» o evaluation,

;. Master Plan for Agricultural Research
(FOFIFA)

Fhere s nonecd to stress the uselulness of a nster plan
for Avricultaral Researche particula e ina countiy like
Sadagasear, which bas Cliosen avrtcntonre as the hasis
e develapren and tood selbathicienes as one of s
[RRHN |])A|| H'I]l cinves i he existenee of a suitablbe tescarch
stenctre ontented othe mam national options and
adapted o the conmmnys nataraland human tesounces,
witl i wreat part contiibuee to the develosment of
agncnbinral producion ands consequenthy o the

attarmnent o food seltsutlic ey

Fhe Moo Pl tor Navicattnral Resean b swill endeavor
trplement the cstabbshied prine iples ot the vechnieal
and sarenntiv policyand will resultfrom arealistic
sustenatie stads of the consnaines aned potentials of the

astcultural secror e Muadae e,

AIMS OF THE MASTER PLAN FOR
AGRICULTURAL RESEARCH

speads anaaricultioral tesearch strategy based ona

clear definmwnr of tesearch objectives and priovities;

wdennfy research themes and activities they generate,

per product oveperal aiamal, o loresty e

propose eventual stractral modifications of
agricubtural research mstnaions, paaticalahy
FOFTEA o allow ineplementing the vesearch

shrateey

proposeancelunisms lor developing eficient finkages
Betweenveseareh and extension services and other

institutions (SONALAC, FIFABE, ete.):
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- propose a sational infornmation system o disseminae
rescarch resubis and extension themes, 1o reach tie set

objeetives:

= prepareator avncalinnad vesearch institations, a long-
term plan for sl vaining, including satistactory

procedures for recrmitment and promotion:

= define eventual mechanisms to cootdinating research
with vther conntnies, o avoid dupheation of efforts
and o daclinate the exchange of information on
rescarch results,

aword. the Naster Plan will endeavor 1o

define an agricultural research long-1enin strategy;

= determine the poliey of tansfer.

INITIATIVES FOR IMPLEMENTING
AND DEVELOPING THE MASTER PLAN

The Ministry or Technalogicai and Scientitic Research
tor Developmentis vesponsible lor prepaving the Master
Pl ior Agricaliurad Rescarch, However, sinee
programs will hive o he adapted o national priovites
and 1o the real needs of tsers, the main instivations
interested i agricnlunal tesearch will also participate in
the develapment ol the Plan, Besides, the methadology
adopted should bhe adeguane to identify aericultural
development problems, at the national fevel, at the

vewional level and per main lines of production,
Initiatives for Implementing

Initatives for implementing will he considered in an
overall planning option, lirked with teciniques of
regiomal and sectoral planr - hey coneern:

Global planning

= study of the present place of the agrienltural sector in

Madagascar's cconomy;
= analysis of the long-term sittation of agriculture:

* determination ofagriculioral developnen

objectives:

« idewtification of agricultal development priority
problems;

= identilication of development problems solvable

through rescarehy:
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on most ol the themes initated by the seven institntes,

This was due to o negn teasons:

» Mamy research activities were active at the time of
nationafization, Besides adi were interesting from i

screntilic point o view:

* Nationatizanon ot research has provoked, at the
users charmers and extensions level, the
formulation ol problems and needs antit then not
stachied i their read aspeet. The Lk of
prociamminge the insulicieney of financial
tesources,and the shortage of rescarch sl
combined then t eive aericultural researel a low
efliciency and alow level of vecognition. This is
why itwas decided torestracture FOPTFA, as per

Decree s p2 300 December 1984,
PRESENTATION OF FOFIFA

FOVTEA wanigue instituaon in agricattural researcl, is
apublic establishiment with mdustriad and conmmercial
activities, manaeed by board of tustees and a divector
veneral, Undervne divecion general, there is o scientitic
divecrorate supoccting vight departments, and an

adunniraty e andt Labdirectorate supervising lo

departments There s also e espert in prociammiing,
Abaveporting divectly o the divector general, there is o
docimentation sevvice annd e omputer and hiometies

SUEV O
BASES FOR MANAGEMENT POLICY

Fhe deficiencies previonshv observed in the center were

mcherentrothie Tck of progeanmng and coordination:

wotlls between the various research deparoments, and

even between disciplines inone department:
isoliation bevween tesearchand it environment:
® cotoral desivn aof programs:

© pursnit of research without considering available

means and possibilities,
The bases obavescarchmanagenent policy by FOFTEA
reston the iniplementation of wn ellicient progranming
systenn, o allow evaluation and monnoring of prograns,
aswellas promoting of resaldis,

Progranuning covers thiee main fields:

= vescarch subjects;
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= recruitment and training of research stalt

- neeessary techoical and linandal procure,
Besides, itwill aim ar

- coherence hetween objectives of research subjects,

and the objectives ol the national development plan;

= compatibibty between human and material

possibilities, wnd the needs of researdch;
<~ coordination, now a necessitv, between the varions
research themes studied in the deparments and the

regional centers,.

Finally, kevpoints ot this programming are:
) ) prog 8

acleardefinition of objectives and expected results;
an objective estimate of implementation sehedules;
— aroptimal use of available mcans,

CONSTRAINTS AND MEANS

This progtanuming imposes tking into account two

INOT CONSTE IS

= the necessity to consider interdisciplinarity, for an
inview ol

inteprated approach o research subject
real cconamic development, and the aspirations of the

various regions ol intervention;

- the availabilie of micans (which can lamper the goad
development of researel work) 1o ensure that diflerent
means canche used, essentially heloneing 1o one ol two
groups. The first group ineludes recruitment and
training. soas to reinforee seientific potential, The
second gronp includes equipment, soas o provide the

center with appropriate physical means,
PRIORITY CRITERIA

This programming lads to the establishment of program

priovities,

Selection and priority-setting of programs is based on

criteria, which for the time beinge can bes
= aeldions between project and developraent priorities:

= levelofcompeteney and level of motivativon, of

researchers:
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*ISSION Teports,;
* O PrOLran projects,

These documents should dearly evidenee the

dynamicand development aspect of activities,

4o Data collection. Cards should he used to collect two

categories ot data
& program-operation cards
*resources cards,

Weare implementing computer processing of the cards.
Explostation of these cards shonld allow, on the ope
hiand, the implementation of programming work
properivion the other hand, monitoring and evahoition
of proveams and research results, The cone ept ol
progress indicators has heenintrodaced, aid has 1o he

defined according to the case,
< Pramotion of resadis. Some options have been adonted
| |
for ahetter promotion ol vesearch results, 1tis nieindy
based on fimproving commumnication hetsween
developersand nsers, Tor a hetter monitoring of results
uslization, and for evaluating thei mpact on
development,
Results are presented in vinious forms:
® technical cards;
& accompanicd organized visits;
8 Lctivity reports;

® scientific reports (archives);

® pilotunit:
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® yearly meeting (workshop):

& participation in extension, thiough the Researel
and Development Depattnent (Lake Alaotra,
South-Eaat, Middle-West Highlands),

Despite these present coerned e, of provramming,
the pursuit o the setting up of the svstem still bas o

number of problems, of which the mostimportant are;

= achangein researchers mentaling, i a hereer
assimilation of the concept ol svstemn managemen:;
actuallyasensibifization, by means of i seminars. is

necessary in the short ter:

asearchidor stable and sustained financing:
= reinforcement of human potential;
= tenewal of equipment;
~ rehabilitition of existing infrastruetures.
CONCLUSION

Atthe level of the Ministry of Seientific and
Techaological Research for Development, the
Divectovate tor Planning and Coordination bears
responsibility to produece a Research Master Plan,
particalarly agricaltural, in liaison with the Generat
Directorate for the Plan. At the level of FOFIFA, we are
responsible for designing and setting up a management
system foragriculiaral vesearch, These two asks shouid
be completed in 1987, and the system should then
become uperational to allow FOFTEA 1o fulfill its role in
the attainmentof development objectives, as specified in
the interim plan for 1986- 1990, constituting a first phase

of the six ohjectives planned for the vear 2o00,



£volution of Scientific Staff at FOFIFA
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Nationals Expatriates Towal
Year Doctorate Master Doctorate
Ph.D. Engineer Total Ph.D.
DEA Licenee Engineer
1973 - 12 12 60 72
1982 13 36 69 6 75
1985 3 14 91 12 103
1986 3l 47 98 19 117
July)
Distribution of Expatriates by Institution or Country of Origin in 1986
Institute IRAT crer Gr7 IRRI Switzerland Total
Number 4 2 2 2 1 19
List of Acronyms Other Stimulating Crops
IGN: National Geographical Institute
BROGM: Otfice of Mining and Geological Research IRAT: Institute for Tropical Agricubiural
CNRO): National Center for Oceanographic Rescarch and Food Crops
Researeh IRCT: Research Institute for Cotton and Exotic
CNRFE: National Center for Pharnsacentical Textiles
Research IRTTO: Researeh Institute for Ol and Oleaginous
CTE: Fropical Forestrs Technical Center Crops
DRS'T: Directorate of Scientific and LNTPB: National Laboratory for Public Works
Technotogical Research and Buildings
VIFABGE: Fikambanana momba ORSTOM: Office for Overseas Scientific and
myFampandrosomna ny lenak'i Betsiboka Technical Research
IFAC: Freneh Institute for Overseas Frait SOMALAC:  Madagascar Company for Development
Research of Lake Alaotra
e Freneh instinate for Coltee, Cocoa, and



PLANNING AND PROGRAMMING IN INDONESIA

A. Syarifuddin Karama

Within the Tast 15 vears, several changes have been
oceuring in the Indonesian research and development
systems. Betore 1g05. some changes were due o political
reasons rather than technieal and management reasons.

