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Agricultures the backbone of Central America’s economys faces
zericus challenges. Because of both technical and instituticnal
constraints, the production of feood crops such as corn, beanss rice and
cagsava_shnw yields often below average for developing countries.
Export crops such as coffee, cacaocy and bananas are plagued by new
diseases and insect pests that both raise production costs and lower
vields. Livestock activitiessy primarily beef cattle produced in the
humid tropiceasl lowlands,y Tace severe nutriticnal and management
problems. Crop diversification efforts lack appropriste knowledge and
geffectively wvalidated technwlogies. Rapid population growth is
sncauraging an alarming rate of defarestations 40% of the entire region

in 35 vysars, leading to soil degradation which is ewescerbated, by the

=b=ence of approsiate cultivation practices and conservation messures,
O the othsr hasd.,. population incoeases are Talsing the effective

demand for Tood products. A= the regian develops economically demand

can be sxpected to increase for new crops and for convenience foods.

This situation presents a maiocy challsnge te agricul Bural resgarch
institutions in Gthe regicon. A number of matidnoal research systems are

recaiving supart 1 et loans from the oy 1d Elank and UsalD.
: P

Nevertheless, lack of counteroert fundss weak budgetss low salaries and

st itutions  ‘Siacontinuithss 7 e 1= +c Tabiona VRS 3T Th DV ogyams
aving a limited ampect to dats. nlverslrtis ack bBot! =14
aniid the tradition fom R SEa v the p st sector hacdly. 1f al

seareh 41t n the ~ e L. Heveral intter nat i onal

i

all,s engages TR

Centers are conducting research 25 basic Tocd cYops 1n the reqlon and
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have regional programs linking them directly toFQQE national systems.

Their impacts however » depends on what results the nii}yﬁal zystems

disseminata. =

The reginhal institution best endowed to carvy out  work in the
fields of resource conservation and agricultural research and education
i= CATIE. This Center. located at Tqrrialba in Costa Rica, carvies cout
research En cropss  livestock and renewable natural resocurces; it

provides training at both  graduate and short course levely and it

n

provides technical assistance to natiocnal programs.

Among the Center’s strengths are its large tzam of professional

Iil
il

I

specialized in a wide vange of disciplines in agricultucral and natural

BEOUTCeEsy 1ths reglonal mandate. 1ts infrastructuwre and agresment=. 1is

)

Current constraints 1nclude a low core budget with sskcessive reliancs
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insufiicisnt use cf  supporiting services and governance

i

Himitations. Itz main comparative advantages lis in its mandate which

It
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races a clientele 1o a gregp of sSma mtries with many common
—haracteristicss preblems  antd potentialss 1ts =bility to . integrate

recsayciie training  and assistance to the specific oneeds  of —lient

~suntrise s and ite internaticnal skatus which snables 1t too hire staff
and have Facilities of @ a lewvesl sal et zwvallable to naticnal
| S2 BEEAN
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development plan C

up and is in the st

Total budget
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supported by
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americas much

Latin American con
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gpecific resouwrces
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which will . generat

diffusing thsss res
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open to Latin Amer

with 25 universitil

m

Other inncovaticons

300 students in &

program, devesloping
and develcpmant, 3
wide variety ofT =i

i irely wpen

Ta 2 mp le2msnt

to etrengthen 1ts
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Vi

ires) or of USE34.0 million {at 1994 prices). These

a growth rate of budget during the plan periocd of

professional staff of 4.34 p.d.. A physical

cnsistent with these targets has already been dvawn

age of partial implementation using a donor grant.

and manpower will be allccated thus: for vressarch

40%3 and for technical assistance 10%. Research

training links will be conducted in Central
of its findings will be applicable within a bro=ader

text. A selected number of long term priority areas

ed and the overall research program will allccate

te these areas i which specific research thiusts

The Center

0

will concentrate on obtaining result

defined

fu

= impact i1n each priority ares and 177

ultss particularly at the small farm level.

have a Central American emphasis but will remain

ica. The development of a regional trainirng network

11

s repressnts an impcortant  imnovation in the plan.

