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Internatinnal Service for National Agricultural Research



The International Service for National Agricultural Rescarch (ISNAR) began
operating atits headquartersin The Hague, Netherlands on September t, 1980,
[e was established by the Consultative Group on International Agricultural
Research (COIAR), on the basis of recommendations from an international task
force, for the purpose of assisting governments of developing countries to
suengthen theiragneultural rescarch, s o non-profitautonomaeus ageney,
imernational in characier, and non-peliti=al in nunacement, statfing, and

nperations.

Of the 13 centers m th: CGIAR network, ISNAR 15 the ony one that focuses
priznanily on ational agricularal rescarch issues, 1t provides advice to
governments, upon request, on rese *reh policy . organizaton. and nanagement
issues, thus complementing the activities of other assistance agencics.

ISNAR hasactuive advisory seeviee, rescarch, and teaining progreams,

ISNAR s sapported by a number of the members of CGIAR, an informal
group otapproximately 43 donors, including countries, development banks,
international organizations, and foundations.

Citation:

International Service for National Agricultural Research., Working to
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Foreword

ISNAR board and maegement tike pleasiie o presenting the ISNAR strategy,
eprovides the concepuual basis tor our swork and serves as a puide tor ranonal
provram developnent

The strarcpy inakes o long=term goal ¢ perational. deternmnes program
thrusts in pursint of thae goatoand makes dear serategie chiorees recardimg arcas
OF Progrann concentrazon

Tehudds on e experience camed m 1SN AR 1o fve vears workmg swath
sone 30 nationabacncnlinal research sy stems, and dey clops aconcepunl

framew ork for msatuton berddine

Becanse INN AR s vome, and e die 1plme = rescarch nanagement m

develapme countes - ew st steateste planmng chor was lengtin
processeestendimg over one vear T ol ad mtensive consulbuations with onr
1'n”.1|\n|:\l1|1; partners, the feaders of manonal avrcnlrardd rescarch systens m

the dey clopie sworld Then mpaesaneo the plannmg Process swere casential lon

provran relevanee

Inview o ISV ATLC, speatic rolean strengthenmge national agncultaral tesearch
svstems, s part ot the coneremg elobal research SUPPOrtsustem. consultations
with the other partners i the system were alao necded Tlere the tocus was on
complementants and division o Libor

Fookmg back now over the plinning perod, board and m naeetentagree tha
FOr ISN AT the proces was s miportantas the produce Partcularhy for 4 Vol
fstetaton Hhe ISN AR the benetits of sl a cnsensas-bulddimg ettort have
been substantial

Fookmg torward, swe noee tha stratecte planming s not s one-tnme exercrse,
Evandong-term plinsneed to be revised i the hezht of Changimng aranmstances
Tomantam relevanee and achiceve mpac L ISNAR Wl pertadically reviess and
update s stragegs

Henri Carsalade Alexander von der Osten
Chaivma of the Boand Dhavecrn Coeoneral



The pressures on developing
countries to develop cheir
agricultural sectors are
c.\pu‘(cd LO NCTease
dramatically in coming
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Chapter 1
ISNAR’S CHALLENGE IN THE WORLD
SETTING

Generating technology for agricultural development

The pressures on developmg conntres to develop therr agnoultural sectors are
expected toncrease deamocally o commge decades, The hallenzes they face
are probablv more compley —nd certamly more Grgent — than those
confrontz: the mduseenbzed manons atcomparable e tien
development

Ahommicagneoltural secion s contiad tosodd and ccanonine gros than mose
descelopimg oo mnes - aind wechnologncal progress s he ey to agncultaral
devclopiertae worldwide trend towands soence-based agrculture s e

Ihe need s clean

Wiath high popaanon s th rates increasing meomes, and uranzation. food
requirenients nsome developing counties ar o atalinng rates. Food
demvnd sncreasmg by as el as 3= 5" per vear —and production s not
Foepmyg up with demand. Inscme seations. caipaon o meet this ing reasing
denand Tas been Tnndered by drongrht, cnol seste. covaironsnental degradation,
and technologmcd stignation [he food popularan ticeas particulardy acute m
Africa.

The poversy problenyin some developing countres nieans that ANy poor
people Lick ccess toadequate ook The nutntion secarity issae s especially
acute mesorme Asian countries

Forenen exchanze problens mesozie Third Workd countries are exacerbated by
nercasm toad mpores The only pracacal altermative for many conntries is
mereasing domestic tood producion

Cashrarops are needed tor sumuabiting vrow th i the srenltural secor,
nnproving the well-bene of the v popalation. expanding purchasing

power, and promotmy nanonal cconomi developrient

Environmentd degiaduanon s Becommme serous i many countries Popalation
pressurcoand resuftne unsound agrononie practices are leading to Ingh rates of
sotl crosion, espeanllv as the nore maremd areas are coltsated . Fxeesats o
grazig has adverselv atteceed Liree arcas of caneelind. Salines has i reasingly
become a problemas more Lind s bro Shrander woeanon Forests are hem
deamated i nany countres Conseny g the quatis et sebiliey of the
resource base s essental i producovies s co be sustaned over the long term,

Mostdevelopmae countries hav e eshausted the options ot increasiny produection
througly espandimeanto new Linds Provress now depends on Hproving
technologies which increase the combied producenan o the oo off

production - Lind, Liborand capital — and decrease mng conts at producnon

The crucabchallenee Bians saentses and pobicvimabers s achieving rapid,
stigmiticantand sustamable mcreases i encaltueal producinon, winke v
conserving the eovironment and stmunlione o robust rural cconams - To meet
this challenge. tcchnol ol advances st be complemented and supported by
sound tood and agncolaral polices whieh staalare adoption ot technologies
tor increased productvies . development ot appropriate infrastrue tre, and
strengthened imsttuoonal capacitios — particulaely in research and extension,

[
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National agricultural rescareh
systems (NARS) play a kev
leadership role both i
gencrating and adapung the
rechnology required o meet
the agricultural developmer s

challenge.

Assisting NARS e strengthen
their seientific capacities fon
generating and adapuny
technology has always been
central obyective ot the

CGIAR,

The key role of national agricultural rescarch systems

Natiomalagrcndiral research svstenns INARS) plav a ke leadership role both
m generatng and adapting the techmology required o meet the caltural
development challenge —= they identify teehnseal problemand developand
adaptapproprate tcOhnalosics tor soly e then Advances moaencoduaral

producton are inlibel sothont o stong natonal vcaearch sosten

Adapting technology. Many <peculizcd oo complement developmg
countney NARS eftors tomcrease ol prodocon e, o Tt

s ersinescmternatsoral e alaal recandb centers, revsonab mstitates ad
networks, bilaterad and ot aliceral A velopient o prncane sector

tesearch Oramations

Butagncalturd technolosy ot nornnlls be o s o metened o a
prtcular connty wathont et cod adaptiton Techaloss s oleon ehls
Jocaton=specitic, it wsetulness s detemmned by srroscobosgeal
sociocconomiend policd envionmonts Flemec vaton d eerealtaral
researde sastenis necd to ke the bad role m whptinee technoloy o dhe

COUTHTY

Ondy nationad rescard leaders are o posinan toretlee uponand mthience then
governmentsasncalunl development pohoes, detine nanonal research needs
and prionvess evaluae the findines ot the elohal tesearcdh commumy, under
local condinons; and crisure - through tormal and witormal commmimcation -
that the alobal research commumnin s aoemda acoatately retle developing

COUNTEIesS” concers

Developing improved technology. there e nanmy cisesn whighy
developmag connres reseand s produced mproved rechnolomes, nabane o
njorpact onaercaltad production Some better-hnos e s stones
arezotl palmcand coconut research i the ooy Coast. by brnd ninze tesearch m
Zunbabsw e and Kenv coresearch on veoundits i Seoeeal and Nt rabher
and ol padm rcscarchn Mabicso researchon b brd cotton m hid, and s heat
rescarch m Mevieo

Fhese successes came trom conecentianme human and S tl s osou e ong
Ited number of Ccommodines, teamss o contmmts of ~oennth feadansbip,
stabthe ot tundine and S conrience of tescarch amd de Laprnens objectnnes

Conclusion: Strong national research systenw are needed. Whicthe
primurty weneratng or dapune tochnolose s NARS jinat be strone
mstrations it thew are to contrbute eftectivels toooutanl developien

[SNAR -- The CGIAR response to strengthening NARS

Recommzmng that technolorol de loprent st be complemented by
msntatonal development. the Consaltatye Group on neennatonad
Arnculoral Research tCGEA R < anintornnal assocton of donons. aid
reprosentatives ob deselopime countoes which supporis the sy stem s thirteen
mteranond acnculiaal resenchcentens ARG+ = creancd ISNSAR Sach o

SUTVToe WS Hl’a'i]\‘l[

Assistng NARS tostrenothen thenr sewentitic Capnes for generatingt and
adapnng tedinologey s abwavs beenacental obpcctive anthe CGIAR Tl
cinphusas was placed on helpme NARS devedop cadies of first-rare researdh
sarentists and techmeonns he meernanonalagrealtaral tesearc b centers
AARCS) ot the CGIAR provided tranmng and opportimties tor collaboranve
research,and helped dissenmimate saentitic hiow dedee throngh conferences.
publications.and mtornmaton netw orks

0



Scientists cannot contribute to
their fullest potential <= 1o
matter how well tramed —

without strong institional

\'um\m‘[.

What was licking in manv
NARS was aplanning capacity

to k'l-tl'«'li\'t‘ly' utthze assistanee.

ISNAR was created m 1979 s a
service to advise and assist
natonal svatenis
strangihening therr capacities
to cttectivelyand etticientdy use

their resoLrees,

Gradually it became apparent, however, that developing scientitie capacitios in
NARS addressed only part of the sroblen, Organationa and inanagernal
weaknesses were senioush holding back the productiyite of the research
svatems, Serentists canor contribute to therr tullest potental = nomtter how
well ramned - without corong it tonal support

Bevead thar saientitic knowledue and experise, they need adequate resonrees
and faciliies, efficient mechanists tor plainning and review e then research
programs. and the means to mteracewath die seienutic community to renan
current with developments i then ticlds A strongnd prodocive NARS

requUires.