The ehanges within the List 7o-15 vears have been mare

for technical and management reasons. However, further

changes nay sull oceur as the research and development

svsteris and country development progresses,
ORGANIZATION CHANGES

In g7 0 a presidentiol decree organized the research and
development mstitutes of various ministries into one
ageney Within the Ministy of Agriculinre, the Ageney
for Agriculturad Rescarch and Development tAARD)
was established 1975, Prior to the AARD
establishiment, different research institntes were
arganized under diflerent divectorates general within the
Ministry of Agricalture. For example, the Directorate
General of Agricultare dood erops) had the Central
Research Tnsttae for Aaricalinre (GRIA), the
Hosticulural Research Institute (HREY. and the Soil
Reseaveln Institute (SR the Directorate General of
Fisiery had the Researeh Tnstitute for buland Fishery
(RITF) and the Research Insttute fr Marine Fisher
(RIME): the Divectorae General of Animal Hushandry
haad the Researeh Fnstivae for Animel Husbandry
(RIAH) and the Research Tnstitnte for Aninal Diseases
(RIAD). Soie rescareh mstitutes hid TEPresentitive or
brimeh aflices and experimental Farns in different areas
of Indonesia, while athers had experimental farms only.
Few of the representative or branch offices or
experimental farms wers antonomouns. Almost all
research activities and experiments were planned by the
centers. After the establistunent of ARRD, all research
institutes were put uneler the ageney, However, antil
o ihnostall rescarcl activities were planned by the
centers. During this period, the research institutes under
respective centers were inthe stage of establishment and

development. The centers supposed o function for
coordination were more active in research direc tly,
exceptfor Animal Hushandry and Estate Crops. Branch
or representative offices still existed.

A ministerial deeree it 1979, which was implemented in
1980, gave the centers more of 4 coordinating function,
and rescarch institutes under the respective centers were
to beautonomous, During this period the coneept of

research institute nandates wis evolved, Researeh

institntes developed more rapidly than before, and were
wmore autonomons in their own mandates, During this
periad, the branch and representative oflices were

cianged or merged into research institutes,

A ministerial decrec of g8 ¢, which was implemented in
1985, changed the AARD structure slightly. After one
yeir, the research institntes became more autonomaous,
while the centers function as coordinator hecame
clearer. Nolonger was vesearch planned and conducted
by centers, except for the centers without research
nstitutes, such as the Center tor Soil Research (CSR)
and the Center for Agro-Economic Research (CAER).

CHANGES IN PLANNING,
PROGRAMMING AND EVALUATION

The above changes in organization were the
recommendations of evaluations related to the
development of research systems and of the country, The
change in 1974, trom several rescarch institutes under
different dircetorates generals into one agencey, occured
inall ministries. Therefore, this change was based on
high-level evaluations, at the Ministry of National
Equipment. However, the information for the
evaluations was drawn from the Jower levels, such as at
the research institute fevel,

Alter the establishment of AARD in 1975, all agriculture
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research planning. programming, and evaluation were
coordinuted dirough the AARD planning office,
However, during the catly stages of AARD
establishiment, the ploming aflice wis largels occupied
with administrative inaters rather than research
mateers. Reseanch plauine, progranimmg, and
evaliton swere andled by the centers, Theretire.
coordhnatinn was weak, Bevinning in 1938, AARD
becanme more imvolved i divedting rescarch planning,
progranmining, and evaluation, Seseral sviposinns,
workshops, and consultations were held with directorates
senctal extensiom, unn crsities, rational/provineial
development planrane avendies, the privite sector, other
ministries, international tesearch centers, and e

agncuttural agencies of other countries

Lo tgBooreseareh institnnes were active and centers

began o timenon as coodinators, In 1981, the concept of

research nandare was evolved and mandates were
determined. Fach researeh institute wiis siven its own
mandate Towok as muoeh as two vears lor the research
stitutes toadjust o their mandates., Adjustment rites
were intluenced by the devree of deve lopment of each

researdlenstitate, particalarhy i Hanpower,

During this peviod, AARD conducted several
evaluations, asing internal and - or external AgCneies o
personnel As an example, ISN AR was invited 1o
evabiate AARD T his acivite hos heen Lolng on sinee
tod . The evaluanions were condacted for cither partial
or total swstems. The tesulis of evaluations were
discussed dunine internal AARD mectings. Some
reconnnendations were incorporated into the tollowing

lans and programs.
] L

Toevaluete the elfectiveness ol plas or programs,
AARD requested researcl iustitnies o present their
provressoesalts, plions,and progeams, Five areas were
prosenteds trresearcresults and programs: 2 facilin
developmeni: 4 tmanpower development: 11 impact on
agricnttural deseloprent technology transfer: kY

administraton,

Within the Lasttour vears, AARD D adopted the idea of

imdividual vescar-h programs, Fach program is supposed
to be desvelaped by o research team. The PrOgrans mist
benareement with the vesearch instinnte plans and
mandate. One senior seientist leads seserad funion
rescarchers to develop the progrnn and 1o carey ot the
rescarch onsceetiain problem, Taeretore, the research
instittite’s plans consist of several individual research

programs.

Untit now. most of the evaluations were initiated and
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perlormed by AARD. However, reeently AARD hag
included centers and research

institutes o develop their capability in evahiation. The
evaluation tewm may inelude external agencies or

personnel,

FACTORS MOTIVATING CHANGE

Before 1965, some changes in research orginization were
more due to political consideraions, hut management

considerations were also important,

The chinge in 1g74, from separate directorates o one

ageney,was tor the following reasons:

= heter coordination among centers and research
institutes, particularly in planning, programming,
and evaluation;

- equalization of developmentamong different research
institutes, at leastwithin a ministry;

= more eflicientand effective use of the fimited nmumber

of scientists, rescivehers, facilities, and budget:

= numerous development and seientifie problems

urgently needed o be solved,

Undl 1980, most rescarch planning, progrimnming, and
o some extentimplementation, was carried ont hy
centers, From 1g81 rescarch institutes ook over those

activities, tor several reasons:

= AARD had grow o Jarge to be planned,
programmed, and evaluated anly by AARD or

centers;

= Manpower and facility development had srown to the

printwhere reseirel institutes had the capability 1o

carry out those activities:

= Agricultural development had grown too laree and

oo diverse to be served by center offices,

Beginning in 1981, research institate mandittes came o

the systems, These mandates were for:

= giving identity to respective researeh institutes for
mare effective and clearer plans, programs, and

eviluations;

- reducing or, il'possibie, climinating duplication in
research activities;
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= synchronizing ol researeh activities with research

institwtes conditions and facilities:

divecting other plans, suchvas inaupow er and facility

developiment,

Soeonsalter the iandates developed, the Tndividual
Reseaveh Progiam System was adopted. The factors

otivating adoption were:

Numerous agricaltwal development problems necded
tohesolvedand coald nocbe solved by sposadic
rescarch plans. Therefore, o sharpen the toens of
rescarch plans and proveams, individual research
programs were adapted. This sy temis shmilar o
management by objectives (NTBO). Each program

has clear objectives:

Fhe number of seientists was inereasing and necded

1o be organized into more ellective research prograins;

The need for morve ctlicient and eflective use of

finances and facilities;

The reed Tor ineveased case of evadnation and impact

dassessment,

EXISTING PLANNING PROCEDURES

AARD holds mectings with al divectors of centers and
research insttates senior scientists, representatives from
directorates general and other sgencies involved in
auricultural development, The meetings discuss and
decide the overadl research program (short-term and
long-tern bused on the nation 3 and regional

development program.

Research instinnte diveetors aned scientists tike partin the

proveams inaccordance with the institute mandites,

Fachindividubreseareh prograns is developed by a
team led by the most senior scientistin the team. The
e consists of the ditferent research disciplines needel
in the prowsan. The team develops detailed plans which
chade kind, nmmber, and location of experiments, time,
personnel and budeers, One individual researeh
provam usually is of -5 vears duration. However, it
should abso be clear on vearlv objectives, The Progress
report or even a partial scientific report, can be written

withont waiting for the termination of the program.

Individual researeh prograoms are submitied t program
leaders. Progriom leaders coordinate all research

prourams withina problem area, For example, in 1986,
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SARTE has thee program aveas: 1) vive; 2) secondary
crops; 3) farming systems, These progruns ire within
the SARTF mandate: *Highland and high-altitude food
crop farming svstems™. Program leaders review the
programs and il necessiry call for discussions with

seientists in the prograns,

These programs are then submitted 1o the reseinch
conrdinator of the institute for review and may e
adjusted 1o the budgetin accardance with national
cuidance and the msttate mandate, During disreview,
all program leaders, senior research scientises, and
directors ol the inctitntes are involved. The tinal
programs are then submitted o centers and then o

AARD.

AARD holds meetings o review the prograis, The
members of the meetings are the AARD director general,
the AARD secretary and his planning stafl, directors of
centers, divectors of rescarch institutes, progeam leacders
and senior scientists. Some adjustiments in accordanee
with budgets and national agricultorid development
plans usually ocenr in this review, Imodifications are
needed, the respeetive institutes witl diseus then with
stientists in the institute, The final plans are then
sabmitted back to AARD through the centers.