incliude sxpanding the graduate program to accomodste

breader range of disciplines, developing a Fh.D.
a M.5. i the management of agricultural resesarch

1itigating one—year specialist couwrses and offering 3

o Course Te ical assist te will fTocus &

Ymer 1o a
the precesding: CATIE wall antrcduce changes se&king
interval operation and make the Center attractive to
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I IMTRODUCTION

The Centro Agronomico Tropical de Investilgacion y Ensehanza
(CATIE) had its origins in 1942 when the Inter-American Institute of
Agricutural Sciesncess (TICA) was founded and located st Turrizlba in
Cozsta Rica. 11CA maved to San Jose in 1960 leaving behind its
training and ressarch activities in a subsidiary organization whose
main function was post—graduate trainings backstooped by research.
i 1993 this latter institution bscame CATIE an sutonomous

crganization creat

Ll

i

o threugh the medium of @ conbract between TICA

—

and the Government of Costa Rica.

CATIE was given a clsar mandate to =hiTt 1ts emphasis f:om
tezching tc ressarch with & sharp fococus ftowsrd solving the groblams
(5 T o v s=ma liler Tar w30 . Reszarch was o longse t simply Complement
the post-graduate study program but was to assume a more active roles
corvesponding to the work  carfied cut by naticnal institutiens,. in

crder toe better respond o Bhe perceived needs of the reglon’s

—  gonduciing reszarch for generating btechnolegy that would
= i agricultaral td tromical B s f
it = wWwith pa Lol E =i= 1 vk b 1
" Rexl il t -
EY " = i i il i the e
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specialists required by the countries to strengthen their
national institutions and their agricultural development
programi; and

providing technical cooperation services, especially to Cen—
tral America and the Cariﬁbeaﬁ, working to strengthen
nmational institutions and to assist the countries in
execﬁting their agricultural research, training and

development programs.

Begimming in the mid 1970°s, CATIE s increased it emphasis on

research

in order to respond to the needs of agricultural

developmant. Its main areas of worl were on crops such as coffes and

CAacaos

silviculture; agroforestrys; the development of farming systems

'

methodolcoies which emphasised animal and crep ovroduction systens on

small farms; ard on developing conservation and utilizatian practices
for renerable natural resources.

Howevers although velatively i1ndspendent and uvundisturbed by

public

sector luctuations, which often limit +the

o
L
5 |
i
s
il
o |
<
-4

activities of national agricultural research and training programs,

CATIE has been restricted in 1ts asctivaties due +to Financial
considerations. i Tecent vearsy CATIE has relied increasinaly on
doncr—-fimnanced. project-orisnted research whicha 171 turns has drawn
he 1 1y exist g ac1l es and core budget statf as counterpart
ke W L A the projects Fhis tendency has restrichted CaT It

it ide t ! F t and stabi iy o4 !
maind Wi research programs and o to gdeguately seprvice the
graduate and relatad short course prograns.




The situation reached a head in th

encountered a budgetary crisis which

MEASUT ES . In 1984 CATIE'=s Roard s O

Director who was charged with both placin

and alsc with re-defining the long term vo

Faollowing external consultant advices

practices were defined and are now

importants a conscicous decision was made

instituticonal and departmental plan which

CATIE = leadershio rvole s a regicnal

training, research and cutreach by reoci

importance on training and researchy to |
oroject-specific suternal fundingsy and t
autonomy Tor ths Center.