* acoherentresearch pohoy destened o mect iatonal developient gouls;

* anorganization compatiblowith the shjecs vesand funcnons the sov enmment
assigns to research;

*oanmtegrated setof nanagenient processes allovang the sasten oo etfecnvely
mobilize and use the required resources - nanpow et mvestiient and
operating tinds, and tacilties:

»

the ability o communicae efteanvely with s ientele. s partners ithe
scientitic commamts oand the countre™s policnahers

Fhemportance ofstiong research edhnology seeneratimng: apaity ar the
manona levebwas il o cepred by the mtermatoml comnumey - s retle rad
by mportmt tows ot tesources towrd the NARS What wos b Kingz m muany
NARS woaplinmg capaaiv toetteciny el nnhze s asastanee They need an
mdependent advisor — tree from polincal tisane e, commiodiey, and other
brises - tosork wath thom onap nershup basissoveran eatended pernod o
tmes tocrcateanapproprate nsttutonal hasis tor producove research The
COIAR Cime o vew institucons binldmg support o national systems as an
essertulcontplement toats ettors m wencenmg improy ad wecimologies tor
sustannable tood producion Thesoccess ot the CGTAR depords ontie strength
of s partners - the NARS

Tresporee tothews ecoenized needs, o sroup ot COGIAR done s mectings m
Muntchethe sprnc ot moscalled o cablishinn e i natonal serve
sath the sk and purpose ot stengehcnme wroultunal reacarncdhom developing
countnies. operatnge el coopetation and supplementoy to st ared

relited proceans ot the EAO and ather e nmzanons

A rpmensher tsk toroe s conposed ot reprosentatives of national agene edourad
rescarch sy steins frons the developmgand mdustoal covrnes. donaor
msttntonsnd the IARCS review ed the necds ot the deselopang connues”
roscarch svsteniand how well thes were bemae served. The tash force
concluded dutierace wasneded Tnorg g, atter thice vears of Coretal study
the CCTAR tonnded ISN AT G aservice toadvise and s mational sy stenis m

strengthemmge thar capacitios tocttecon el and etticently e ther resonn es

The conceptof a service to naticnal systems

Phe conceptor such aosenviee 1o NARS was minevans e and uprecedented.
Stlarly.the wsttaoon developed tome e obyecnves is umque. INNA RS
distmgashed by severalhicateres which, when united. for the basts of it
comparative s vantiee as asorvice to NARS

Firstand toremost, INNAR s aservice works m partnership with national
svstemstit exphatly serves thar needs. mterests, and aspirations
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Agricultural
research

Developing
countrv
environnient

Organization
and
management

ISNAR is tultilling an essential

role, complementary e other

clobal eftorts to stimulae

agricultural development.

Ints servicc toNARS ISN AR t1h ow rdtdisaplinan e approach. ointegrates
its knowledyge and expertse ofayncultued research, organization and
margement sacnces, and developime countries. The ssstematic mtegration of
these diverse perspectines disangashes ISN AR Gpproach from other research
and development AULIZanOnNS

ISNAR supports s seovice o NARS wih sttongrescarch capacity . Research
s needed o sestemancally senthesize hnow leve aind expenence paimed through
collaboration with NARN iy oy stero=bnlding 10 abso needed o developand
adapteoncepes, ol and anal e ncthods i rescarch maracenent that are
relevant to developing-country simatons. Researchan INNATR an best be
thoughtofas “action” research ichas e problem=soling toous, s dosely
mregrated Wit ISNARS sdviory senvce mnd toamme aonvies., and 1t is
carned out i close contretwath e natonal sy aren s

ISNAR s an medependent s v As an mtcinatonl center withim the
CGIAR s rec, wtnzed s w ot mneanon whin b can ok e ommendations,
unbrased by donen policies ind risohicd from nanonal or revional politieal

prossures

| Hl.l”\< |lkt‘l]l\‘1il]lrl cotiters of th € CEAR NN A nandate I\«l&‘.ll‘|\'
tocused ISNAR concentrares s elorts on researd h polioy . orcamzanon, and
menagement = the threcareas coneal o build ng cticent aind eitecnve research

svstems (]lll\. has [II&'HH]! cRtration of cltort lk'«lllllul tor Hpact

Allorthese tearares distimennsy ISN AR il thenatere ot the servn e it provides
TONARS Althouglics aosoallhnsttaon. 1 s tultillinge i essental tole waithm
the CGIAR, complenmentany to other elobal ctiores g stimlare agrncultual
producoon msachaow oy that the nutrgeonad leveland veneral econonin
well-bemge of Tow -income peopleare nuproved.

ISNAR's evolution during its first five years

When ISNAR s creacedamd began Petatingn toNo the conceptotasery e
o NARS was new and aotested . mnd the ficld ot aeoattaral rescarch
nunaeement medeseloping Conntresowas soung Tes lounders, thercforee,
established ISNAR o1l buasis = 1t w s sven ive vears todetine i program
and prionties. stblish ponaples tor collabeos aton with N ARS Land dey elop s
aalvtic methods ind operatonal approad

Inns carly s ISNAR woe breshme e ercund Tobad o brood nand e b
nospeatic gurdelines Tobd o dearn by donne At e, ranang 4 hiehly
gualitied sttt with extenan e expentencemagnenoral research nnagcnienton
\iv\‘vlnpingu»umru'\. INNAR o ed aliead teoronsiv o test varions
approaches toworking wath NARS and fultillne s nandate. s orked itha
broad ranee of countries, dealt wath diverse problers, and evpermmented with
ditterentanalviic methods and todes o collaboraron

ISN A completed s ol penod e oNs A thar e, external rey rew teams,
overseen by the CGIAR ™S Tedhnioal Advisory ¢ ampnttee emned ISN AR
progranand manazement.and ossessed 1eaconmlaeed experienee. They
concuded that the concept oraservice o NARS w o tble and that ISNAR
had succeeded developimg e mstitational « APAGT oGy aut s mandate.
Omnthe basis ot the revies recommendations, e CGLATR onfirroed ISNAR s
A TARC wath contmumy menibership i the £ GLAR
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ISNAR began a new phase of

its insttutional lite in 1986, Ity
strategy guides its response to

challenges which lic ahead.

ISNAR began anew phase ofits insatational e in 186, It moved with ureater
confidence in fulfilling its mandate. The confidence was bors out of the new:
strategy which s staft developed during the vear, In developmg its strategy,
ISNAR critically analvzed its pastexperience and understanding of the needs of
the evolving natonal agriculieral research svaters e sestematic analvasis and
svthesis ofaccumulated experience helped icmore cleorly detine its prograni,
tanctions.and methods ot collaboration with NARS.

ISNAR™ strategy wundes s response to the challenges which e ahiead in further
du\'vlupnw it progran, responding to countries” requests Forassistanee —
maximizing the mpact trom i linmited resources — and ensuring, the relevanee
ofits program to the priority needs of national syatens,
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Fignre 1. The relationship of
ISNAR's three programs and their
objectives to the ISNAR goal.

Chapter 2
ISNAR’S STRATEGY: HELPING TO BUILD
EFFECTIVE NARS

ISNAR attains its goal

ISNAR'SGOAL

Toasmist developing countries improve the
effectiveness and ef¥iciency of their agricultural
research systenmis through enhanced capacity inthe
areas of research policy, organization, and
management

by pursuing its objectives

improved more productive maore
management con- mational agricultural effective
cepts and tools researchsystems nanagers

through three complementary programs

Research Advisory service Training

ISNAR’s goal

ISNATRS strategy sharpens the focos and « fearly defines the contents of i
programis. ftcaphasizes activitios and prodig s required to beld stronye
mational svstems, and s desiened o meet ISNARS ol whichy is

Toasast des clopmg countries nuprove the ciiecuveness and ettioenoy of
theiragncultural research swstens throngh cnhaneed Cipacty i the s of

research pehiev, organization. ad IERTINTUSTINH]

The goal retlecs the necds of nattonal avneulturad rescarch sostems, ISNAR '
mandate as o serviee oremeaton, and i roke w ithin the CGIAR

Thecnncalelements of ISN AT soadare ettectienes amd s fricieneoy Fiectiy eness
seters to the relevance and mpactofresearcit Tobe ctfecon e, « NARS miust
generdte, e netiaent manney, that combiation of tescarebsolutons which s

OSLAPPIOpTLEe to s country, dey clopment obecnves and needs

Ehicicney is essential to the lomz-ton productivie of the research svster Tabe
efficient .t NARS mustattain the Tighest researc outpat possible from the
combination of resourees and ko fedge atits disposal



Frome 20 Steps normally taken s
collaboration with NARS by
ISNARS advisory service program.,

ISNAR’s programs and objectives
prog )

ISNAR has detined thres distiner and inteerclated programs — with abjectives

tor cach — aimed at achieving its goal:

Advisory service program,
Objective: Tosupport NARS i their svstem-=huilding cffores to strengthen
their pertormunce and contnbute o natonat agricularal development.

Rescarch progran.
Objectiver Todevelop mproved convepes, wols, and analvtical imethads
appropriate tor developing countries” use wn the areas of research poliey,

orgamzation and nanagemen

Training program.
Objectne: Tolielp NARS Teaders and saentists des clop thar managenient

andmalvoe capaaties

In developing these prograns  ISNAR was gonded by s projection of tutare
dennd toris services and s capaan torespond ettectively o thae denand. T
took acconnt o ational sy sems”’ Toglests tor \l\x‘n‘lﬁ\' services, the need o

cnhance s researchr capacite i support ofits services, and the need to broaden

its impace through trammge

ISNARsadvisory service program

Determine conditions and prospects for collaborat? ,n
Assess request against ISNAR's priority considerat ons
Collect existing data on the NARS and counry

Country and ISNAR agree on approach to ISNAR's involvement

Diagnose system constraints and potential solutions
Conduct a comprehensive review of the research system
Determine key consiraints to development
Identify potential solutions and
framework for a system-building strategy
Plan a system-building strategy to resolve ~onstraints
Detine specific measures w address constraints
NARS Jeaders and ISNAR collaborate in designing plan

Recommendations are supported by ample evidence

ISNAR and NARS collaborate in implementing the plan
Country and ISNAR agree on the nature of their collsboration
Plan may be developed into projects for donor support

Collaboration is adjusted to country’s evolving
needs and the fit of ISNAR's products
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Planning system-building
strategies includes defining the
specific measures required o
address the constraines

identificd in the review,

ISNARS advisory service to national svstenns — 1ts central thrust — focuses on
collaborative systeni-buikding activites requested by natoml government.
Under this program. ISNAR works dircctly with NARS. erther mdividually or
in groups sharing conmmon problems, to strengedien therr capacitios in rescareh
policy, organization. and management.

While modes of collabaration vare ace ording o speaitic country circunistinees.,
i general, ISNAR proceeds through a three-stage process i its partership
with national povernments diagnosis of svarean constramts, plinnmg systetn-
building strategies. and inplementation of « sterm-banlding poograne,
Diagnosis of system constraints involy oo analvemy the stenaths and
weaknesses ofsvstenn This o entail a broad-based ST TCVICW o, In
cases where the svstemn s already been wrequatelvstudied areview of specitic

AN Lement processes, policy or aspocts of orcamzaton and structuse

ISNAR tses asestenns verspective ranaly zing a NARS, considerg the entire
complex ot msttutions i the country whiel ar mvolved I generating
agricultural technology. By domg so. INN AR S reconiiendations tahe more
tully into account all the resour es an alable tor strengthemng the NARS.