Researchinstitntes ave the authoriy 1o develap
cooperative or collaborative rescarch programs with
other iageneies, centers, ovinstinues, in-country as well
as abroad. Caoperative or collaborative programs which
involve the wational budget or die external hudget must
L veported 0 AARD through centers and are subject o
auditing.

Inputs tor plinming and progranming are collected from

diflerent sources:

- the annual ministeriab meeting;

= thedirectorates general meeting, onee or twice a year;

= theextension meeting, onee or twice a year;

- professional scientilic soc ety meetings, such as the
Agronomy Society, the Plant Pathology Society, and

the Biology Society;

= provincialand regional agricaliural development
meetings;

~ farmer visits;

= reports onagricultural socio-cconomie surveys,
conducted by differet institutes and agencies;



= poliey papers developed by ditferent ministiies or DISCUSSION

l)lh(‘r;
Some weaknesses stll can be observed in the present
= reports of ditferentagricaliual researel institutes., svstem. First, some research institutes stilb do not have
universities, and centers, national as well as experienced and prominent scientists. This condition
uitetnational. may continue for another five or ten vears. Secondl,

cooprrative and collabovative prograns among researeh
institutes are very weak. T the loag tou, tids may be

mmproved by improvements m planning,

~J
[
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EVALUATION OF AGRICULTURAL RESEARCH

M. Dagg

hiorder o design how best to build on strengths and
conectweaknesses inagricultural research systems,
ISNAR has had e develop capacity and methodologies
to evaluate the statas of existing research systems, and a
“Guidelines b ISNAR Reviews and Evaluations™ has

been published.

Monitaring and cvaluation are essential components in
the management ol agocabtnral research, and piimeiples
and procedires nust he inchided incany comprehensive
training conse for researeh managers, Managemens
musthave feedback intormation on the progress and
accomplishments of the vesearch progranm so that plans
and proveanesand also nnageent meclanists, cian
be moditied accordiney Manitoring hasic ally provides
nlarmation answhether the program is proceeding as
planned. Exalaanon examaines how the program may he
departing o che plan cand how 1t can be carrected. it
necessary anddsoshether the plinand organization
are the bestwans toachies e e overall objectives and

voals,

There e seceral levels in the management ol
agrtenltieal research systems, Exahiition is an essential
camponentatall tevels from the researcher evadiating
propasals and progress iean experiment, through an
insttution checking it efectiveness, right itp 1o the top
fevel o government assessing returms to s invesbment in

researchiin support ol agriculinre isee 'Fable 1.

Much ot the existme lireraoure on monitoring and
evaluation lias concentraiced on the production and siles
aspeets obnicalturcsdevelopaent textension,
mfrastiuctre, credin, marketing s rather than on
tesearch There ave imparcant diffetences hetween
vescarch plinning and onput and planning in the

prodoction phases. Formstance:

* Researchierentes only apotential fior development.
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‘The realization of potential depends on iy
subsequent development agencies, and final impact
on production takes time, often 1o vears or more from
the research idvance, For guidance of vrarren
research management ol institations, indicators with
ashorter response time than impact on production are

HeECessary.,

* Efficiency of research depends more critically on the
correet choice of program tha on physical and

fBnancial efficiency of implementation,

* Future research must be guided Iy curvent resulise it
is intrinsically diflicnlt o plan years abead in detail as
i hasis tor monitoring prouress. Moreover, a ot of
good rescarch work muse vield essentially negative
results, whiclare diffiealt w rationadize within a

framework expecting positive progress,

GENERAL PRINCIPLES AND
METHODOLOGIES OF EVALUATION

Allmanitoring and evaduation depends aireomparison
with planned performance, specificd or perceived.
Frequentdy agricultural research has not heen well
planned in advinee and evaluation has had to be carried
outagainsta norm ol expected petformance fron)
resources allocited or against general Gugets or o
reconstructed “project intervention model™. The tpesof
evaluation, hased on objectives, i concerned with
efficiency, effectiz enevy, avd imfpact. " They can be carvied o
atdifferent times, giving ctegories of exante, namitoring,
and ev-pnt. The indicatons of progress to he used with
these kinds of evaduations must have response times thi
allow for tmely adjustments in g enent operations

atthe appropriate level ol manaeement.

Methodologies have been developed tor difterenn kinds
and purposes of evaluation, Mouitoring of physical and



Fig. I: Expeetations from evaluations of agricultural research at different levels of management in the system
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Fig. 1 continued
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financiad progress is the hasis tor much evaluation. Socio-
ceonomic stvey techniques are viduable for evaluation
of impact ona macro seale, Beneficiny contaet
monitoring and diagnostic studies wre uselod for checking
relevanee of research at the nstitational level, Annual
reports are valuable at the vesearch station level
Techmical and organizartional resiews are helptul at the

institutional Jesel.

APPLICATION TO NATIONAL
AGRICULTURAL RESEARCH SYSTEMS

Thereis a wide range ol expectation of the uses off
comclusions from evaluations at different management
levels, A general seenario fin the national agriculiural
rescarch nanagement systemois given in Table 1, A
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Personnel

eview

salient feature is the need for indicaiors with shorter
FESPONSE HNes as coneern moves from aimiero io micro

situations. Macro impact evaluations are important in

CONVIICING LOVermments to invest more in s esearch, b
are not much helpin planning cunent allocations
current pnagement systems, Iipact on decisions of’
development institutions is a useful medinm-response-
time evaluation. Beneliciary contact monitoring is
viduable in evaluating relevance of ongoing reseireh at
the sttion level, The process ol program budgeting is
extremedy valuable forany eflicient monitoring and
evaluation of physical, Gnancial. and program progress.

There is a great need for future work on identification of
appropriate ind sensitive indicators at different levels of
operation and management.



Fig. 1 continued
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INFORMATION SYSTEMS FOR HUMAN RESOURCES
MANAGEMENT

B. T. Mook

People are the most Inpottant yesontee ol national n
rescarch provram. Linpivical confirmation of this
Aateinent comes from the Lecotthat most NARS spend
hetween 30" and oo of ther recurrent hudgets on the 1
salaries and henelis of thei scientists, techungans, and
managers. Butwho e these people ! How niany of them

are there o whatare thein edoucatiomal ad Caree

Backurounds what e ther aspirations, and what wre

then tamme necds

Fos st ive veans of work with NARS. ISNAR s

been continaably strock by how liede s alten known @
about the hasic charactenstios ol research personnel 1o
actaly the cxcepionad NARS which is able o Say
quickhv and aconrately how man peopleivha: on the
pov ol Fvenmore important are issues ol fature
recritment. caeer planning, and raining managenment.
Whatwill the human resourees i research organization.
look Tike i live veans.on tens or twenty !

Bomany NARS iunan resources management is
cantied out tday ntach as it bas beea sinee the teseareh
organizations were founded. Personal liles are
maintned lor each emplovee, Bachi file contains
inlormation on the individual: edocationad hackground,

Ws/her careersand perhiaps even on his/her research
activities. The probleny s that most NARS have no
mneans ol aggrevating these data TEan onganization want
trknew something abonta panticular class of persons -
stuch as those with doctorates, or those with doctorates in
entomalogy e ouly way ol doing sais 1o laborionshy go
throngh each and every file, one-by e,

\
Lncother words, the structures avidlable for human
resourees matagement have ligeed behind the funetions
which the contemporary namager must perform. One
vesponse to this problenis the creation ol national dati
bases onagriculturad vesearch personnel, ISNAR has
begun to work with several NARS on the creation and
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vaintenancee of sneh dita bases using microcommners,

Fowr decisions are important in this process:

- Owwhatinformation should be included. The best
strategy seems to bhe o start small, AW dina shoald be
ol divectuse either wo the central reseireh
organization or to e institutes/stations which
provide the data. Obvious categories inclide
edacition, carcer, carrent position. and current

research/administrative work:

Onapprapriate sofiware for the mi tocamputer,
Oneeagain, the peststratey s to start small andd
simple. Many people who vill be involved in
estubilishing and using the data hase will be first-time

(‘Ulll])lll!'l' users;

On how dhtais 1o be collected at the beginning, There
areacally only two alternatives heee, The lirstis
approach individual scientis s themselves, cither in
-prrson Gueery labor-intensive process) or by
questionnaire. The second is 1o depend on personal

files;

Onhow information is to be updated - probably the
mostelifficnlt management challenge, Any dati hase
st be kept current, 1 the information in it uets

autdated, thew clearly its usecfudiess will decrease,

CONDITIONS OF SERVICE

Vhen we talk of “conditions of service™, we ustually refer

toat lewst four issues:

Careers. Afier an individual is recruited into s reseereh
organizition, what kind of career can he/she look
forward 1.2 How rapidly will he/she be promaoted, and

on the basis o what eriteria?


http:1<'S,.ll
http:Illipr'1t.tr




HUMAN RESOURCES PLANNING AND MANAGEMENT
FOR AGRICULTURAL RESEARCH

P. Bennell

Successtul wericulturad research depends on the effective
planning and management of professional researchers
and their support personel, [is essential, therefore,
that agrien i al tescareh managers develap the
hnowledye and skills that v ill enable them 1o maximize
the productivity and output of these scaree human

FEStHECeS,

The overiidine objective of hmman resotrees plinning
atd management (HRPN i 1o ensare that the
organization has the personned shills, attitndes, and
motsations which will allow nujor oreanization:l
objectives to be attained as clliciently as possible, In
general terms, FIRPNL can be subdivided into live main

areas ol activin .