The need Tfor such a . plan was dentif
published recently. Mese 1nc iude
-cnducted by  LCeoeoper and  Lybyrand in 1933,
by the EEG (1984}, IFAD {1985 and USAIDP
Crop Froductions Sritmal FProductions Rone
Training Departments carried cut by extz
hehelf i te 19845 All of T=2= 337 L E
incer i 3 =@ el er—depe lenic Ce

=

necessitated

g CATIE 1n a sound pesition

being

pasen the heavy reliance on
o ssel gr=ater cperational
ied in sy ies of repovis,
&N nstitutional analysis
project evaluation reports
(1988 reviews of the
wabhle Matural Resotrces and
nal censultants on CATIE s
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sarly 19807°'s when CATIE

severe austerity

irectors appointed a new

le of the institutiocn.

new financial policies and

implemented. Equally

to develop a ten year

would sesk to re-establish

F 1

center excellence in

enting CATIE to place sgual
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in addition +teoe evaluaticn at. the program levels CATIE has
undertaken extensive consultations with officials of the countries
with which it wWorks and wrth officials of major denor and
international organizations. This has included consultation between
a CATIE team and representatives of &7 institutions concerned
directly or ingdirectly with CATIE®s program in & Central American
countries. High level representatives of national agricultural
sector policy. research and e:xtension institutions from these

countries and the Dominican Republic (which now subscribes to CATIE s

core budget — E1  Salvador does not) alsc participated in Noverhe:

o

1984 at & woirsehop fo discuss  the relationship betwesn s=ctor

policies and sgricultural research prievitiess inn ordesr tc d=fine

CATIE = rele in this process.

i STy iss f evalustigns ziid consulbtations ha ez Tol Inwed
oy the developmert of " TIE s First Ten Year Flan Th:z lanm attempts
to capitalize = ensive dizlogus that has talen over the last

il vEears ard to define CATIE's=s Tuturs rolea attivitis

o
-
i
i
-

erganyzationsl structurs and financial status. e Plan is based an

- = — =5
e Year horizon rather than the more conventiconal one of five
a @i AlsE e g LRUT OSE aohjecitlves T ~II1E V1
= 1 =] technical assi1=tance) militate gainet s1gni1Tigs
naroe 1w the short ta
| (ST ¥E LY L A ! 1 WE =t ) = I
} e =0 { B 10 F L T = 1
4 e sl 0 T i) | jese T B =~
Sttt S 1 715 &5 wireh L avarlabkle 1n i EE aio rid Bhe=i
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11 THE CHALLENCE FACING REGIONAL AGRICULTURE

15 fAn Overview (1)

The countries in which CATIE is most actively involved (Central
America and the Dominican Republic) cover 548,000 km2 and have a
population of 31 million. They embrace a2 highly varied topoegraphy
and a wide range of rainfall patterns and scil types. Ecclogically,
the region can be divided inte four zoaes ranging from (almoast

temperate) highlands to humid tropical lowlands.

Agricultuwre has historically besn the backbone of the

pronomy . In 1980, 1t accounted for 26 percent of Central America’s
GDP: directl employed over a0 percent ¥ 1te 1aboy forces Al

traditicnal exports osrecated cver &0 oercent of the region’s export
2arnings. A large portion of industrial employment (2.g. in food
processing  and textiles) also has backward linkages to the
agricultural and natuwral resgurce sectors. As the ecoenomies of the

region recover Trom the crisis of recent years and move towards a

styategy of growth based on exports of non—traditional commodities

il

b markets cutside the regiony and population growth and increass

income expand the demend Fen Focd s thea agricul tural s o 15
t & sintain a 1 ica ie An the econamy

ig The data in this chapter excliude the Domipacan FRepublic but the

commentary is genarzlly relevarnt to Anclude 1 t. Fhiroughout this

document most refersaces to CATIEs work in Cehtral America should be

taken to include Dominican Republic
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Basic Fond E€rops — Seventy five percent of the regiocn’s corn,

beans and sorghum and 27 percent of i1ts rice is grown by small

producers whoe comprise 65 percent of the region’s farmers. Yields

are low, averaging 1.4 MT/ha in corn, 9.6 HMT/ha in beans and 2.5
MT/ha'in rice. These may be compared to all developing country

averages for corn (1.9 MT/ha) and beans (0.9 MT/ha) during the same

periacd.

Yields of tropical tuber cropss such as cassavasare also low
averaging &€.C MT/ha. althcocugh vyields of less than 3.0 MT/ha are

—ommon in many humid  tropical areas. While steady production gains

(l

over the past twoe decades have been made in corns the reglon’s stapl

i

[§

foods yields have stagnated as have those for beans and  sorghum.