The productsotthis analvais wres 0 the deternm iton otbev constrnntsand, 2)
identificanon ot potentul solutions [t provides both the rationale and o

frameswark for desieng 1 stem=buldig straten

Planning system-building stratepies meludes detin my w opernitional e,
the specttic measures required toaddress the conserants wlennitied m the review
Nattonal research leaders participate tulls i developie these SIS,

Phe product ot this process i speaitie strateys o planofaction, e s ope of
which varies trom svstem to svsten, e stratepies tange from broad-hased
recommendations for making ~hangees i the soatem's stracture to precise
measures for improving speciti corponents ofthe imamagzement proces | They
setclear priorities among the recommendations and detine the Appropriate
sequence torimplementng them. I procedural s, s Stepos often
combined with the svstem review

I all cases ISNAR considers the svsteni's N}‘(‘('Iﬂ\ necds and |l&‘]|\~. dey l']l)l‘
recornmendations which are specitic ciough o be nnplemiented. Farther, o he
convincing to policyinakers, these recommendations must be early argued
and supported by adequate evidenee,

Irmaplementing system-building Programs oficn nvoives intensive, longe-
term colliboration between ISNAR and the mdividual NARS, resulting man
mcremental build-up of the national systems capacities and expertise within
SPeatic system companents — andd greater coherence betseen then, The
product of the mplementaion stire s moresctlectove and better-managed
resedrch SVsters.

The NARS muay design projects tor externad donor supportin implementing
Spectfic steps inthe system -bulding plan Tnsuch cases, INSNAR assists i
preparitga trameswork from which the NARS iy subsequently develop the
project proposabs. In general, s these projeces moveaita the implementation
stage. the countey takes the lead, ISNAR provides support.

ISNAT may assist a NARS by idenutving appropriate management strategics,
adapting management procedures which huve heen suceesstul in other NARS,
and cooperating in msteutionalizing such procedures. T NIV ACt asan
intermediary in developing relationships between NARS and spectalized
nuanagement and training institations m other countries, ar for getting helpin
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arcas in which ISNAR does nothave sutficient expertise. Complementary
activities may also melude ISNARS dsaistanee i monstoring and evaluating

pProgress.
ISNAR’s research program

Fieure 3. Anoverview of'the need for
and products of [SNAR's research
program.

ISNAR’s service requires up-to-date knowledge of NARS
For adapting management techniques for NARS® use
For developing training program materials

For implementing NARS system-building strategies

coming from the knowledge base of its rescarch program.
Generating quantitative information about NARS
Analyzing the state of NARS in a comparative framework

Identifying and quantifying NARS common constraints

Its rescarch program develops practical tools for NARS,
By conceprualizing management issues facing NARS
By synthesizing its experience and management licerature

By adapting management concepts for NARS' use

maintains ISNAR’s in-house diagnostic capacity,
For diagnosing NARS’ management problems

For borrowing and adapting manageraent techniques

and conducts in-depth studics on priority issues

Responding to urgent needs of NARS,
their donors, or the CGiAR

Rescarchias essential to ISNA RS mamtaimmg s capacits o provide an etfecive
service o NARS Once amational svstern begins to implement the
recomuendations of ISNAR reviews and planning exeraies, it often requests
Assistance i strenythening specitic components of s management. The
crproved management approaches and tools that are needed are otten products

ol e research program

A“ Ufl\N /\ R‘\ l'k‘\L‘.ll'L'h i\ Uf.‘lll AlTOrISNARYS roscarchis otan .IN\IIL'J ature, (I('\l;{lll‘&l toserve NARS e 1/)’

throughinereased hnow ledge and understanding o dhe woays they fanetion, and
.lpp]in'd nature. d&‘\igncd tomdirealy through contrbutons 1o ISNAR'S traimng and advisory serviee
programs. Tt tocuses ontour tvpes o activites:
dirccrl_\‘ and inlliru‘lly Serve
Development ofa knowledge base on NARS. This indudes both building
NARS.  op ISNARS know ledae base abone NARS — COMTPATIIE OUC COUNIY'S

experiences with others and o msighes from ther experienees - - and
developing enhaneed managementools and concepts m the critcal issues whicly
NARS face i the areas of research policy, organization. ad menaement.

Developing ths m=depthy understandimg medudes idenaitving connmon
constraints shared by NARS, developing or adapting analvtic nicthods to
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The tocus is on managenient

constraints facing NARS,

Because of its linkages with
NARS and universities,
ISNAR s well sitnated to
pertorm these types of

research.

cvaluate the specitic problenis, and SUBCEALIIL I PTOved atagenent toals for
research leader ise i strengthenmg: e systems, In addimon, ISNAR
namtains.a global dae base onatonad agercatonal resecrely o stetis, aid

up-to-date intormation on deceloments mrelaged tickds.

Developmg this knowledee s iomacnnan central o ISNA R mandate,
provides pUEs toabs sersvr cand i actvanes.and s dieecdy asable by
other NARS and the desclonment s ommun

Development ofimproved management concepts and tools, In
developmg pracacal tools and catdelmes o mproving aencultoral resear o
muanagenent modeveiopig cotntnes, ISNAR cone cptisalizes the management
sstes Lemgs NARS syunthesizes i o spetenceand the numagement
heeratime and adapis mnaeeniont con Pt o NARN nse T oses an
mterdisaphonaey and problena'y i ippreachoerd promores the growth of

agricnbtaral rescarch D ement s i iphine

Phetocos of ths acm i s onohe mdinodioal nan BCTHCHU NSRS Bcnig
NARS ad how tounahyvze and solve thean 1 OUEPGES of s vty -
consivang ot diacnos, prproaches wmdehnes mprovenentand adapted
sangenient tools csential toadvancmg e et cne s o] ISN AR advsory

service provram e desicmed @ be iaed direcly by AT Leaders

Phemregtaton ot the resean b arunime . and ads ISOTY SCTVIC prograns Lihes
b ! pioy
placeasthe country fevel m st these snproved approadcdies 1o NARS

professionals

Build-up and maintenance o ISNAR's in-house diagnostic capacity,
P mdodes synthcanae ISSCA TS conmunbared os ledue md experience

n
the eritieal areas of researc b poliov vreanzanon, and maragement; hecping
abreast ot professional and acadenne developments e ficld, wlenuny ny
materials which can be dev Toped o e andss and hrow Mg ~ources ot
spectalized assstance to NARN

I thes acts iy CISNAR borrons s and adapts manavemenm technigues, Tes focns
cantinues to benterdisaphnare and probleni-woly myand s sl on parncalay
management problems Fyers matagement issue i mportint tostrengrthenng
NARS = the same s dhae TOPS HC TP I Croppies svstem

In-depth stadies on priority issues. The toanth peotrescarch progran
Aty mvolves im=depth inadvsis of prion sses. i mas Jook i total
systers or be tocosed on particalar sestenn censtramts. s reeanh s
essentuallv distnganshied by die imtensay of des cloprent ot the ssue under
studvoand the natare of the product Temay mvalve applung new disciplmary
perspecaves to common problems. dey clopme new analvoe micthods and
approaches, or tormally testine hpotheses aboat NARN nanagement.

Stch research may nmolve 1 n=depth analvsis ofa theme Jeveloped by an
ISNAR working groupasa hieh-pavott research areas by researely which
rmpmld\ tocnnical bae L\\[n;‘]\ll);{ necds off wly ISV SEPVHes; o) TESpanse to
requests trom chents, donors. o the CGTAR tor analyses which fldlwathn
PSNARS partcular competen e and opportunmtes todoshort-tenm rescard y
with pronmse othigh pavott o INNAR and us work . 1 he OUEPLE of <uch
rescarchomits published torne s direcy nsetol .o NARS and thhe development
conmunmy .t lige Because ol m=hogse rtorm ton and Kow ledge, s
close mvolviment with patior, wstemnscand s hnkages wath universines,
ISNALGs umquely sitated o perform the, npes ot research,
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Prowre g Anvovarvien of ISNARYS
LEANING Program acivines

Phe traming progrann assises
NOARS professiomals develop
addimonal leadershyp and

e avement shalls

ISNAR'S training progrim

ISNAR’S training program activities

Help NARS professionals develop additional
leadershinand nuanagement skills

Disseminate its hnowledge and techniques o a broad audience

Ltfectively and sthicently complement its advisory service

include planning and delivering courses and workshops
Reaching difterent rescarch sector andiences
Delivermg diverse types of training,
Focusing onagrivoltural roscarch policy, arganization,
and mumagement issues
with training materials ISNAR has developed,
leantifving training needs
Selecting/prepering appropriate case <tudies and readings

Converting research output into training modules

and condueting in-house training
To NARS cumagers, through a tellowship program

As anoutgrowth of advisory service colliboration

Fhemmammie procomaat SRS prot caomils deselop addimonal Jeaderdp
e esenient ol e vomee mdespanding sustoms . manaeenment s otten
i the huands otconne soomseea o hon e nseno positions ot nthos e wathont

pettod ot e maneenent Sl on the job 7 s isthe coemolder.

l]ullj
tore-establisbiod oo

Consequenthe trenms mrreseancom meeinent pptoachies and tonds saves o
sosteneonsidenhl e cond potentual Tosses < mrde s eloping thecnoeal s

afresearch marsieers needed tor the sosten o tune on et enthy

ISNAR Sty precanos one ot the es mcchantans thronelrwindh e
dissermmates e cccnmnloed o dedee and e hingues o broad andienc
Pramme doneosonl soblcatons conntares an evanal mclupher of
ISNAR'S cipace Baorenbume vrelavels e snnber ot people ma
concentrated pertod ot tanes tmmmeos an ettecne and cost-ctioient
complernent o ISN AT v et NARS

v odesoon o diecr e cCSARS som e ISNA RSt provian
provides man neces s mpnts ot natom ! aestems thenselves - o ather
reyvion l| OF Do 4, o 2 oS = o 3 CarEy oIl teseat |) manageiment
teamie Dareehe thrcarhar oonmne manecnals and work wath dicnduat s
menthers, ISNAR Bdps sorenzthen the oammes capaotes of locabmsttanons
Pramme ot e traonors hos dwaes beenan obgective of ISSSA TS tranine

CVents

Phe i procenn puraes three acivities mpartn ala



Cllobal workshops and
seminars, drawing participants
fromall parts of the developing

world, are destened o bring,
NARS leaders and

policvmakers together.