* Human tesonrees planning is concerned with
assessing and providing the tvpes and levels of skill
reguired forataining predetermined objectives over o
specilied ame peniod in the most cost-ellective

manher;

* Statling and development coneerns the formulagon
and implementation of palicies and practices that
relate to 0 the recruitment, selection, promotion,
and transter of personuel and (2) the subsequent
development of these personmel theough tormal and
on-the-job training. and peformance planning,

appraisal and counselling:

« Human esources utilization tocuses on e niajor
perdormance determinants of emplovees, Of ceniral
concerns the Linge number of organizational and
mdividual Goctors which shape attitades and influence

motivistion;

* The monitoring and evalaation of TTRIPA s required

inorder o appraise and analyze outcomes in each of

§2

the three main arcas of planning, staffing and
development, and wilization;

* A human resources information system s a
prevequisite for eflective HRPAL,

HUMAN RESOURCES PLANNING

The human resources planning process can be divided
1o two parts, cach concerned with answering a
question: What human resonrees will e required ? Wi

hoaman resources will heavailable?

Lvactual practice, livde formal lunman resourees
planning ‘s undertaken by agricattural researeh
organizations in most developing countries. The phins
thatare produced e wypically poorly integrated into the
overall planning and programming processes and are
often livde more than Tists ol additional personnel
requirements Phere is alsa usnally an excessive
preoceapation with professional research personnel, with
imadequate attention given to teehnical and
administrative support personnel.

Much of the explanation for die absence of human
resource planning can be direetly attributed to the major
uncertainties in funding and resouree provision in
general, which research managers cantinually contend
with. Faced with sach inhospitable plinning
enviromments, many managers see livde point in
committing time and resourees to the development of
detailed buman resouree plans. However, there is alinost
alwitys some room [or maneonver that would allow
important improvements in the human resources
planning process 1o be achieved. Well-formulined human
resource plans can play a vitad role in securing needed
resources from government, and can provide the
operational framework within which reeruitment,
deployment, and training objectives can be realized,






HUMAN RESOURCE PLANNING AND MANAGEMENT
IN THAILAND

T. Wongsiri

The Department of Agriculture (DOA) hegan in 1g72 as
adepartment within the Ministry of Agricultore and
Coaperatives. Trs responsibilities include all aspects of
reseirch on crop production. Research disciplines cover
the normal spectrans ranging from plant genetics
through aeronomy o farm na lineny weehmolowy, The
DON also reenlates plant quarautine, agricaliural
chemical quadity, tosie substances, and certain other

Aetivities,

In g8t the National Avrtcultural Researehy Project
INARP was initianed with linding liom the World
Bank IEAD, and Anstadia, with the aim of overcoming
anmher of aericultural research-related problems i
the national level, The main problems which led o the

formulation and unplementation of N ARP were:

Centralization of statlf, Most of the DOAS
posteraduate scientilic stafl were located in Bangkok

and were out ol touch with farm probicms;

= Duplication ofrescarch between institutions within
the Ministey of Agriculiuee and the universities,
Agriculiural vesearch was carried ot by several
government agencies hecanse the DO had

inadequate resourees fin conducting needed rescarch:

Lack ol vescaneh Lacilities at the regional level, Junior
staflat sparsely equipped field stations observed field
triaks [or serior statl who made periodic visits from

Basigkok, Mast seientific cquipment was aceordingly

kepteentrally o within casy access of senior seientists:

= Lack ol elear carcer suruenie for stiafl whe wish o
remain rescareli scientists iand not beconye

administraiors:

= Inadequately developed administrative services 1

support the changing role of the DOA:
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Administrative skills were assumed as necessarily
Howing from good scentific skills, resulting in senior
administrative posts being filled by st whose
demonsirated skills lav in science, Simultanenusly,
pure administrators with no scientific eredentials were

accorded low status:

= Inadequate training of scientists and technicins who
are responsible for implementing the new rescarcl
poliey. Within the educational institutions, the
teaching of agricultural scienee research techniques in
Thaitind sullers Trom the low priorities placed on
lecturers undertaking regular research and
subsequently publishing in ine mational journals.
Thus research methods are ¢tien sadiv out of date.
Litde emphasis is placed on students developing
literature review skills and scienitic, critieal
eviduation skills. Little is done 1o encourage the young
professional researcher to develop these skills, Tn the
past, opportunities for waining and lellonvships have
been apen only to those seientists stationed in

Bangkok,

Lnorder to alleviate these problems, the NARP was
established, comprising:

Revrganization of v L OA, eonsolidating refated activities
under three deputy directors general rather than two,
These DDGs were to have divect line responsibility for

resi

b administrative serviee, and technical ServVices.

Restructuring of the DOA, around six commodity-hased

areh centers,

researchiinstitutes with 24 regional res
These institutes ave supported by seven wechnical
divisions which provide technical staf® for the institute

regional rescarch centers.

Regionalization of the stafl. Thirteen hundred seientists
will eventually be stationed at regional vesearch centers,
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Maostalthese postings are place. heing ineflect
gazetted transters or new positions tied by location,
Mechanisms t morivate stall to move out ol Bangkok
have nelded Lrge numbers of traing bellow ships
which e ried tospecitic diserplines at spectic centers,
The vesearchier is committed 1o wonking for a specitied

naniber ofvears ac that loe atgon,

Transter of the balk of werntific a tr: iy out ol Bangkok as
plonned will offer greane opportumny for achievement,
ad henee promotion, at vegional centers, Plans lin
capipping the contens are Laeetted o omplenent these

TR TTRIE

New siadthonsing has been constructed at each center,
This i o strong monvaton for voung researchers. given
the high price ol ousing in Banekok. However, senior
rescarchers are often treed trom the problem ol

nantaning two houses until retreient.

Novsuvprisingly. there dias beena small rash o
established centers close 1o Banehok, prodacing a
stiation of vircal exeess, while more isolated new

centers remain wnderanned

Stat] Deiclopment has heen centered on teehnicad
assistance provided by the Aasteatian govern, .ot in the
wem ot fellowships to study overseas and domestically.,
Sectar g researchers have teeeived fellow ships to study
o bachelin s nster's and PhuD Jevels: 8o tellowships
have heenawarded o technicad sattfin diploma studies.
Eleven administrative division siafl have = cived

eliosships,

Corporate PlanThe DON S licial budget is in excess of
USSsecmillion, Tis activities are spread over anetwork of
Lovo kv diamerer, which ineludes some research centers
whose ellective budgets are in excess ol three quarters of
amtllion dollars ve they only can be contaeted by radio,
The need lor aresearch o orporate plancis eritical. This is
networhed down throush the organization via instivaies
and discipline divisions o regional researels centers and
their client research stations, so that all decision makers
havewelearidea of the departsental pohiey and goals,
Advice from Austrabian technical advisers is heing

utilized o the development ot the carporate plan,

Compia.vization of finanie, pevsannel and capital infratruchue,
Aspeditic candition ineluded in the loan agreement
between the Roval Thai Government and the World
Bank was that the DOA would introduee a form of
program budueting which would permit the DOA o
manage and control its research programs and staff by

program and location.
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Although the Thai Government is committed 1o
administrative reforms in the fifth Five-Year Social and
Economic Plan. which inchuded a changeover from the
taditional form of ineremental hudgeting o i programs-
hased system. difticulties were being experienced in
imiplementing s common svstem which satisfies all

Jovernment (]('])ill'(l]ll‘lll\'.

‘The approach adopred by the DOA with very generous
technical and financial assistance from the Aostral,an
Government has been t take the existing manual
system, computerize it and in doing so improve the
precdures and working svstem of the DOA in the

provess.

Assimilapproach has been adopted with personnel
managemen:. Aot the data contained in the personal
history files of cacl government oflicial, and permanent
wages oflicial of the DOA, has been computterized, and
progriuns written which allow regular reports to be
praduced by the computer for the DOA executive. These
reports, as well as incorporating details of the employees’
history, include location and will, in the near future,
include such details as individual research program

activity,

‘The computerized management svstem of the DOA, as well as
providing regular printed reports on personnel budgets,
expenditure, and capital resource inventories o
management, also provides the executive of the DOA
withagood “inquiry™ feature, ACany time the DOA can
access all financial daa o compare budgets and
expenditures by research and administation program,
researchoand administration project, and location. In
additton, an instant readout can be given of stall
numbers by sex,age.docation, educatonal qualifications,
PG level and work Jocation. This program will also
include statisties regarding position vacancies and
pending retirements. As soon as the DOA completes its
currentindes of research projects, this feature will also
be built into the fiancial and personnel computerized
management systems,

Albof these computerized systems which are currently
availuble to the DOA at its head office in Bangkok are
also being duplicated for cach of the 19 newly planned
research centers in the country, In addition, the research
centers associated with rubber and seviciculwre, which
are not partof the NARP redevelopment, will also
receive the henefits of this program.