Arcng the rezasons for this situation is the low guality of @ the
sgucticon technelogy utilized; tr.e. poor varieties and i1npadequate

cultural and crop protection practices.  Food crop producticn has not
st wp with population growth in the region.

bananas, sugar and meat suffer from weak and/or stagnant demand and
g5, while bananas and coffee, in particular, are plagued by new
dispeses and insects which are causing majer production problems.
- grample, coffees posts (rust and bean borer) have sharply reduced
1elds and v aised oroduction costs 1% RETTY AITEe2s erading he
o 4 et P ERae roing - small  farme £

i i 1 \ a1 b i =
F 11 and 2 rlagued f hment of the
oy transnational  Ccompante Cemitiral Amarvica (plantatic are
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gither being taken out of production or turned over to domestic

producers) and by continuing problems with cost effective control of

main disease. Black Sigatoka. Approximately %100 million

is being spent annually in the region to combat this disease which i3

forcing many smaller plantain and banana growers cut of producticn.

Expansion of cacac productions another humid lowland crops. is limited

by the threat of monilia pod rot. Within one year, it reduced total

Costa Rican production by one half.

The livestock sector is characterized throughout the region by a

low animal carrying capacity, generally less than one animal unit/ha.

Meat esxport=s are important for Hondurass Micaraguas ECoste Ficans
Guatemala and Paroama.

Livestock asctivitiess primarily beef cattle productions utilize
freun $5-5C nercent o the -agricultivral lasnd in the region with muck
of the current deforsstation =i S (o Lands 37 = “mrverted  to
pasture in +the humid tropical lowlands. Seriocus  pa ey fTorages
nutritional and overall nanagement problems are being encountered
that limit efficient wtilization of land rescurces o4 meat/da
oroduction destinsd fer both internal constmp G1o =4 g s = e | g [
=iiditions Ancreased produeckion of @ monogastric 11 vestork sach 25

: = 12 limited by mateitional and management probliem
el of Erop Diversification Data ¥ the ext ' o
{ + & i M Fhie 21O ace n = ; =
- =k kel uf § MR- - f

1 31 (g | # = emals amnd Costa REica T i i

and ather reps =ultable to lowlevid veas are. being luced i




Honduras, Guatemala annd Costa Rics.

humid tropical lowland conditions

surch
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Expansion of crops adapted to

as macadamias, pejibaye,

pineapple; gingers coconits black bapper and socme citrus is occocuring

in Costa Rica, Guatemala and Honduras.

The adaptability of many crops is known from pilot plantings
throughout the region. However, very little accurate data is
available about their vieldss cultural methods, varietal performance

and seasonability, nor about plant di

is known about the wviability of

sease constraints. Still less

some of these crops in the lowland

humid tropics. Cu-rent knowledge will psrmit evpanded preoduction of
some diversified crops, but diversification of extensive areas to
these ard other crops will reguire long-—term commitments to research
and development by knowledgesble agricultural prefessicnals in order
to generate and apply cost effective production technologies

Mabtural Rescurce Hase Fopulation sxpansion in the regicn (2.3
oarcent znmually) has put tremendous pressure on natural rescurces.
Land mismanagement is a particularly acute natural rescurce problem.
High population ensities i soms areas of the region,. coembined with
ineguitaeble sccess  to good landsy have resulted 1n attempts to
intensively cultivate steep hillsides Ay cther v lnerable lanids ,
thus threatening repid and permanent degradatien of the very rescurce
B kha vidlas livelihood of a 13 gs percentage of the rural
population NEes - : ESE j f¢ ning rat
et e r St ! . rhe enti1os= 1Land
base in the Tegion has been di terd thess 5l ! hiean
placed 17 2y | ol i ] = f e wiby 1 ¢} thie are D 1 beds without




utilizing cultivation practices and conservation measures to avoid

erasion.