Planning, organization, and execution of courses, workshops, and
seminars, ISN AR reaches ditterented andiences st e agncultaral
research sector trough s ranang andd workshop progran rammg 1 aimed
atthree tirget groups - poley makers, senior management peopleand niddle
leveladimmistratons, 1he g proveam orvanizes and Canees oat, m
collaboratien with NARS or vroups of NARS ivernse iy pos of i events
targetedat the varnons cientss T hese e bade national, sotal o mer-regonal

telobaly courses, sworkshops semnars, and conterenes

Global sworkshops aad s, dras iz parteapants trom all pares of the
developmg world, we designed 1o Bringe NARS e aders and policy nakers
tovether with cxperts who can fahore o mterneeronal o Tange ot
perspeatives o hev issues fomg agncadtseal research sy oo, hoes mav by
Iste-onented — focasmg o agnoudonad researh P onmamzanon, and
anazernent = and o diey iy test recene HLHLICIICHE approag hrx«ln‘\\'lnl\ui
DVISN AR thereby ey ot i produces ave sod - adapdsdinand o
Broad potentad i

I"ceronmal sorkshops oo on common constramis fa cd byvsasterns wineh, e
seoaraphicd or listonaal reasons, have Tossons toshare In adapuing trning
aterials to parncular cecions, ISNAR collibonanes wath spectdisgs trong the
recion, thereby serengthemng dien Mangy

THUHE capacities

Natonal-lewehworkshops are most usetul i providiee tirgeted suppart o the
work ot ISNARS advisory servn e prosecan hevrend oo tocus on parteala
consteamts taced by vanonal rescarch nanaeces. and transnnting shalls necded

to resolve thewe problens Natomal-level ev s are cwsental to developing
enticl s ofresearcd manmagers who se the s o prs e vocihulary,
thus bocomm munnlis supporiivean ther ettore o miprove the sustem

Development of training materials. INN A1 LI Prosan supports
the dissemimation ot lessone samed ot expericnce wath NARS and 1.
research meo enneal resear I planmng and orcanzattonal behavior issues, In
[‘H”LIF('.I\.\]t'\‘\'lll“ll);!II,HIHH:.!lll.lllll‘ll\xl)\l'l\(‘\ wenttvingnecdss ssembling
and-or producmg naterals, Indmg s Coes and eseroses, sinmligons,
andhossnals, lectares, and readinesiand Convertimg researd b output mto

tammy modul s

Suchmuaternlsnecd tobe gencrn and ot w e wphicabiliny Inother words, they
sheuld be usable notonly by ISN AR butalvo by revionaland natonal tannng
mastitutons. Fhev should be specitic enoush tor ase nnregional and natonl
contests. while at the sane e honng tlesible chougeh to be adapted tor nse in
other partsotthe woild Adapting standard oreanzatonal bebua o naterad tor
particnlir regnonal andicnces toparcorthe tish ISNAR' ow HUNPCRTces are
mercasnh the most el source of cases and st ations

ISNA TR nmallv uses s tamimge gatenuale and pprosches s own workshops
and o cvents i colliboration with NARS | tequenty L partiapants from
natonal e mstitutons part tpatesand Laer work wath INNAR wnatf’
Throudi thar local adaptation of the marerde, thes e the mpact of
ISNAR S workand the acnn ity contnbies o tramny the tutare traners

In-house training. A outzrewth of colliboration i ady vory services,
ISNAR provides m-service tramin,
NARS munagers secking spectilized asisance througeh mteracton with

ISNAR Sttt on ssues moaw el INN AR oy

atits headpeieeers oo hmted nmber of

Such m-house traning usaally requires a predetined productand effi tively
mtegrates the traiming, research, and advisory service furcnons Thiswillurow
o fellowship provran m hne wath the aenlibihis ofm=-house materiale and
SUPCTVISion.
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Although cach program is
tocused on aspecitic objective,
ISNAR attains its goal through

their integration,

Integration of ISNAR’s programs

ISNAR advisory service works with NARS o bunld mere productive
systemsiresear Crdevelops tooks and rechniques for more etticient Inanagenient;
and traming helps resear b nanagers become more effecnve,

Mthough cach prograns focused onaspecific objectiv e, ISNATR atcaine s goal
through theirmicgrinen . For esample. the products of the researdh program
areused by advisorvservices i therr work with NARS 1o strengthen particalar
ratagenent components beedback trom maoonal systems through the
Advisory service ensures that researdr remnnes relevant and tocused on high-

M TOITEV ISSHIeS.

Fhethree programs complement cach other. The advisory servie program’s
mtensive collaboraton with 8§ ARS 11 sy stem=bldinge ettorts usnaltye reduires
long-term conumumnent. The prodocs of ISNAR'S researeh and traming
programs — publications and managcnent rools, asow el as workshops and
training courses —allow ISNAR 1o 1eac 1 browder aushiens e and multiplyits
npact,

While recasnizimg therr mterdependence and o omplamnentary tunctons,
ISNAR views advisory services, research, and tranming s dishinet programs.
Each progeam hasats ownspeaitic objecive, entarls a distinetsevle ot speration,
requires difterenthalls and professional expertise, and HCNUTALes a anngue set of
products. Thus, ey have partcalar plinng, stattingand management

FegQUirenents

The overallmtegranon o ISNAR'S prograns, actvities, producis, and
objectives, their relation i ISNATRSS goal.nd thenee tothe objecnives and goul
of the CGIAR are diagrammed in Bigure 5 iSee pages 20-21.)



Fignre 6. Critical factors determining
the ettectiveness and etficieney o

NARS,

Chapter 3
ISNAR’SSTRATEGY: ADDRESSING TWELVE
CRITICAL FACTORS

ISNAR, based en the svstenatie review of past esperiene e and accumulared
knosledye, us dehineated asetof e cnneal tcrors sid deterne the
cticetiveness and etticienoy ot a NARS (honre o

Ihe Brctors Sl wathin the broad areas of reseand b policv o nnsanon, and
management. Thev eepresent e essental components ot sttomgresearch
swstenmand aremntereehited cod motaalls renstorane Dot vy moan e of
these Bretors athects o apaciiesan the athers and b the sy sten’s
development ot us talloa potental They ares thos the ol pomts o
tatcrvention mecsssienebaldingostrtcey nd the becos ol ISSN AR wark,

Each factoris o hev topres o thome whnedh cats arons aind mieo e [SN A TS
three programs = advisony servaee, rosearch and -t I thisway they
comprise the content, o sabstanee, of NN AR proseen Developmy the
Capacity and cnpertee tosatt NARS 1 the bl up ot cadh ot these el
arcas s the contral thront G ISN AR stratery tor proceran deselopment

Critical factors in building cffective NARS

The policy context of agricultural resezrch

+ Interactions between national development policy and
agricultural rescarch.

» Formulation of agricultural rescarch policy: priority sctting,
resource allocation, and long-term planning.

Structure and organization of agricultural research

+ Structure and organization of research systems.

¢ Linkages between NARS and policymakers.

« Linkages between NARS, the technology transfer system, and
users.

+ Linkages between NARS and external sources ot knowledge.

Management of agricultural research

+ Program formulation and program budgeting.

* Monitoring and evaluation.

¢ Information management.

Development and management of human resourees.
Development and management of physical 1esourees.
Acquisition and management of finandial resources.

Policy context of agricultural rescarch

Rescarch policy determmes s imans and swhan b nids of resources are availible
te the rosearch sestens how ehev e allocated, and how research prioriics
contorm to natonal developient objectives, An untavorable pohicy
environment linies the research sesten's contmbutions to nation.l apnculteral
development objectives



National development policy
detines research objectives and
determines the level of

resourees allocated to researcl.

Formulating rescarch policvis g
Revstep in transbaing national
tIL'\'t'IUPIHL‘IIl tm_]n'(i\'c\ mtoa

rescarchy provram

Problems oceur st nwao levels = atthe nional pobovteveband the research
policy level Faclos an mportant Gueror st the products iy ot the

research svstem
Interactions between national development poliey and agriculeural
rescarch

Nanornal development policy dotines tescardiobpecon esand deternmes the
leveleteesources allocared toresearch Yer there s often ni ansistenn v be tss een

the objecnves fised toragnafaral e carch, polioes desened o realize these
obecoves and the level of resonrces allocated trreseard Recent INN AR data
show dechmmng rares of wroscd i nanonal sapport tor eencdtaal eseardh
tealtens atthe sonc e dod oosernments are placne e do tmiphaseson

avncaltuead development

Otten the mitcracton berween devdopent polioy and researche top-dowr,
with pohoy dherating the hroad rescarch wenda Tlowever, NARS Canand
should hus e ammpactonatonad pohioy aswell Thes i an Hnpertnt el
plav i helpone pohovmabers nrdee o e dinte appras s orthe potential ot
roscarch to comtnibute (o avnculimral velopment obccives For esample,
NARS leaders cancdetine the producnon patcntat of auro-coological sones.
contrbute tomatae ] reonte phinnmee. e the reasibdiy of aercaltorad
developnrent plin i dotne the espected i toens o ditterent bands o researdh

ACHIVIes

Fartherthes conprovde intoninon o b Ippobovmbers cubhsh priionies
Among compenne developnent objeco e mpon sabatiton or export
promotion. cashorsubse tonce crapsssmall o LisecosGile tarmime and Tos - o

mueh-mput producton

Untortanatels s this role i support or policoynneers s raely tally developed m
NARS Tnorder i ollaborate stecn el NARS need stiengthened capadities

tisoco-coononne anabyseoand planomne

Formulation ofagricaltural rescarch policy: priority setting, resource
allocation, and long-term planning

Formabene rescardh poliov s achey step m tanshitng national development
abpecinvesintoresearch proccam Fhis siterdis iy o mtennsutitional
process v oboes pah e dithealt decsaons teearding rescadanitegies ond
prontes ndthe levelotsupporcaven tospeati commaodines ar reons, e
Lk ot deanis tormulated cosear b pohces and plans often resulis i foagmented
rosearciprocraes Gl sapertion i inhed o ey loprnent obpevoves They
Don onentaton i coberence, undare salnerable tocsrennal donor prossines

Friceonvcmechamsins tar plamnse id pronn somne an particule
tpertant farresotrcc-poot cotttes Th v cannot attord to cany oarroseanh
sl commaodities crmeallverons Sicc researdh pronny chorcs canhave a
magor npactonacncaltond decelopmaent. they need dear choroes oneeweardy
strategnes and priontcs o sande the allocaton of thern s e resonroes

Settingrescarch prionoes ndadlociime sesources tomcer detinad developrent
obrectives s acomples proceses Tomvolves ometully assessime such Bactors ase

* the ccononne, socal, and pobiicalmportinee of commmndities, regons, or
client groups:

* the carrentand projected denvand tor commiodities,

* the likelihood ofaresearch breakthroneh;

* l'l( resources and e H'\'llll('ll tore SITY OULD TesCar h progran,
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Figrmre s The mtegration of ISNARS provran and s relation o the CGIAR goal.

CGIAR Goal

CGIAR objectives relevant o
ISNAR mandate

ISNAR Goal

ISNAR products -
program objectives

Programs
Expanded
htiow ledge base
Program output - on NARS

inteemediate products

Development
and anagdyais
of data base

CnNARS
Stnthesis of
Activities ISNAR

experience

Improved management
coneepts and tools

Research

tmproved .., [n-house
cepts, tealy, and methods tor
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e by NARS in component
research policy, analyvais

arganization,
and management

Development and Build-up ot
adaptation o ISN AR
copceptyand digenostic and

touls on prioricy anmalvric

topicsinrescarch [RTIRTRIR
poliey,
organization,

and managenent

In-aepth studies
ONLAIOTIEY Bsties

Collabarative
resvarch
Hofecty

Comparative
analvsis



Contribute to increasing sintainable food production
indeveloping countries

¢ Stengthening national research capacities

Toassistdeveleping countries to improve the etfectiveness

Improving the policy environment
Stengthening the integration of etlorts

nd eliciency of their NARS through enthaneed capacity in thearcas
ot research policy, organization, and nugenient

More productive

national agricultural

research systems

Advisory servier
to NAILS

Analysis ol
NARS wrengths
and weahnesses

Systens-huilding
sMrategies
Long-tenm plans
Desipgns tor
ssatem-building
projects

Diagnosis: Planning:

o Designing sy ateim-
buildi

Systemreview
Constraint

Estrategics
o Developing long-
term plans
Formulating
syatemi-building
progrann/projects

ana'y s

Morce eflective
structures
fniproved

organization

More efhicient

mar

ment
pProcvesses

Imiplementation:
 Collaboration in
strengthening
organization and
management
COMPONeny
o Adaptation and
application of
improved
manaement tools
« Specialized advice
on priority topics

More eflective

nunagers

Training

Training
materialy

Dissemination
of knowledge
and development
of management
skills

Development of

Farnsal training:
training vaaterialy .