Adecentralized system of research planning has been set
up. The procedures place the responsibility for initial
regional research plans with the resident research center



directon. The new researen plais reviewed by the
Research Center Committee bhefore final approval by the
D partmental Committee, The ainy is for the regional
rescarchers tdevelop research progrians which address
the type of lanin problems viven priority in the current
policy of the DOAwhich was devived from directives

sued from the vovermment's current Five-Year Plan.

Research Program Budgeting. ' The aimoof his will he 1o
program all vesearch proposals to budgeted inputs in
teris of eosts of Lhor, comsumables, cquipment,
scientists timesand nidntenanee costs. This s done on
an individual project basis and then on i research

program hasis.

Lmprovements wresearch seporting are required o address,
three Bictors: ourput. Linguage, and anrency,
Unforomnaely docal sesearchers are oiten reluctant o
wiite up reports inany detail. Publication of collected
datiis popular. hut analysis of data and diseussion
within the reporcis noconmon. he reward tor
reporting tn Enelish s meagie, Even abstracts in Iinglish
aranothes international scicnfic language are not

vequited.

Withvewards cnrency, w serious need exists w rednee the
lony time-Lig hetween inginl tam problens idemification
i subsequent publicaton ot vesearch resalis developed

tosolve the problem,

The resulthas been relianee on personal contact between
nsers and the research seientise. These communications
unfortuaately hive no reliable written documentation
summanizing what was communicated and what was

understoad.
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Agricultural researeh and extemvion are divided into two
separate departiments in Thailand., With this division
comes the tendeney towards inherent rivalries ane non-
communication, a sitwstion which is displayed by related
and similar government departments in any nation,
Progress has been slow, buta network of committees is

heing developed to remedy the problem,

Inconelusion, itis suggested that the following points
might be considered when strengthening an agriculinrat

rescarch SySstem,

The importance of the need 1 make definite decisions
at the beginning about structure and organization of a
department, evencat the risk of “hurting™ peaple,

Dllowed by definition of policy, regional development,

ete., cannot be over-emphasized;

2. Appropriate career structure must be established

»

within the public service system. These are not vet
clear in Thailand. Also, there are as yetno standards
lor analyzing the quadity oi'research work:

3. Phereds wneed o have the correct time perspective
for developing rescarch and for measuring the
henelits;

4- How o handle the problem of people not wan, (o
move out of acity to a regional base, needs to be dealt

with;

5. Finally, there is a need w ensare that the organization

as a whole fullv understands the abjectives of the
progeam trom the stwre, This will help overcome the
problem of short-rerm dissent in the interests of long-
term national objectives,
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HUMAN RESOURCE DEVELOPMENT IN THE
AGRICULTURAL RESEARCH SYSTEM OF ZIMBABWE

P. R. N. Chigaru

INTRODUCTION

Agriculturalyeseaceh in Zimbabwe is carried out by a
number of organizations, hotvin the public and private

seetors, These include:

Depaviment ol Researeh and Specialist Serviees;
Depaniment ol Veterinary Services;

Depaviment ol Aevicultuead Teehnical and Extension
Services LA urite):

Faculty of Agiiculture, University of Zimbabwe;
Tobaceo Researeh Boand:

Pie industy Board;

Avticoltiral Research Frosg:

Zimbaliw e Suear Assaciation:

Seed Cooperative Company of Zinahabw e,

O these onganizaions, the Department of Research and
Specialist Services (DR&SS) is the biggest and most
predomeant, with a mch wider mandate and o larger
conntny-wide infrastructure, The other organizations
have marrower mandates and fewer stall, The
Depariment of Vererinan Services carries out researeh
onty ananimud bealth toblems, and the Department of
Avrites s essentiaflv iy olved with extension and
irntion development, but also caneies out sotne
reseaich bragricultarad cogmecring (vough s

Avticultural Fovineenng Institne.

lhiesearchotherefune, exerphat sertaining to animal
health wiculial envineering, pius, tobaceo and sugar,
iscattied ont by DRESS. Forestry and Gsheries fal)
under adifferent ministey but agroforestry researcly is

S

heghming in vanious weditminons, DR&SS has four
operational divisions:

Crop Researeh Division:

Livestock & Pastures Research Division:
~ Researeh Sevvices Division:

- Execcative Branch,
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The total stalf establishment of the department is 2150
persons, ol whom 160 are professional olicers with a
minimum qualification of a B.Se. degree in agriculture or
other relevamt disciplines in biological sciences,
chemistry, ete, The rest of the stafl provide support for

the professional oflicers and range from research
techuicians with diplong qualifications to workers. All
categories of staflare regarded as being important 1o the
organization. with salary seales, promotion and
advincement procedures meant (o cncourage them to
stay with the organization and develop with it Thus,
although the professional scientists form the backbone of
the department, itis recognized that o successful
vescarch eflort requires support stafl who are not only

adequate in numbers hut are also stable.

STAFF SITUATION PRE- AND POST-
INDEPENDENCE

Zimbabwe is only six years old, Before 1o80, white
Rhodesians dominated all secrors of the o onomy,
inclading the public serviee seetor, At independence in
tgfo, therefore, the DKE&SS had a predoennnantly white
scientist cadre, During the st two yeers of
independence, the majority of these scientists lelt the
department, cither to join the private sector or o leave
the conntry, These scientists ware replaced hy
indigenous Zimbabweans, most of whom had come back
to the country tollowing independence, or were straight
out of university with their first degree, By 1984,
theretore, the qualificition and experience profile of the

department scientiots was as lollows:
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Qualification Number  Percentage
B.4Se. it 62

M.Se. 12 30

Ph.D. l 8

Total I11* 100)
Experience (years)

0-2 RE) 38

25 15 32

e 2 30

Tatal 141 1ou

* Theve were B vacant posts at the time,

These figures veveal that the research eflort of the
deparinent was now enusted toa seientist cadre with
waninly afirstdegree and Te s dan live vears of
experience. Toisin the fight ol this ansatisfactory
sitwation that a request was ninde 1o ISNAR tor
assistance i destening w manpower training plan in

catly gy

RECRUITMENT PRACTICES AND
ADVANCEMENT PROCEDURES

Asstated betore, the mimmurn qualification for an
aspiring research scientist i B3 degree, with ad feast
second class honours from the local university or similar
astitutinns outside Zinthabive, Generadly, posts which
lal' s acantin the department are adsertised i the local
press. Tie poats ave filled after interviews have heen
conduited by senies research managers. Depending on
qualifications and experience, anew scientist is graded

follows:

Assistant Research Ofhicer (B.Se. degree holders);
Research Olticer;
Senior Research Otficer:

= Primaipad Research Oflicer;

~ Chicf Research ORieer.

during which time they can either voluntarily withdraw
or be tequested o leave the department at one month's
notice. This probation periad is important hecause it
enables the department’s management to assess the
potential of the reeruitas a research worker and also to
dewrmine, inthe case of oflicers with a first degree, the
type of further traming that would henefit both the
individual and the institudon. Successtul completion of
the probation period depen-is on the Annual
Confidential Reports and Merit Assessmens, completed
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by the revruits’ head of station or institute. and vatified
by the Department’s Suitability Bowrd and the Public
Service Commission. At the end of the probation period,
the oflicer is usually awinded additional sakary

inerements over and above his annual inerement,

Oflicers who join the department with inaster's or
doctoral degrees are notched in accordingly, depending
mainly un post-qualification experience, Itis therefore
possible for one to be appointed at the senior, principal,
or chiefresearch oflicer level. Similarly, during the
course of their service and the aequisition of additional
qualiications, i oflicer can be advaneed o these senio
grades. Such advancementis dependent on a Merit
Assessment and Narveative Reporcwhich must satisty the
Suitability Board il the Publie Serviee Conmission,
Anyvootticer due for advincement who is not successful
must be informed, so that he s aware of his shortcomings

and the need for him to improve his perlormance,

Apartfrom advancement on the ladder from assistant
research ollicer to chief researely oflicer, promotion
opportunities to section, station, or institute head also
exist. These positions carry administrative
responsibilities and beter remuneration. Vhis type of
promotion ohviously depends on qualifications,
experience, and the possession ofteadership gualities.
and st be approved by the Public Serviee Commission

and the Mipisoy,

For all new recraits, and induction course is now
conducted onan annual basis, in order to explain to
them aboat the departmentand their future within the

svstem,
DEPLOYMENT OF SCIENTISTS

The deployment of seientists within the organization is
Lurgely hased on qualifications. Individual scientisis
ustally express their own interests and desires, and these
are taken into account as much as is feasible. A seientist
may also be transferred from one part of the devartment
to another, cither at his/her request o on the initiative off
the department,

Generally speaking. and hecanse government does not
provide accomodition and transportadon in the urhan
areas, most scientists these days prefer 1o work ine the
rural stations and instituzes. At these rurad researeh
establishments, they are provided witi ren=sabsidized
housing, transport in the form of cars or motoreyeles, and
the cost of living is lower, particalarly wite respeet to
food items,

The disadvantages ol living in a government station



include the lack ot opporntanin o purchiase your own
home and ditlicolties associated with employment for
yourspouse,and i some cases ek of adequinte sehiool

fucihies tor childen,
TRAINING OPPORTUNITIES

Avmentioned carhier, the gqualilication and expericnce
pofiles of the department™s scientists, following
independence, pronpred us to seek the assistance of
ISNNAR v dvas iz np s taining planin gy, The

essential features of this plan are as follows:

Using World Bank TEFAD loan fnmds and through
doner assistance, we have tecuited 28 expatriates o
carty out on-the-joh Gainine of junior seientie ts.