This process of upland destruction threatens the lowland
tropics. For example the Transversal del Norte and Peten'reginns in
Guatemala., the most densely deforested areas in that country, have
begun to feel thes pressure of modern exploitation. Scils in many
parts of these areas are not suitable for sustained agriculture and

may rapidly lose fertility unless devoted to forestry or agroforestry

7

sy=tems. Other areas require careful crop and livestock management
and agronomic practices. Similar situations exist in the lowiland

tropical areas of Hondurass Costa Rica and FPanama.

2. Current constraints to agricultural producticon

-~

ne salient characteristic of egianal griculture 1S =
itremsl b l2=v=l of technology. This situstion results 1 i Crin
land and labior productivity of both traditional and export crops.

The 1imited amount of basic knowledge about how to most effectively

and efficiently maintailn the natural resgurce bhaze results g

= Fipuwing detericratic cf land and wats S0 g5 esssntial ko 3

cepErous agriculture. Similarly, s=sgricultural diversification is

Sy b Branse litble is known aboaut the payforman 2T ek oroaos

1= L - ZE = a0 ditferent AreAs o the regi i tEle of =
iatl 21119 i 1ed f ( erat
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Historically the governments of the area lcoking for "guick
FESthS" have not committed themselves to long term vresearch auﬁ
develaopment efforts nor prnvided necessary support activities to
address the region’s complex agricultural problems. Government plans
have stressed the issues of food secufity, the balance of trade, the
conservation of natural rescurces, and the need to i1ncrease and
sustain =mall farm incomes to promote equity and employment.
Development proagrams have focused on areas such as integrated rural

development, crop diversifications and access to rural credit.

One of the major constvraints to achisvii

]
cr
ﬁn
]
1]
i
]
=
i)
|
Ci
m
11}
-

the fragiility of lecal institutions, In general. there ars a numher

of overlapping agencies with poor horizontal linkages. Planning and

implementation are usually not visll coordinatsd, The links between
researchs extension,; oredit and marketing are often t2nous, to say

Resgarch policiess programs and staff almost invariably suffs

from a lack of contiruitys which disregards the long term nature of

the res=zarch process. Research palicies tend to be set bv pressare
groups o by scientistss often motivated wmore by p&er reccgmition

¥ = = L U == o F Esea) - bhe S0 11 |" A . ey .
bhe poor d anm terms ol nt 1y R &
Cas i 1+ 1 8 T; == "
have to cope with poor soilsy uncertain wate zuppnligss traditional

lC"v\l—“r'iE'J 1ing varaietless nygn _pra— anel P net—hay vest LOEGEE iyl b Hany
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cperate within the framework of a low inputs risk aversion system.

Impor ted technaloéy is often inappropriate for their needs.

In such a context 1t 12 not easy to bring about major changes in
productivity. To do so reguires well thought out and sustain=d
policies supported by appropriate institutional measuress including =
long term commitment to developing the appropriate infrastructure,
incliuding the establishment of relevant policies for both manpower

development and reseavch programs.

Far small countries with limited rescurces, such palicies are

ot =asy b 2either establish or mp lemns s and f this resason the

ole of a regicnal organization can be of paramount importance, 1F
correctly articulated and imples =l th= © te f arsas
as Central America  ar the Caribbean. Howe v e regi

organizations, agiciall gQaVE =iy ma 7 ri1 Xy . be 1My =

from the problems affecting the nations that make up the regions and

this, perhaps, has acted as a constraint to the impact of man
regienal institution 1in the pasts no only in Central America bud
Wi L dwide .
o Changing needs of tha next decade
Irn =gttt g O - ( il s ch and c 4
X 1 T 4 1% o ] tasxt
- \ i 4 | 1 ne | lems aire |\ i - i
we ) vina 1 En- T o o gars hence, bat a plan o a ears ha
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think beyond the current situation and to project a picture of the
agricultural situation of the region a decade ahead.

This is hat an easy task given the disappeinting trends in
production of the past decads and the fragility and instability of
the harkets for many of the regions? principal export crops.
Mevertheless, irrespective of whether or not past  trends | in
production continue or change in the future, there are several new
factoers that nesd to be considered when projecting the agricultural
situation of the mid 1990°s.