Planning,
arganization, and
execttion of
training courses,
workshops, and
ety

Collaborative
huild-up of
research manage-
ment expertise

[nformal training:
(n-house training
Fellowship
program
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Structure and orcantzanaon
shape the soay the syaem
operates and s capacity 1o
achieve s \it'\lgn‘m‘xi

[ Dl‘il‘\'(l\'\‘\.

* probabihe ot adopoon ot new wedhnok W
*the probable distrbanon of benetits swthi the son ey

Once priontes are deweemmed, o lone e plan tor developmg hanan,
phyvsical and il resonnoc o Belp cisire comtinuy i researd .
aderence toesmabhshied prestioeand ool e selopment ot resources A
long-term plushedps tommnn o b precomcsand dotie rescardvagendas
more reab el o Con e done tinoueh ol procommmye adone looan
alsoprovide a tramow ok v adi o donon contrnbitons wrd usane then
mestettectin el

Relevant ool to e st NOAYRS i foamnal e tatien d e ey podicns e

Lk The pprenches desned on e o foped countnes” tescarch

susters e e staby ccononi sractre s tree kot and nohadde

e stk et be o mitls adapred Detore Dot ueed 1 dioa lojiie
i

corunties. awhoo thowe b e panptons often donor ay phy

INNAR S i b procaes s, fopune md vt ool wo h I NARS
tormulate ratoral v Canch poeliocs md lone revoy plans The by o
developin - ounti o e hes e hich dboa sor e med teor e decion

b b de o tnposs s et costs tor culectne amd oads s ot
Structure and organization ot agricultural research

Acounrec s oaronal e ditaral recrc b syom, moa brond ot e Judos ot
those orneations and rerates imnolved m v ultmrat rese e A e i
stracterc and o wneton mdadea e d o aton o e el
ot esteral Imb e sl covmomenr The w bnbonees cindy the weosten

and Channel the thnd ormtonniton provdece and resonrccantoond et of i
SASTenn

Structure mdoreameanon e sl Batore b tenanme the et e e ed
Aoy o aNARS [ hes Arapethe oo s o e and e IRNTRIN

topettorn s esaened toncteon e ichnove ae doaraat d ol

Sl oreanranonal oot v tonnd i SN VRS G the e Lo
world cach worh denmoe anonethie md s b s pondine vl Conni,
context bapornnecfrec e tha the e oo g diona ] meeds P 1 boat
P adENARS The v il arnctan el oreanis stion tor i partnoala
NARS depend on vieanin r od tcnons 1 abpeotves i e ons s d e
e NARS e o v abie s s et mthe ey o
commmtted torca o s andesopmient ot the aenonttos il ecton und e
relating nportarccsmha e coonone and the counry s taditons ot
st o e e

Ohcamznesad o ot v o e, ey e o hatnee, otten
et dh e onicnan e e lowel e ds i o P <ol
cvonone atd policeoaloonmermecs N developine conmmosm reaont
decades hunve msataeed iy gon st h s upeiading the status ot they
toscarchseryices tonrdee o canch more 1 sponsive and commmitied o the
necds ot culianl o Fpront Tomples e the scum-aatonomaons resear b
mstitntes el crnerene poscate toundations o L ann Acernos el the
agncultard rocndh coumals e A

Lo help NARS ket nehe Chonces ISSVAR 1 veloping companati
mtornaten on the ndvantees and diods it e Lo peatic oreanzational
meddels,and ther e wonon soih the ensronment

te



Strocture and organizational
Isues are critical to nmprosin:
the national system’s

ety eness and cthicenoy

Structure and organization oV rescareh systenis

Structure and argmearon ot res e b e nc e ot inebtnnonal
artangementsand mcchomrane s scbediaee homans phecsoaland fhional
vesontees, an b toneon e el v Gt e gl s Speaiticalls
mcdudes e v s h st e e b dtopes ot research
steetes the st eonsat o o i the st

cormame deon and colldaariton paorcnas e e i ion o

researirsoadhin i d s e s and capcine o gt

Inneardy coory cotintry b e i B ISN AR B ol orated . st tunad anad
orvarizatona b e Teec Booe oo b ooy reva the nanonal sem's
cttectvenecand crraenes b e ae aantbl rool natonol provtam ot
coomonnn devdloprnent

Phese v paancal ol mnportant s comnncs which foce mhersted
tescarch o trormn o cher colomd v The s oo zation of the
systemisare atten weopatble wath the ade pendent mnon ™ dev fopant
obectnvesand o ahible reonnces Reonnce o anon cm becoms senonshy
enbataneed oo o Ui laree tstiucane of tese i h
stattons and fabor coses sl rarnne Shott ot tands oo [ATINETETITN Y
acdeqpiatel or procoade dhon woeh e o et tunds bod carv i ot

research

Eectnely mcocane oveenndl tomdod resean b oo s e another
(”_:.'..””/.I“””J] oL controntine nnan \"'\\'lll““l'_' it pesy I Jonors are
plovine e i b eportnn rolc i anonad aeeoalin dros e Wl
thor sunporeeccde s desaable . arong donog prosetve canabao bedaprs e
witen projecis e tun scentll s ntonomons roaoach et

Toavord dhese probloms darsered actoes oot e e nated o and
ade companbleo wath the e onsron onthe NARS s equiees stron
mntntves from NS ks ind denos g ned iy requne e
stonctunab wd cre s b e ol thie oo so that teson e o

e tsed e cttecnvely oo e et oo o bgeon s

ISNAR S comcentianonon s v tor mcicase ot booswlody Cabaont the relative
advantages and dicndsantiees ot diterent o e ot <sres e bodh the
svatenand mstnate fevels remtor e g cgabibing to ke necommendations

tor structural anoes

Linkapes between NARS and policynishers

Anetectve cudanve obintornton bersce SIS L cleroand pohovonbers
s cnttioab i banddime soone mnond scarerr SNARS feaders can st late
mereased eesearch tndime i dhes Cnsnccce il comincne the potentnd of
rescarch mecontmbanne roencalund deselopient Converale, by
collaboratme ol sonch mnecr und ealy armoubomne notonal
agncultacaldo Lopmnsneobieans e paliovind oo con b lp improve the

refevance at oo b pionead plin.

The stracoand oo e o e s bcreeon NSARS Teaders and national
policviuhers ane amaporimt don et o the qualine andbmneensaty ot then
mteraction  Thes docnor mthenn clo - aanantec colliboranon, but they do
,1<'I]‘ todenne rolomd e *-;“wbll"lﬂ"

Linkapges between NARS, the technology transter system, and users

A NARS s socansstal onb e bnowledyee it produces i be transtated it
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A NARS is successtul onlv i
the knowledge it produces can
be translated into improved
technologics which farmers are

willing and able to adopr.

A set ofsix basic managenent
processes intluences the
etfective and efficient operation

ofany svstenn,

niproved technologios which tarmers are ol andable toadopc This
depends on crrectve mteracton e conthe technalogs HCHCTINNY SVsten)
trescarehand the asers o e Bedogy fexrension wery e, development

agencresand Birners)

SUCHIECRCOn mcreases e 1o - mee ot the researdy outpar by letring
saentses bnoss what ki o probloms need then atennien: and doreses then
cthaency madenun me problems, seting poonines oy it icchnolog e,

and denttvine non-wechng doonteame ro thedopnon of iew tecinologe.

Reducry the wechinol, LIS iy obves Geanmy formial ins o)
mechamsais for ok die resear b SIS W I CN Tt fo o oy
HHOFTIANOnN (o Ly mdother users ot e Tnoloes Gt tewean s nedre to
fumers tcthtates then adoption ofnew technolosy . e o thety o

producton optorsandsoirabies ol al de [N

Dyespte then miportuce e b e e arten weal, m NARS [y
ditticult constrmicro resole i, o, teand otenzanon o the resear h
svsten s b oyt slapane die matore and arraliee o the Il e

Research manaver s have 1o quested that ISN AR tarther oy clop aundelmes 1oy
tnproviy the maentnves, o imatonal Arrancement and means tor close
mteracton boenween rescard, sterstonsid fBinners Sech medhaniss
mncludc: on-tarm researchappomtng Cstension Hson otticers mnolving
FEPTesCRiIti e ob Linmer cognmzations, and e tension LOPLeCHE O on

CNPETIIent station res s h OMNHteers

Linkages between NARS and externalsources of knowledge

Stcc atonalavre ultrad reses s stens e tteeeal part of vlobal
research sustenn thes can e regee ther cthiaenoy and nasamize the P
ther T tesounr, o by sahe talt ase ot il alaisde sotr es ob ko fedy
aredwtorm o

Fodothe and voond 1, Hten ot ettort NARS mnst commmane ate
ctecivels wathi other NARS thei local anad ot anversiies, specabed
mstitatons, and the wernanonad aep ulural research centers 1 iese ententid
huk.l;_(\'x are particedar oo i for sl countries sath limned resear
Cadpaaties

Related maues v the dermands the o sk, wres plice npos nutonal systens”
resonrcesshe etiecnn eness of the Ik, o soand the NARST, apacites tocabsorhy
and use mtarmaon

Management ot agricultural research

Asetorsin basic prandgenient processes mtlacnees the efiecnve and efficient
vperition ofany sustenn — they determme o well the research s ystem
Pane tons; the way soagee resources arc managed and ased: and the MSICITS
ability 1o ey copettecnve md relevan Prowams

Phe first three tactons -- provean tormulaton, momtonngcared cvaluation,
mtormation nanagement - relite to mataging the researdh processitselt” hey
are necessary for buddi strone and relevant provrams. Fhe other thice ool
to «lv\‘vlu;nng imd man LI e SYSEOS FesouT e - humoan, franaad,

and physical. They determime ost-cthcienies mresouree uthizaton annd
cttectiveness ol oty

These managenent processes all relv an the avalability of wdequate and el



Through formulating rescarch
programs scientists make their
araatest contribution m the

lll.lll.lgt'lllk‘lll Area,

Monitoring and evaluation
provide the means tor
measuring resultss introducing
nteri adfustiments; and
generating feedback for tutare

planning.

information Phevare complementary and meeselared, and st be viewal
from asvstemis perspective. Ottes the infend fion among the processes are as
important as the processes themselves in determiming the effecnve tunctioning
ol a NARS Tor example, wmany NARS itis the imbalance in the s off
resourees, notthe bick ofany one pactealar resouree, which s the critnal

corsaant to buldmg a STONY sustem

Program tormulation and program budgeang

Program tormuoliton occars sotiun an estabhshed tramew ork of research
priorities and resource allocatons 1os throngh thes mtesdise iphnary process at
the institute or experment station level, that rdeitied problen are ranshued
mto relevantand rescardubile questions, speatic research approaches are
chosenand avatlable resonrcec e allocaed e destred outeosne s coherent.
Clevantand realisue recard prograne, addresong pron problens tor

agriculural developien

Phroweh tormaliting vescands prosnames socntisis ok e then SrCatest
contbution i dhe anagement eas Only <centing e thic o deternnne the
Appropriate research approachsand evaloate the potenaal fon e Hogeal
breakehrough, the probabilte o achiesing siccess wathin vven tme frame.
and the resources requirad w maplement the proposed rescarch, Scientists are
responstble tor choosig, fronsamong a wide array of possible experinients,

those swhich wall torma techimeadls sourd and relevant rescar s prowerain

Many NARS sconuses Lick the esperience ol tamny necessary o cvaluae the
techizaal feasibihne and budgetiry requinements of programs. While anproved
techmeat udiemaont G oty be camed theongh niore scenttic traanmyg and
experience. e nt toolcan Bohitane relevant md sotindd provram

tormulaton and budeetng

Adequate and amelv intonmaton o essentd clennet otuood program
management I developing realitie voork plins and budiets. researdls
managers st neacch avalable peesonnel, tfunds, and materiads to the resource
requirenments ot the proposed research provram. Inmany NARS there s no

system tor collecting oranaly 2 intormaton tor properly domg this

ISNAR. collaborating with NARS, i developmy and retimng, tornal
programmuinsand budgeting processes whieh are as stmpleas possible, yet
sophisticated enongh 1o provide the ne essarvantormation i readily aceessible
form. Management information svstenis, based on micro COMmpUters, re now
cmerging as an cttectve tool for znproving this Process.