Fhese expatitates are also supposed toassist the
depariment i evalvanng existing research programs,
and e providing deas aboay the divection the
departivent might tehe i thein areas o speaalizaton,
accordance with onn research strateey and national

deselopment pli s

Resears hoatlicenss ssorhing with NPT Seientists
are hetng assisted and supervised in devising projects
strtable o parc-time masters and doctorad degrees
the Universing o Zinnhalns e, Such oflicers are adso
eiven the opporimnity to atend comse work it
mstitntions outside Zimhabaw e when icis el that this
snccessany s Fhe ennphusis, however, s that all
trannnig shondihas e as possible be carvied oun in-

conntyg

Where appropniare tiainine is notasailable i the
connt oflicers are sent tor full-time sty
unvesities ontside Zimbabs e taobtain cither M.Se.
or Pa D odegroes, Tinomost cases expatriates are
appointed danng their absence, o carry on with the
research wark imea given area and toessist the officet
o take over the proviom on his teown from study:

The TARCS are plaving an increasing role in seientist
trammgin Zimbabw e, At present the centers that
have same presence i the connoy ane TCRISAT,
CINIMY Tk LETA O seientists are heneliting
fram interaction with their scientists. Tonaddition, we
v o take advantace of the short courses, semina s,
and workshiops conducted by centers auisids

Zimbabwe;

= Startng i Aprib g8 ISNAR s now assisting us
with an in=countiy taining warkshop for senios
research managers in the planning and progranuning
ol research, Our senior researel rianagers have found

this workshop extremely usetul heeause it sensitizes
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them to the weaknesses of our organizition in the

arcas ol

* priovity setting and resource allocation;

* progranuning o Cie cesearch ellort in line with
identified priorities;

* monitoring and eviduition of the agreed programs,

Asaresubt ol this first workshop, a task foree of senior
rescarch managers his been formed which is analvzing
these dssue - including aveview of the institntional
orgitizaton and structure, A request hias been wade for
assistance from ISNAR in this task. 1is hoped that
iointreport will be veady by e Gine of the nest training
workshop on vescarch management in Mareh/April
1987 at which ISNAR'S partivipation will again be
sought.

The training programs desceibied above Ty e had o
motivating elfect on oo scientists an all levels, Most have
developed a stronger sense of conmmitment o the
organizidion and ae keen o develop with it Much stil)
remains to be done inorder to ensure that the
organization continnies its good reputation, both within
and nutside the country. b particular, the current review
of the departient™s aetivities should help sharpen its
strateey and focus, and enable all scientists to have a
clear pereeption of their voles withi, the orgamzation,
including the manner in which they can contribute o

solving the conntry's agriculiral development probilens.
TOOLS FOR THE JOB

Adiscussion of human resouree development would not
he complete without the mention of the need for
reasonithly adequane resourees for the stall’ to carey out
their manclated tasks, To ensure motivation and joh
satistaction, stalf must he provided with the tools for the
job. In Zimbabwe, at present, silary creep in the

depariment’s budget is heginning to rear its ugly head.

Salavies and wages acecam for just over 7o pereent of the
budeet, compared 1o abaut by pricentatindependence
sixovears ago, These figures relate only o funds aviilable
from national sources and do not include any resonrees
mide availible from owside sonrees, This percentage is
hewinning to be of coneern for us, Fo ensnre
sustainability of our system and o avoid the frastration
of our scientists, we need o do a betrer job of convineing
our policymakers and the treasury wstem the tide of this
salary creep. Faceept. however, that this mnst be done
within the framework of o more judicions svstem of
priovity setting, allocation of available resources, and the
programning and eviduation of the research effort as a

whole,



SUMMARY OF THE WORKSHOP

D. McLean

Day One

THEME: STRENGTHENING NARS - AN
EMERGING ISNAR STRATEGY

Five ISNAR stall presented papers which diseassed the
tallowimg pointe the new strategy of ISN AR, its research
activities, the taining proseam, considerations fin
strenetheming aational agricaltaral tesearch systems
CNARS T and the ISNAR b huse. Diseussion was
solicited after each presentation, Tocday conclded with
aslide presentation on ISN AR,

Incthe opening session. Divector General Alesander von
der Osten presented anoverview of ISNAR and the new
stratery. The disenssion on stranegy was developed in
three areass the profile of the institntion, the ISNAR
prowran and ISNARS managementitrnetune, The goal
oFISNAR B o assist developing countries 1o improve the
cllecnveness and ellicn ey of theeir agricnlineal research
svatens throush cabiane d capacity i the areas of
vesearch poliey Conganeation, ind management, ISNAR
hasidentified eleven management themes: internal
working wroups have heen established that are elanged
with the development of the knowledge hase on these
themes, The five priovity areis of ISNAR collaboration
with NARS are:

formulating rescarchein particular, priovity setting

and resource allocation:

3
1 mcaitoring and evaluation as e

stincttne and onganization of NARS:

oo lormualation (lll)l.ll'l((lllll,'
| g
foramanagemaent;

31 development and management of linan resomrees,

Deputy Divector General Howard Elliot deseribed e
objective ol the ISNAR research program, which is 1o
develop improved concepts, tools, and anadytical

methodologies in the aeas of vesearch policy,

N

organization, and management for NARS. The primary
activities and responsibilities of the researel program

el

1) developmentof a knowledge base on NARS;

2) identification of common constraints or problems
shared by NARS as well as opportunities for high
impactin steengthening NARS;

.

developmeni o schiptation ol analytical methads:
1) eneration of improved management concepts and
toals for NARS;

putitenance of up-to-date information on

developments in related fields.

He then gave details of ISNAR's researeh progran.
Dennis Waood desershied the training objectives of
ISNAR. He eniphasized that teaining was aimed at all
levels of covernment - policymakers, senjor-level
rescarch managers, and middle-level managers - and
that training for middle-level managers will generally be
in-conntry. Special-project funding will be sought for

maost of the in-conntry programs,

Ajihola Taylor presented a paper on considerations for
strengthening NARS. He developed these topics in the
three areas of ISNAR concentration: the policy

environment of NARS, the basic processes of research,

and organizational structure,

Philip Pardey presented i paper on the ISNAR Data
Base. He discussed tends in the tunding and stalling of
NARS inactime series, He emphasized datin the past
sty NARS the number of

rescarch st i mereased substantially, operational

twenty years, while &

funds have notkept pace,
Discussion of Issues

Nine main issues were raised and discussed by



confevence panticipans. They are not necessarily

presented ronter of importanee,
foue 1:

Itis eracial to develop support for NARS sumong
politicians imd policy-makers, Some countries expressed
that this was ditlicult to obrain and asked tor INNAR
assistance. Towas suggested that ISNAR consider
publishing mareriads on the impact and value of research
tor use by NARS cdinnistratins in didouie with policy-
ke General cundelines were not considered
sullicient, but vather connons specific analyses aud
recammendations tee steategies, ninpowe plans, ere
e ieeded. Delegates albsaosaw arole tor ISNAR in
presenting this inaaeriad with NARS vepresentatives -
cither i diddovne with policy-makers or in seninn
fornaat Delewates expoessed chat ISNAR should not
approach policv-makers without lull participation of
NARS nd that ISNAR waoddd preferahbly, develop this
capaciny o policy diadorue within the NARS.

Fypesof publications vequested were either country-
spectticcwherenn ISN AR tesposids to NARS requests, or
e wenerally applicable case studies of research
program nnpact from countries within the same region o
terrntany . bowas mentioned, for example, that cost/
hereliestndies on avricubinral tesearch bave not been
cotducted todare in Avica and ares theretore, less
convincing thannloration an neighboring research

progtans,
Tvsne

The role of private tesearch oreanizations wis prrecived
as hoth collaborative and competitive by ditfeeen
conderence delegates, The relative importance ol private
sectar i olvenent was also noted. with the sector more
mvolved in Latin Amenica and Asiac oo in Africa, h
wins snggested that ISNAR wiite a position paper on the
role al the private sector mnational agriculiural research
prograns, pedigps drawing conclosions from conntiies
atditlerent stages of development and in ditlerent regions
of the wanld. One delegate expressed that ISNAR'S
promary tisk was tostrengthen tie public sector tesearch
swsters and that coneentation on the PEVALE seCtor wits
not pat ol ISNAR S stnareey. Other delegates,
particulasly these hiom Latin Nmerica, where the priviae
research strueture iy oot oo the transter and
adaptation ol technolooy . san an ISNAR role in the

interaction of povate and public research organizations,

The potential tor collsboration with private research

orgattizations was stressed, especially as a means of
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sharing the lancial and administrative burden of
research which was nat imperatively public sector, The
NARS must, therefore, first determine which vesearch
should be a public responsibility belore specitic private
initiatives are encouraged. One delegate feht thin
collaboration was better between NARS and non-

multinativnal private sector organizations,

hithe history ofagricultural vescarch, the role of private
rescarcli organizitions has inercised i the conntry
develops. The prinary vole of the private sector has heen
nadaptive rescareleand i the provision of farmer
suppart services., By developing private sector capacity in
these wreas, the public sector NARS can funetion more
efficiently. Developing comntries must be awiare of the
extent to which the private sector controls patented

technologies which may not be made widely available,

ISNAR coulidl hielp detine the respective roles of the
private and public sectors in agricadwural research and
make cauntry-specilic vecommendations to improve

complementarity.
four 3:

ISNAR was asked to look at the rescarch needs of some
very small conntries ind 1o reconmmend how researcl
could hestbe organized in these countries, Delegates put
forward the problem of defining “small “countries but
concentrated more on the mininnin NARS necessary to
accomplish needed research, Several points were raised:
1) thatall comries necd some research capacity; 2) tha
NARS musthave the capability to interpret workl
knowledge and v adapt technology for lacal conditions,
which miy he the extent of NARS activities in very small
countrivs; 3) that a considerable fevel of training is
necessary for interpretive and adaptive veseareh
activities, and gy that very small countries might share
research capabilities Ly contributing to o regional R&D
institnte which would have outreach activities in
participating countzies (e, the Caribbean group). An
important emphisis wis also placed on the
imerdependence of smaller NARS on Lkuger NARS in
neighboring countries,

s

The delegates raised the question of ISNAR's 1ole in
funding NARS. Some asked whether ISNAR could
identity and inform the NARS of probable funding
agencies, Some asked tor direct ISNAR intervention in
negotiating for funds,

ISNAR has a role as i feilitator and o fanding broker,
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By assisting s countiy to dey lop asannd national
vescarch planc ISNAR increases the likelilood tiata
donor will ke merest. The development ofa coherem
wational research siateey and plan should he conenrrenn
with asensitizing eflor on the importance ol tesearch at
alllevels polioy vesearch adimumistration, and
manacement. Phis wondd serve o heer cquip nationg|
leaders i then discussions with sourees of external
funding. Fhe donor communiny is Jooking o wise
imvestments and. iy veneral there is i globual
underinyestiment inagricaltural researeh as indicined In
the hivhvaees of retarn associated with i, ISNAR can
Lacibtate contacs between donors and governments fin
funding speaitic projeats jointly prepared by ISN AR s
NARS.

D 5,

Lhe hinkaue between teseareh and extension and 1he
transter ot techuology were considered extremely
mputtantaeas whicloare cureently underemplisized in
ISNAR S provesm. There was considerable discossion an
towharestent NARS or ISNAR couled gerimvolved in the
prollems ot extension sevices, the PHIGIY concenn
being terelevanee of the researcl themes. This question
ol mteeration was addiessed as being prinnily o
ational decision, with linhages hetween the two services
Betng ol proniany concern, Two issues of Importanee ae
prdetinme the vesponsibilitg of the % ARS i this linkage
few s tesearchoto tam estension worhers, is
pablication lor estension agents and Lirmers o partolthe
rescateh progran?ccand s delining the e essary

insttational loamew ark,

B sugested that TSN AR bter on aconnty -y
conntes basis tecommendations for instrational linkages
and esponsibilities, One delegate suggested that ISNAR

tabewale inupuading the arality of extension agents,
Dosar ty:

Moy NARS need assistanee in establshing long-term

coalsand in prionity setting,
T 7

Fhe tole of ISNAR tnenworking and the strengthening
oflinkages etween NARS ind TARCS svas diseussed.
The broad use of the team “network™ evoked widely
divergent opinions  lrom a discounting of nenworking as
albmzevword o e very sinsfactory appraisal of networks
i the Meditervanean and Brazil The eflectiveness of
networks was Bipely associared with the efiectiveness of
the NARS involveland then apolitieal rature,

Regirdless of the faagon used, the delegation agreed thit
coordination ol research efforts is mportant. Some
voiced aosense of dissatistaction with the COGLAR centers
for then Lick of inter-institational coordimation and the
excessive ind sometmes competitive demands which
FARCS miatke on NARS. The suggestion was made that
ISNAR and the other TARCs caordinate their work
throngh the NARS. This coordination of TARCS in
national systems is the responsibiliny of the NARS
involved ISNAR cim pliay arale In helping the NARS
make better use of LARC services through improved

sSvstein management,

Several roles for ISNAR were propused T
was niade that ISNAR develop tighter linkages hetween
NARS ind NARS, and between NARS and TARCs,
that ISNAR serve i coordinating role for LARCs working

£ SUgEestion

insenational systeni ESNAR can play ackey role in the
formation and evidaation of neasorks hetween NARS.
ISNAR is notable o assuime the coordinating role
between NARS and EARCs. A voluntny coardinating
cffortis carrently taking place in Afvica among TARCs in
which ISNAR plays a pant,

The donor commmity is in favor ol developing and
strengthening sesearch networks as a4 meins olimproving
NARS and could be looked o for externad funding,
ISNAR supports the premise that well-coneeived
networks e important parts ol the NARS. Ttwas
proposed that ISNAR analyze diflerent types of network.
andassistin the development and managenient of

netwarks inotional systems.
e 8

ISNAR was vequested o provide more and diflirent
training to various levels of poliey and research
peesonnel ISNAR wirs asked to provide international
andregional training for areas which have similar levels
of system sophistication, More in-country training was
alsorequested. Fanding constraints should not e
allowed to hamper ISNAR's all-important training
eflonts, Training is needed i very speeific areas
according to country weeds: the sugeestion was made
that broad-hasvd 1raining is of lesser atitity. Tnyvolving
national staflin the testing ol ISNAR methods and

medels conld also hea torm of training-by-doing,

ISNAR Jis alieinely begnn o condner vegional trainine,
and plans o organize more fuiure taining activities by
grouping similar conntries.

In those NARS where specilic tradning is required,
ISNAR s attempting to develop relevint conrses, The
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delegates alsorequested that TN AR radn people incach
region who could become a career corps of agricnltaral
rescarveh managers and who could possihly train others.
Researeh managenentis onh nosw becoming a
recognized disciplineand the delegates held diat ISNAR
has o conmpaiative advanitaee in heing one ol the few

wstitutions ur the sorld with this mamdate.
I 9

ESNAR was vequested to be more explicit in it strategy
as tothe weographn toens of s work, In particular,
participants telt g mereased attention o the urgent
problems of Alerca shondd not he at the expense of
procrams in other regions, butvather call foran inerease

ot damon funds,
Day Two

THEME: ORGANIZATION AND
STRUCTURE

ISNAR presented two tora! papets onresearch
crdamzation and sovctines he it "Ovganization and
Structure™ delivered by Deputy Directon General
Kuishan Lo tocused upon oteamizational stractures in
the public sector The second, by Hunt Hoblis,
“Eflicienosand Eecoyeness: A Managenial
Perspective™ hrought the discussiot to o more
tanagenial level Fhoee case stidies were then presented
o Kenva The Gambiug and Sei Lanka, by AV,
Wapahala, M. Sompo-Ceesayand S, Gunawardena,
tespectively s Subsequent diseussion was led by D,
Coapasing B Nadiid, and M Tom -,

I gain desenbed several models of tesearch
orgamizations which aie cuvrently operational and their
relative streneths and weaknesses. He coneladed thant
attonomots national systems were generally the inost
Envorable, bot that uo sinele model was ideal. He fusther
described the types ofresear el prograons condueted ae
diseipline-hased, commicdine: 5 d o of matris form, In
determining the most approp - cwvpe of progrand to
undertake one delegate supgested the need for internal
evaluation; athers wanted some vuidefnes based on
conntis sizeand popalaion. D i also diseussed the
linkage between tescarchand extension and the ek of

an absolute wnd ideal model

Some conclusions reached weres While management for
efticientunlization b yesonrees iserocial, the systen will
he more eflective i this is conductedwithin a well-
organized structure,

Theve s no one ideal system,
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- Farmers of wll sizes must be accommaodaned in
whittever model is chosen,

- The researeh/extension interface must be stueied
carefully,

= Linkages hetween NARS and private awnd

universityresearel orgimizations are importint.

In Hunt Hobbs's presentation e defined the terms
efficiency and effectiveness. One makes elficient use of
resources within an organization, but the results
produced and theiv impactare indicators of effectiveness.
He deseribed the stages of a product life evele, He
stressedd the importance af information mamagement,
procram budgeting, human resource planning and
managementoand the management of physical resources
ineffective NARS. Eftectiveness is nltimarely more
important than eflicieney. Delegates asked ISNAR 1o
consides methods of ineasaring the ipact and
ellectiveness of NARS,

Discussion of Issues

Discussions following the case examples can be

sumnnarized as ollows:

= Fhereds o dynamic element woagricultural research
whichrequires change and evolution of the
organization: this isoften difficultin a civil service
structure,

= The linkages between research and extension are
vital; howeverhis does notimply that the two
organizations must headministered jointdy.

= Extension personnel often seemn more ionenable to
these linkagesthan researchers.

= Lxtension can play igreater role in adaptive research,

= Decentralized research institutes with specitic
mandates haveachieved good conrdination of
researchers, extension agents, andirmers.