Monitoring and evaluation

Montoring and evaluation are mtrnsic o eftecnve researd nmeandgenent. [ hey
provide the means tor measuring results againse planned objectives introducing
mterim adjustments; and generating teedback for fiare planning. Sinee
researcliis a longe-term process, they are entieal o ensuring program relevance,
qualityand optimal resomiee use Yet, many of thee et models g
resource-mtensive and not appropriate tor the areimnstanees ot developing
corntres.,

Many national svstems are witcrested in stiengthereng the CAPUCIes 1
montormz and evalution as rools tor inproved research nunageiment,
espectally i limited-resource sittations. New approaches need o be developed
tor tse by national sytems which are not unduly tme-consummg: do not
require collecting supertluous dat; pive tmnely analysis. imterpretation, and
teedbacks and are perecived by researchers as nsefil

t.
o






ISNAR'S etforts tocus on

recruitment and career

planning. human resouree
development plinning,
ILIZCIent of traninyg, and

conditions of service.

In nrany cases. plans tor
infrastructure development are
overambittous, nd the plan
deteriorates when donor

support s withdrawn,

Serious di\(m‘linns i the
resource mix of NARS resultm

Jow productiviny,

asfow s o of tottb tesources The restbts of this distertion are obeione: Tow
ProduCtv Iy o the sy atem’™s oSt Precions 1esottee = s socntitic statt = aimd

fow overat productvn o research sastens

ISNARS CHors focus ontonr sreas teoratment amed car et plaiming, human
resontrecdey cloprent plannmee i ecment of s mene ot conditions of

SUTA IO

ISNAR Bhelps NARS srenethen ther Apaates i projecting the number and
appropriate disaplnos s of socentstsand tednncens needed 1o unploment
ther research proseon. and o desemn o nnne plactor developmy thivcadie ot
rescarch persannel fchas acorparninn e ads e m s area b ase it
erdnaplnen s sttrmcudes brolosed s phivacal md woond <oent s

ISNNAR S hodevelopime methods tor ndy e < dus i nines, et pathe,
roxcard struceress mcentve sysene and systerneo ot o cbing el oo itne
persontel o help NARS wdenoty poane o nproverntand des fop

appropeate solatons

Developmentand managenient of physical resources

T b decsion oo the v ind e of tescarch s tinone, support
SCPVICCS TG CQUIIERE et Gt consideration s sustanabihie, over tine,
frommatonaiesources Therecurrent conts ofsuppor e 1 Lage intiasti tune
can bein ancrmons drom on NARN Bandects . atien o the exvpense of linsan

[ESRTRINR AN \!Y \\’!ll}‘lli( ntoo It!l kl“ iy \\}‘l bty "H.‘l"l

Uintorranate b donors oo not s sutfioently then acoount of these
Pactens Trnnany cecs pluconormtstnctone dese lopmentare overambitions.,
NARN become overcommuntted tomanntenanee, and the plantdetenorates when

donos suppont et n

ISNAR psstons trequentds reconmend consolidatines researcl stations to 4
rosomable nomber an Eapread Sound plannng and NLINRCTICNT EC TICCOSSATY

Acquisition and managenent of financial resources

NARS tend to bece tonn senos problems sl ermphusz g the need tor inereased
atennon to the oo

tomadeqaate fevels ot sipport,

Soomstabriey ot tondineg,

Uopoot disbursensent on tands,

toproblems m hasdbne the sadden mtlas of donor fands

PENAR nshow thu bour oy ol NARS dre Gemea dechine, mreal teens, in
them per-saentst tinanol suppeost Fhis nceds correction. Already noted are
the senons distornons i the resonree nie ot NA RS resultmg m low
productve Lok o sttt mets aton, nd Tl rates obattnron as statfleave tor
more atracnye op pottonities ches heore

Year-to-ven tucnuons i rewnc b finding may be as Il so%a They are
partcul b dermmcontal oo nesear b mracrams, e en the longe-teom natare ot the
research pros oo Tonmnteracr ths sl . NARS canr o msnder usiy
Aternatece orsapplenientas tondig me hanesie Bee i lony-term
Arermanne Do rendscancabo potenonaly e used tobatter NARS fron e
Huctuations

Wath respect o disbarsmg and admmsstenns tunds, (s o basic medanisms are
important adotten bakme i NARS inechansims whieh eneare the timely



Improvements inany one ot
these nwelve Brctors can
contribute importanily

towards increasing the overall

productivity ofa NARN.

defivery ofallocaed tundssand eflectn e accountine sy stenme providing resear
maaagers with relevant, up-to-date ntoraon the v need o plunnng.
programunnng, budgetne monnonng, and o duaoon

Microcomputers Can contnbuee to strengnenne Aoanoal imanagsement.
makimg e more etticient and less anne - ortnny Hoswever, i some Cases.,
fundamentab organizational chanssos are alvo necded o provode svstem
IBdEers greater msntutional aatonom it el marerenent, allow g fon
block-tunding, carrvover of inds from one vear to e et i the release of
tunds tomeet peak requiremenis

With the substintal moncase m support to e ncadtanal researdh rom donors m
recent vears, NARS Fave had tondes fop manaeement mednns s to deal waith
the suddenielay o e anounts of dones funds 1 here s snor awans been
adequeree capaoty w tie the NARS to handle this reased admmaoye
responsibihes Spe L ccountmee a1 portti requiremceties tordiverse donon
rescarch progcet can stret e s atton s apaaits and actaallv ancaier
cather than accclenae the roscanch proces Donnrs and sovemnmient atticals
needto cooperatc i stindandisine and stpltomy procedures, sathat the necds

ot all parties e accommodated

Summarizing ISNAR's program content. T ovovaes of the 1o ntieal

factors idhsted on pase e ompriane INNARS proviam content ctnphoeizes

three panmts

1oNatonad systems e broad tange o aaes and problenom the areas ot
researd poliov s oranizanon, and nessemeo

> These ssuesare comples and neerrelined [ hes requiee careteel and

contmucd arttention

rprovements i oncor these twelve b ors can contnbote Hnportany

tosvards mcreasing the overadtproduc i ot anatgonal agrtcehurdd research

SYstetn

Arcas of ISNAR’s program concentration

Because of ISNARS sonall size and D tesources it dearly Cinnot ke o
substantd contnbuton bl 12 crtneal Gictors 1 one e I'rionties had to be
established, yndime the mcoremeneal busld-ip o capacines i addrcasing: the

fictorns

ISNAR eleced s tor pronee attention m e near werm | e rethect
nnportanteonstamts m NARS, where the dennand for asaieomce s hieh. Thev
are:

* tormubaton ot agnculional sesearch polics prionoe seting, resonnee
AMocaton and Tong=term planmng;

structureand orgimzation ot research s stene,

hnkages between NARS. the te Diology transter sostem, and nsers:
program tormualitonand provean budgenmg:
tonitormge and evaluanon,

developrient and managemnent of human esonices

* * % ¥ »

This selecaon was based on cose consultanon with NARS leaders and
appheanon ot the ollowme crrer

*The oty net addiess o rann queently g the efficent o noning of
ational tors This determmation was basd on expenence ganed i
workie with sonre 3o NARS over asis-vin pertodand speaitic consultaon
wWith NARS Teaders



ISNAR'S program
development strategy is guided
by the growing capacities and
changing needs ot its clients —

the NARS,

*ISNAR musthave a comparative advantage in the pedtic drea of soncennation or the
potentiad to develop it ISNAR's comparative advantage is based on two factors:
the integration of expertise of specialists i poliey, organzation, and
management soences wieh that ofhiological scientists having extensive tield
experience;and it close micracaon with NARS und speciadized mstitutions.

* heredy reasonable expectation of impac doogh ISNAR S servne 1o NARS, oneen
the devel of investment ISNAR G able toomake ISNAR s sialls therefore,
achicving a mulupher cticet s essental 10s iportant w coneentrate on

topies relevant to aswide range of countries

Inall 12 Gctors, ISNAR mamtans ahasic Gipaaty o diagnose problems and
recommniend solutions, or the means tor developmy solunions Thns s essential
for ISNAR's cuccesstulcollaboranion with NARS wsestemn-bunlding. Ieentals:
synthestzing the state ot know fedue and INNAR'S experience i the arers
kerping abreast ot protessionaland acadenmic devdopoients: sdentitving
materials to bedeveloped i trammgsauds and developing proposals tor
in=depth research onssues denutied tor turdier anabvsis, nterdiseplinary
ISNAR sttt worbang srotps arc responsable tor mamtaning this CApAcIiy

cach topic,

I the topies selected tor priomey attention, etforts are turther mtensiticd
ISNAR'S concentranon on these factars combmes pracucal and theoretical
approaches tosolvime problene. e develops the m-house expertise required tor
providing specialized advice and eramimg i the topicsand focuses on senerating
traming atertals and descloping o adipong management concepts, analvtical
methodologics, and toals which canappropriately be applicd m developing
countrics

Program development: The evolving demand for ISNAR’s
services

ISNARYS program development stiatepy s aded by the prowing APACities
and chanaing needs ot is chients - the natonal agricaltural research svatems,
Trends which are ikelv o aftect the wav agrniculiaral research s organized ad
nuanaged = and the mature ot the denand for ISNAR'S services — include: the
evolution of NARS rapid advances imosaience; chunges i the mstitational
Lindscapes changimg dennands tor technology: and advances i the fiehd o
oreamzation and management

Evolution of national systems will create new issues i onganieation and
AR progrem einphasesas the

nrmagenment. One kev trend attecnng 8]
groswth i the wize and complexity of matonal sestems, as internationad donors
and national governnents become more commuteed to research as an instrment
torccononne develapment. Expansion of st m particular, and in some cases,
mitrastructure and resources s expeeted to continue. This rapid intlus of
external resources will test the .llmn‘pll\'(‘ CAPUICETY of SOHe systems

Accommaodating this growth, and otheraspects ofthe evolution oENARS, will
require new orgamzationabarcangements and imanagement processes “These, in
turn, will require etfective managers toensure the efficensovand produc tiviey of
the research svstems.

Rapid advances in science. Progress in science and rechnology has been
mpressive. For example, recent advances in biotechnology indicate the advent
ofa new seientfic revolution — following the green revolution of the seventics,
National systems must gear ap to capture the potential of new scientific
developments. Insome cases, this will reguire a capacity 1o conduct basic and
strategic research.
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The private sector'’s increasing
rescarch activities are likely to
have asignificantimpact on the
future development and

oricntation of NARS,

Faced with ditficult choices,
national ssstems will need o
upgrade their capacities o et

Pl‘iﬂl‘i[ik'\, kl('\'\'ll!l‘ research
plans.and respond 1o new

technology developments,

More connmonty, research svatenms meast be posttion tocarty oot timely and

relevant applicd and adapuve research, nsing these crnerng tedhnologies. To

dosothey will huve to strangthen then Tinkases widh the hev e tors —
mstitutions of higher leming. and the speciadized public ind PRVALC Bstttons
dote basicand strateue researcly

Changes in the instititional landscape., e PEVALC SCCROE'S Icreasine
sesearch acovines are Tikelv to ave o stnticant anpact on the mstitutonal
developmentand tunire anentation of NARS. To bonetit tom the private
sectors espanding rescarchand deselopient ol - rather than o Vg o
counteractits evolution -—= NARS will necd to mstitationalize ALANCIent S
allosw g them o ink st the PESAtesecton chorts. ensiong complementany

At patonal division ot Libon

Changing demands tor technology . Denund tor te bolows s contmuousdy
evolvimgnd tends toaccekernate soth e ese and resultimg vrowah ob mcomes
e developimgs coumntry Avrrcultral and coononmine de clopment bring new
poterns ot supply ind demand. Achicvine selssatiocno mongon staple crops
v oneosample Purther producton morcas may b the s el nown
problems of surplos and the resultme need tor diversatic .o

oy conntnes, espeonaldly those waeh high o of populition prawth,
technoloey requnements e beconnmg more cvactngs ind omples asnanonal
SVsteny atempt o address nithen tescarch eendas the muldniple objecnves of
miproved productvineg, equin, cmplovinent. and nosnoon consideratons,
wellas the goal ot envionmental sustaabihiy a bigrder productviey levels,

Faced e dtbical choncos, metional sstems will necd 1o upprade then
Gipaates toset priontes. develop researsch plins, and respond tlexaibly o new

developraentyu the supply ofand demand for e hnalogs

Advances in the organization and management fields. Provress m the
IllJI).Ij,:(’Hlt‘l:l SCICTIOOS .ul«l s has IH'HI lllt'll[llvll(‘\i - ‘I\I\.nl« CS N NNCro-
computer techiolouy Gfrer esane s opporumties for providing NARS
mnagers sweth unprosed mtornn ton sy stems anmd betees nuinavement tools
Phose deseloproen, too will bave an wipoe ton the denand tor ISNA RS

serviees by sational susteme

NARS' demands for assistance will continue. Giyon thea velopments n
i chear thar dhe deannd from NARS for costainee m benbdine sanonal teseard b
capacies witl contmuoe, dthough te pateneot dis demand swilbindouhedly
change, NARS will becorae stroneer aisd miore ettects e m tntons., bat the
pohevissues orgamizatonal denvmds, and nianacemnent Gk ontrontng them
willalso bevome more comples Becnse levels of nisttetional development e
sovarnblennong natonal researdsotenie, die apportimees for
unprovement are also nphlv diverse Acsath eechnoloes development,
msttutonad development s vdvnanmic proc s, NARS willcontnue o respond
andadiusteevolving needsand dhaneme Gronnstinees, INS AR waill continne
torespond and adpist oo the evolvmg needs i hangiee Groumstances o f

NARS

ISNAR’s response -~ Guidelines for program development

ISNARS strategy tor developg and adpsting s prograty over te nest to
yearsan response to evalving dermands, s composed of four nain thruste:
Lo Inercased specalizanon

2. Broadened mipacr.

3ooStrengtiened researdhy.

1o Expanded caclvoe role,

10



creased specializaton wall
lead to greater depth ana
gl m ISN AR serviee to

NARS,

ISNAR'S rescarch and auainimg
programs are Kevs tos

impact-broadening strareey

They will ensure the conannng qualing, relevance, and impact of ISN AR
work with NARS

Increased specialization, INNALK proeran tocos os been sharpened
through workmge mtensncel with awide ranee of NARS throoehout the
deve |wp|n;.,( world Avan cmphisas has coaduall shatied from broad-bosed
svsterm res s sand constramtanabysis - domant o the carly vears - towards
amore-tocased approach . amed ol b problems m NARS and

strentheninge speatic syt m cotpon: nis

Al shrtrettece ISTIARS copand e expornae aad ity cas wellas the
rattonal sesterns arovme dens ond tor o spocndized servccom coilibogaave
sustem-buldime ettores The voarenental batddup o ISN AR Consnderable
hnonddederend exporence s orbae el ol sytemi e o
supplemented throvel rconmment or sait s tornmod toenine e

arcantsation II(\] DA et b nb sole e s

I reased specmzation woll o oorcater depthnd qualeom ISN AR S serviee
O NARS  Throush more choselvinree it e s oy sorvee, research, and
trnnee prosas —and concontranne ot cttort an e eas and Eactors
rescarch ealios Corananon. and s Gmone < IS AR s s atematic ali
rcre e thempacCisespertee md produces can o e ats colliboration
with NARS

Broadened impact. Sincc INS AR il o eelanon ot csboand the demand
torts servrees it miust ok aptimal tse ot ontcd resonrces. Teanms tor
naphier it proveans i ondor o broaden ms ot bevond the resoiee
e capproach ot decotone toscne s ollibonimon witly NARS

Fhebes o diesme Broador nnpac s senctaning, and dissermnmatinge produces
which NOARS Canee i thenmg then apates. sudy s rmllnnlu]w'ln
tor i, Lrnosth constianmts o e syt s O st pe tlorance i \“ulll«
ALCas, lm;‘ru\\ni nran e nt tooks md wedmingoes for nethemnge spedtic
sostersccrponent ol pabhomons which nonde the Lirest know ledyee on

Loy topros i reseanc b ore i dion and e nent

ISNARS vescarch ot monmme provr i ne bevs tone nnpoaccbroadonn
straters Pherescardh provram dovcdops prodicton the rdentitied areas of

conventration, and toats them undt the operatime comditons of NARS [ hey
are then pachaced aond sent o broader Chientele throneh the 1 O Progam
ind pobhcaton services Throned moreased reliane: o wach producis, ISNAR
canestend s service tonswonder tanee of NARS

Strengthened research capacity. Increased specalization and broadened
rnpact bothrelc onstrong seseancdh proviam toadvan e the know Jede base
and generae the re quired produces Fhectancuon s antroal simece most wsting
Knowledee mthe agmentoand researdim argremnent ield comes trom developad
countres Spertenees I hese o Mpenenees cannot be dire thy rransterred — the
pohov cnvironments msttutiom ] aranecnnents, and resouroes nlable o
these research systeni are quate ditterent trom those of NARS 11 developimg
cotintnes Conadenibleadpove resean s required oo ll.('«"‘.l\lll'_{!\Hllu'l\(\,
organmzatiomal aiodel md e emont wechngues tebecant o reweardh

suatenis i developme connenes

ISNAR s weil anated tocondue thicapphedand dapove reseasch T
mtensivelv mvolved o wnde tnee of ctvanes waeh diterent NARS aroun?
the world and s acutels aware ot the real problem and the teasbiline of
potential selntons Fareher, with s Ik, dges o spectdized insritunons, it can
draw o emerming know ks dyre i the vrpamzanon and nanaecment tields tor
synthesiscadaptation, L bsabsequent apphaaton developing countries.
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A larger share of program
FCSOUTCEs = approsiniitely

20 pereent cach — will be
allocated o ISNAR'S research

and traiming,

Fomaximize the impact ol is rescarch etforts, ISNAR 1 1 [TISTINATN
collaboration with Cicut couneries desigmngand executmg resear b projecs,
This ensures greater reseatc h relevance, mereases the hhelthood that reseandh
tindings will be translazed mto acaon, draws on and strengthens the analy el
sKllVOFINARS sGientines, and pernts more ethicient tse o ISN A RS resonrees

Expanded catalytic role. INSNAR concentates on developmg i catadvtie role,
complenenting its oscn ettorts, particularly i research and tramang Bulding
ot ungue postion between the natomal svstenis and specndized msttutions,
ISNAR v encouraging the specabized mstitutions to condue research, develop
manazement tools and mount tramng programs n the ateas of research policy,
organization.and management which are ot hagh prionn o NARS Associated
with this ctort, ISNAR s continumy o developaid namtaon a elobal data base
A pranary source o comprehiensv e and nps osdate intormation on N ARS

Operational implications of program development

The tour thruses wunding progran development have operational tnphations
tor ISNAR i the medam cerm. A Liger share of proveam resourees

--approxiatel 2o percent — wall be allocated 10 INNAR'S research prowran,
supporting the greater enphasis on appbied and adaptive reserdm achieving
speaahizedexperine and penerating produces relevant torstrengthemng NARS

Franune sall be strenethened as the preipal vehicle tor dissemmanng
mproved managenentapproaches and e hongques toonwide cainge of natonal
sustems. Tesall also recene abont 2o poreent ot the program resources

Advisory services sl contmue as the mam throst of ISN AR service but the
relative share of resources allocated tomeensive one—to-one olliboration will
dechme moderately wo pernuta more bulaneed development of Wihiree
provrams Thennpac potental ol advion services will, howes e, be e reased
witlostrenathened back-stopping trom the researdh and LA Progrumns.

IN!

whicht can contmuouse adjust i program. statting and resource allocations.,

AR progran development stratep provides istable framework with

responding to the changiny denunds ofnation.) apncaltucal research svsterms o
developing countnes.



Chapter 4
ISNAR’S PROFILE AS A WORKING
INSTITUTION

Its mandate

Animportmt product of ISNA RS strategie plomming exercise was refing its
mandate: Avswath other aspects of developmg it statepv, ISSAR Careti [y
assessed s five vears ot aceumnlaed expenence i collaborating with NARS,
drew onrecon endations emergang from intensive sonsultatons sods «ients,
and considered the recommendations of the external progranm review tean,

Fhe score o ISNA RS tuns aons bas been nrross ed an s retined noandate, but
the breadth of coverape i termis o assisting de clopimg countnes worldwide

has been remtorced.