= NARS should consider expanding from primary crops
to industrialerops, ete.
ISNAR's concept of NARS inits reviews seems
nnduly restrictivesall organizations conducting
mational agricnlioral researchshonld be included in
e functionad definition - this ispirtentarly so for
university research organizations which playi major
research role in some comtries.
ISNAR s a service organization can helpin the
following areas:
11 developing increased political support for researeh;
2) assisting siabl countries in developing appropriate

maodels for vesearci and technology transfer;
4) determining the relevance of R&D proguns in
developing countries;

4) contributing to the measurement of impact;
5) expanding the ISNAR Data Base to emphasize
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mivenin wnd privaee research organizations, and
CEXLEIN IO SCTV I eSS
61 developnag a capaciy in research management

which tosimlar to that i commerce,
Day Three

THEME: PLANNING AND
PROGRAMMING, INFORMATION
SYSTEMS AND FROCESSES

Theectonnal papeors wore presented: Robert King ol the
Uinvensity of Minnesora preseuted * Maogement
Tnlorimaion Suatens toy Plonnme and Progranming ™,
wherein he discossed the need todevelap this capacity in
NARS Rene Deviedintoduced methanls tin progan
Bdectme and Mavhew Do disonssed evaluation and
montorine Thieo connney speniences on planning and
prowramming were presented on Motoceo, Madawaseoar,
and Tndonesra, by H Farap VD Rabeaino s, and S,
Kavama respeaively Dascussion of the topies was Jed by
CoSerehnon, CO NMoran, and M ( ‘oulibaly.

Ahee difloronn siges of plonming ol prograanmng

were presented e hadimg

V) The evtabdishment of national voveand frrtorities i

accordan ewith the nuonal development plan;

Prsgvanomuny anid bty diough programming I
abjective theresearch manager can allocate hinman
andd financiab resomces toprinin acus ities, Program
budeeting hielps the vesearch nnuaecrat several
tevels i daily nanavement, incthe allocation of
theannaad budeer and in the justitication of the

provram o pohicyv-mahers:

Fealuation and momtering, both monitoring fioy

etliciency and evaluating HHPACT A1C NECessan
exerases. Prowram budeeting is valuable fon
monitoring and evaluation s s the identficationol
mdicaters ot progress by which ane measures
achievement, Delinig these indicators can be
dithcalt: Ex aluation and monitoring can look a the
SVSICINL progtatn, projects, operationsactivities, and

SUICTEIS S,

Itis extrremely important to mvolve Larmers and
extension agents in the process of progrian
determinaton. Government oflicials speaking on the
bebadf of farmers frequentdy is inadequate. Researchers
muet provide this link, ol the more so sinee it is the
ovientation of their rescarch which is at stake, Farmers®
necds mst be translated into research thenes by the
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researchens themselves Questions were alsovaised on
the extentio which the veseareh systeny is responsible for

extension and rechnology transfer.

The efleets of macro-economie policies and national
infrastructure o researeh program results were also
pointed out. These evitical tactors must be stated when
considering the cvaluation of W progrion. Tt was pointed
out that few ideal politeal and economie environmens
existin developing countries, Consequently, one must
continue to conduct researeh and do so in the hope that
results may influence dhe political and cconomic
envirommnent. This is piticalarly e when talking of
radically difterent teehnologies which have the potential

lor great inpact,
Discussion of Issues

ISNAR wasidentitied as being able o contrilbute in the
tollowing wiys;

11 Regarding the developnient of information syslens
which requiteniciocomputers, some delegates
discussed the problemns whichthey have in adequate
facilities and servicing, and in Lack oftrained
personnel. They suggested that iaining i
informationsystems is one serviee which ISNAR conld
offer o imprave thesitaaion,

Delegates requested that ISNAR concenteate on

simplifvinginformation management sy stems and
tailoring them to specilionational systens

There was a keeninterest by many delegines in

general issistoreein progriomming and in intensive
training in the ProgrioaBudgeting Sysiem (PBS),
ISNAR should continue to simplife thedata sheets in
PBS and w adapt then w specific countrysitaations,

The importanee and use of publications as part of a
NARS information system was discussed as a possible
avenue of ISNARinvolvement

seeuring political support, forextension agents, and

publications for

for farmers,

Much more work is needed on evalution and

maonitoring.specilically in the identification of
indicators which ciun beused (o measure suceess in
rescarch systems at difterent Jevels, These indicators
or henehmarks shoald he part of the planningprocess
ol research organization, While many
generalevaluation methads can be taken front non-
rescarch sectors, threcaspeets of evaluating research
systems need specilic attention: 1) methads are
needed to measure the efliciency and productivityol
researchers, pioticalarly for vesearch systems with
vinyinglevels of sophistication: 2) the “noise™ from
other factors in the agriculiural production system
(e.g., improved pricingpolicies) make evaluation of
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resrarchsvstem it o conbignons: and 4) the
length ot fime necessan ton measuringporfornianee
and nnpact makes onoone modilicanons ditticulr.
B The naportance of nvoly e farmers and oxtension
worthers in theproces o reseancl formulation tesulied
m the vaquest diat ISNAR Focus attemtion on this v igal
pectobrescarcdh ISN AR B recenth hewina series
ol ease stedies oo L researchw hich will ookt
thicintertac
_\|u|(- 1'Il]]ll|.l-|\ \\I” l)l' [)I.n (wl h} l\\\l{ on

techeolooy teansterand the tesearch extension

iterbces incladiee the st allinks necessany for

sticeesstul call o tion.
Day Four

THEME: HUMAN RESOURCE
DEVELOPMENT AND MANAGEMENT

Phetopic “Kev Tssues i Human Resoree Ploming and
Matmemen ™ was jointh presented by Byron Mook andd
Paal Bennell Human resoree development i Fhailand
and /Hn'hlh\\t‘ woele (|l'\A llln'(l 'l\ | . \\'llllu\ili .IH([ I'.
Chrran cespectively Subia quent discussion on the

topie waecded by €0 Sanbader L Febone, and O Leiva,

Phe stall prcseaanon concentrated on four areas: the
necd loramformation ssstenn duta base on o
tesotrees, the e cd o cecnmment hn program,
ooy of service, and the vale of training and

apprasab e protessionnal statd development,
Discussion of Issues

Many delecates sxpressed the need fon Improvements in
hetan tesonacenanasementin the NARS, NARS need
o estahlsh shor-term stnateeies tor neagement,
development, and Aapprasal o o resonrees.,
Delewares expressed the necd tor vreate personnel
meentives e the NARS and disenssed possible henelits,
suchoas wlecnon tor contderenoe particpation, honuses lor
esveptional worl heaen workine conditions, aid
recocntions whicboded not necessarily e lde inereasces
insalanies Tosome saems there e stooec taral and

I tional protessional Ladders, so that o scientist can
cormarcquivabentand sometimes greater salany tan an
adrvnstaton To nnplenent bee conditons of service,
polincal supnort st be abitained: it was stgested than

ISNAR thighit b 2Bl o help

Fheaddiionad consideratiogs of sood hmnman resonrce
e ment e e recrninienst af [|l|.||i|]|'<| stall the
provision ol suitable sostenin which 1o work, and the

abifity 1o rewand or diselinge cmplovees hased an
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performance, assumes o certain sutomomy in the
orgamization which does notalways exist in civil service
svstems, Techniques of improved human resour e
managemient must be sought within the consteaints of the

eNisting syatem,

Delegates were al o intereste Lin the transformation
which has taken pliaee inmany NARS sinee
independence, Tn some cases NARS have become far less
eflicient, ducsin part o insuflicient operating funds,
NARS operational budgets have often decreased due to:
) the increased pereentage of the overall budeet (olten
static or reduced) which goes 1o personnel, 23 the
broadening of researeh mandates in national svstems
which require increases in personnel withow
conconitant inereases inoperating fonds, and 4)
enlarged personnel ranks vesulting from antomatic
cplaoment rights of agcicultural sehool eraduites,
which often ends up swelling the ranks of the NARS,
Operational funds per researcher are often inadequate
lor performing reasonable work. In developing countries
the proportion ol operating funds to personnel funds
should he higher thin in the developed world, sinee
actual saluries and sttt heneties are much lower and
cquipment and commodities are usually much more

costly .

Delegates widchy appreciated gaining opportunities for
stadl seientific and technical. More finaneial support lor
training was requested, To vednee raining costs, more
emphasis was suggested on waining in those national or
regional instinions where the qualite of education could
be asstred. Stalf oained overseas olten have a diflicult
time adapting themselv s o local working conditions
when they retinn, Training in the sine region might
lessen this problem. Twas also emphasized that NARS
should not depend on training funds from external
sources anly, butshoald push for support from their

ational budgets oy well.

Delegites stressed that his diseussion of NARS uman
resource development and mamigement st also

include the university research sector,

Becise ISNAR'S stall'in hunian resource nunaeement
ssnalll delegates urged ISNAR tadevelop

methodologies and gudelines which could he useful in
the NARS The eriticism was Todged that ISNAR
country reports contain only results and not the methods

ol amalysis used,
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Day Five

THEME: GENERAL CLOSING
REMARKS AND SUGGESTIONS

Delewates acknowledued ISNAR'S good will and role in
the stengthenmmg of NARSTSNAR assored delegates
that NARS predcrivies are ISNAR priorities and that the
sugeestions made dunme das oram would e taken into
accormtin formubatng ISNAR™ workplan, ISNAR s

seching wass ofincreasing its impact. One approach will
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he the development of methodologies in the management
themes which can he assimilaced by NARS so that more
can bedone independenty s Another wiy toaceamplish
this spread effeetis through special projects with donors.
This entails having a good, well-thought-out proposal

and NARS panicipation in approachime donors.

For the near term, ISNAR will continue to work on a
comtry-by-conntry basis, bringing amere sy stematie
approach of methodologies 1o bear i the medium term.
Full NARS participation is encouraged at all levels,
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