ISNAR'S retined mandate Changes in functions, ISNNAR'S s clined nnndate Cconcentrates acvaties on st
central function — s serviee to NARS - The broker fune tion lus been

concentrates activities onits deenphasized, and the hnkage tuncion deleted

cerral function —— s service to- I as origmal nmandate ISNAR was asssgned three basie funcions 1 service to
NARS viewed as s contial tuncion: 1 broker tunenon SCIVINY s
NARS,  mtermeduary between NARS and donors o promote nlaeral conperation; and
ahnkage tancton, pronotng colliboration betw cen the NARS and the TARC .

Regarding the broker tuncnon Fngagrng in tund-rasing activines would
compronuse the perception ol ISNAR asaneatral and independant advisor to
NARS T essental that NARS ke the lead role i fand tusiny, and in
selecomnyg and negotting wich donors Silacv . donors are wdependent and
fully capuble ot hoosme ther parters torn Coupertine eltorts

Iy its approach, ISNAR helps Rather than serve as o broker, ISN AR S miore etfeciy e i the longer term
supporang, rather than feadimg. NARS nrthern ettores o mobihize tunds
NARS and donors alibe by ISNAR works vt NARS ) developions cinonab rescarch stategies and plans,
ad et projects — addressing ther pione needs — which are

providing asolid basis tor - appropriate tor exeernnal tundigz fnhis approach ISNAR helps NARS and
donoes aibe by providing asolid base for didocue.nd aratiomal thamew ork tor

didogue and o rational  mvestmens decsions

tramework o investment Wt respect tothe hnkage timction: Expetience has demonsteaed hide dennd

tor ISN AR asanemice s lmking NARS and FARCS, and Tntle enthisiasan tor
dcyi\i()n\. (’mlldlll.lllllg the centers” i tvities at the national le ol Theseacnvanes have not

been given prionty attention either by the mational svsteims or the centers. ['herr
bilateral chationships are reasonably w ell developed and growina stronger
Morcover, both NARS and the TARCS beheve that then «ollaboraton should
notdepend anan outside coordiator, but rather should e Based on bilateral
nithatiy os, the responsibihes ot hose directhv imvolved. ISNAR. theretore,
facilitates el concact between an TARC and 1 NARS. swhen it 1s Important
tor the countrs™s sestem=bulding ettorss: and st NARS 1) using such
colliboratve relationships more ettecnvelv, i ine with e mterests aned

ISNAR's commitment to priorities

mamtining 4 worldwide  Commitment 1o worldwide service. In review e the geographie scope of
ISNAK'S work s commitment to maintaoming a workdwide serviee and
service and a regional baticeein regional balanee in it program was stronglv recontinmed

1ts program was strongly - The most unportant constderation i equiry, ISN AR was founded on the
princple ofunversdity of weesss i srvice s potentally avalable 1o any
rccontirmed. developing country requestimessistance. Morcover, those countries in greatest
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System=building mvolves
1ore than the cranster of tools,

techniques, and procedures.

generate lessons, or even modes which can benetit other countrtes m sl

circumstances and thersby sty collaibornagon

Phe tial consadersnon s ey w aaane s towonrees | s brngs . detinne
tmediension toats rnorty decison process ISNAT G only respond (o
limited mmnber of reque st o countnes. even tor helpsath problems Sl
sathinats priones themes Aty one e, thionghoapplvmg us prony
considerations SN AT et o it thealnliey responding o
cauntry requests buvrvme the matare of s senvice and the tme fame of is
colliboration m arder o prosade ctioent and releyant ouperation

Principles for collaboration: ISNAR’s operatiomalapproach

Previous chaprers descnbe ISNAR b mstnonon st o dea statewy s
operattonal approach eearrccned by e position i the nsttanonal bindscape o
mternational cHors o stengthen NCARS

Its unique role. 1SN AL i, copertabic e o he desclopnent communm
1ts abtlety to ke Lo e o ent o seratane Copectdh wath o
requirine commprehensay e soteme buddine crtorn Jebean o poatime th
sttutionachnre docs ot fapponoveme b Suantiomt e quitre it
INNAR D prepared tonmhc tha Lo e comtarent to otk swoth e
pohoviuden, RS mneer- i s ot wacoantes Tl
cllstor constacaable somt i contnane ol won and ecess oy

vanety of skl overapeniod o tone

Where INNAR v e nent ool and srdy e i thed- will beasad s m the
e atprovam budeenne o b contee anabh e 1SS ATl backstop
the use ot e rncbod sl b oot fo e SRS I other words,
sustrineboddme ol e o than e trnstor of ool techgues, and
procedures INSARC oo o i iy es ke annee Prowess - benetitgge
Both the NARN b ISN AR - which b chistine napacce

ISNARS collaboriton wirh N RS Cin b dewenibed e bore ot v ad and

forrzontal intens

Pernad penaty Iothe i cads anced sotoms ISNS AT i oly crent tends to
be relinvels narron e detined, that o tarected Sprecitie s enment
connponents swinch bave beeromlv identinied as TCQUINITE 4 Spociie CHont to
strengthen them Collaboration focwes vn testinne, wlaptmeand apphving
unproved managoment technolosy - nan wement toals and con epts Tothis
case ISNAR Sivalvement i the countes 1. speaticmedepthand
concentiated over pelineels short penods of e

Floveoontal mieenary Iicone Joss ads e ed donn, ISNA L i olvement s
dirccred oy boader sostem - Laaldinge cttore anngat the evadut baddup ot
the overadl orcamzanon dand manaecinent . tpacty of the NARS
Colldboranon nay on ompas the atee specom ol the INNAR oend oy e
extended penods ot nme 10mas mvolve poadi s by Isey AR
headsquarters-hsed spectdint or i ather Cees, aconninuon proesence nthe
contntry by ISNA TR researdh g tnagenent specndises meadaion tothe petiodi
field visaes
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The partmership betw een
NARS and ISNAR iy
established from the beginning
of collaboration. ISNAR and
NARS jointly plan all

ACUVILICS,

ISNAR s apartner i the
cemergtng clobal rescarch
supportsysteny. This implies
complementarioy mos
workmy relationships with

other mstitutions.,

ISNAR'S comparanive
advantage hies inadapting
concepts i research policy
orgarization,and nanagciment
to des clopmg-country

CIrCumstanees.

ISNAR’s partnership with NARS. ISNAR'S work with NARS j sutded by
aset ot basic operating principles, which detine how ISNAR sorks i s

partnership with NARS

* The partnerstip beoween NARS and ISN AR i eatablished fronm (he
beginnmg ot collaboration, ISNAR and NARS jomthy plan all aeavities
Fogether they develop aplan windh clearls delingates the division of
responsthihtes ofboth partiers and o tetable ot actos for cach,

* ISNARS collaboration st N ARS i based on selt-help ISNAR assists
NARS mthersystem-banlding citors, but the imtanve s s remains wath

the NARS

FASNAT bubds ord N ARS Comnnonient o sy stem-bulding ISNAR'S
collaboration wich 1 country i prodicated upon evidence of venne
comumtment tostrengthenme s NARS ISNAR will onls aorm TESPOIISE [0
ddirectand formal request for assistance from ey of govermment wheeh
has theanthorite and sl o ettecr drmee This is necessars to el 4

reasorable chance ot soccess mthe comples prosee, ot systerm-bulding,

FISNAR works with NARS iy sors capaciey Tedoes not assume direct
nenent responsiilioes i the NARS . Noedocsat provide teclimal
AvsiLineeas asubsotute torwoweak NARS or Lk o sanional commimtment

Complementary refationship, INNAT s niplementary relaionship
withother orgamezations 10w a parier - although csmall partner - in the
cicrn global teseardh support sosten This inpises complementariey in s
working reblinonslips wath ather matmsoons

*lusamemberof the COTAR syatenn, carns e waith et acdear dhviston of labor
with the othernmtenanonalageculiord researdh centers. Winle the other
IARC tocus ondevelopmcdinalogn andagncaltural produces, and TFPRI
tocuses on mteonational tood pobos sues, ISN AR Fogtses on helping to
Dunld the capaciies o the national tesearc b ss stene

*OISNAR st use it carce resonrees wosels o the b netir of s hents
ISNAR pavs caretul attention o oppartimnes tor callibornon ad/or
diveaon of Labor sath cther mstitations, sach 1 F A, Interamencan
Tnstrare tor Apncnliuead Cooperaton, Winroch Internanonal, and

thiversities

FOSNAR LGt edvantis oy m adapting coneepts e e el s
orzamzatonand management todevelopmy-counery Groanme taces, Thacis
why it stnnalaes and enconrages usiversitios and the other specnihzcd
nttutions to undertihe = sonetmes with ISNAR'S callsboraton — the

Basicresearch needeam deselopig management tooks amd methods

oA st ISNAR promotes collaboratve netw orks amony NARS
Factng common problens, 1Chackstops those ncns orks and assists them in
imk e wath specahzed institutons i relevant fields ofcompetence,

ISNAR’s organizational structure

ISNAR s organtecdt el o mmplenent the strategy desenbed herein. The key

clements, from an ongamzatoml point of view, are:

* clearly defined objectives for the advisory service, research, and training
programe;

*elear chore of prioney themes within the progr i content arcas of’
agricultural rescarch policy, organization, and nunagerent;

* participation of a nghly trained statt, representing nany disciplines and
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ISNAR s strateey cuides
program development i order
to maxinize the impact ofie
fimited resources and ensure
the relevance ofies program to

the priority needs ot NARS.

expertise i the organationad and nanagenient sciences. Phis nis is
strengthened by in-house teanns ork — bringing complementary sttt skills o
bear onissues and prablems - supplenented by speculization that ISNAR

|lL't'(|\ f‘l'u)lll Unersiy ‘-I.l"f at part-time Appointiments.

Conclusion

ISNAR G tultilhing s role wathm the mternational commiuniey . and the broader
lobal COIAR ettores totmulae agricultveal developinent w nprove the
nutritional leveland general ccononic w ell-bemg of Tow-meone people in

\lL'\'\'IUPiII}_{ COLntres

ISNAR s sollavoung sutunon, work g macomples feld with sremendous
potential for development: Morcover, as ISNAR'S serviee fnas becore better
known and understood, the demand from NARS o sssistanee execeds
ISNARS capaaity to respond == notonly m terms of the number of countines
requestimzassistance, butabo m terms of the range of services and products
needed. Fhe tevel ot msnnnonal development and Crpabihites of NARS 1
hiehlyv varable, o ansequenth e needs and opportumties for issistanee are adso

very diverse

Inorder toniceestully mcet these challenzes, ISNAR nust continue to
sustenntcdly bald onand svnthesze s experensecand vagoroes v pursae is
developientas arecogmzed aathonee i ehe tield o agncultnral resean h

poliey, oreanzaton. and manaeement m developing conntries

Phis requires tonwad=lookang vision, 1 contmumng apprasa of future denand
wutdes program

tor s servicesandaclearly ornmnbated stoategy. The stratey,
developirent and ISN A RS respanse to conntries” FEUests FOrassistanee in
ordertomavimize the mpactof s nmred resources amd ensare the relevance of
1 program to the pronn needs of NARS
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