Faramount amongst these is  the destruction of the forest lands
which coversd 90% of the land area 50 years agos but only 20% today

ndy peErhaps. 10% in 10 years time. Deforestation brings inn its

i

WakeEs Brosicns floodings changes in rainfall natterns. diminished

supplies of fuelwood. etc. Land pressure genevated by population
nocreases means that government action: in areas' such as land reformy
1S5 likely to be reguirsd to reduce the pace of deforestation and to
prevent ' sxcessive fragmentation of farms. But four rvesearch

priovities are clearly identifiable from this story. First, the nessed

tee increase the supply of wood for fusl and cother purposes; second to
develep agricultural syshems for lowland grazing aress, which wonld
zeam to be the aonly alternative to foregst lands in the realm of new
2 s for  small Tarmers;g third., be impirove the | managemant - of
deforezted ds { “onserve them and } them bacl 1te same form
of ocoduc ' » ‘ f =1- :
Tiai tIsTalneu f et

1S5 4an alteration 1) the pattern i cemand e growth in the trbAar
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currently about three times that of the rural

gopulation

o
i

population. This is 1likely to lead to a greater market demand for
basic staples &3 the urban population increases from its present low
level to becoms & significant part of tha total population.

Changes in Tood consumption patterns are alsc predictable in
that the i1n-r=2asing growth of the regicn’s GDF is expected to lead to
a selective increase in demand for commodities such as anisal
products (and alsc animal feed)y fruits and vegetables; for all of
which the demand elasticity is high.

The increasirng i1ndustrialization of the region, leading to

=il

f

zater wealth; a2s w=ll as the preference of higher income agroups for

n

cenvenience foods, should alse lead to an accelerated growth i sgvo-—

- |

wdustrial developments particularly in the food processing industy

This could l=sac to beoth s demand for newm crops (especilally fruifs amx
g=tables) and teo the  introdiction of much styicters ciiteria for
| iidy centrol in marketed yaw materials.

Oy the supplv side changes can alse be expected. Considerasbie

efforts ave bDElng made to strengthen the national research system

and ko dncrease the =upply of frained agriculitural specralists B
h& vt d 1990 %  the hsavy investments cwrently  being mads 10
recsearchys =utension and training sthiould be starting to = eia e
mxact en bthe gereration and diffusion f 1mproved tech logy
cpects  for changs culd  appe c be particu
I i F { S T SO 1AR nte
ge 1 n ACHE L = 1 Pl =



utilization of such materials should be promising. HNevertheless this
is unlikely to take place unless complementary actions are taken at

the regional level in areas such as integrated pest management,

mineral nutrition and the development of better systems Tor
technolegy transfer. These tasks offer a specific challenge tc an
agency such as CATIE. & parallel challenge exists in the case of
peremnnial crops, fTorestry {and fisheries) vhere there 1= no
equivalent to the CGIAR system Theszes challenges must be met 17 the
preducticn trends of the last decade are to be improved and the food

b
Ll
ct
-
n

J
i

demands of the incra2asing regional popu
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FI1 AGRICULTURAL RESEARCH AND TRAINING IN THE REGION

; 5 The Naticonal Agricultural Resesrch Systems (MARS)

Al countries in the region have some form of national
agricultural research systems (NARS). Table 1 shows their main

featurses and those of CATIE. The latters although of a different

i
o

e o the natienal systemss is better endowerd with funds  and

staff Three institutions resemble CATIE:. in terms of thear

ezources and relative autonomys Panama’s Agricultural Research
rietitute (IDIAP)Y, Salvador's Agrarian Techoology Center and its
ssociated Livestock Developmant Center (CENTA ayrd CDE) 4 1l
juatemzla’s Agricultural Science and Technclogy Institute (ICTA).
The other fTou institutions listed ars parts of th 250ac e
Ministries of Agriculture. Limited automony and rescources aleng with

taff stability educe their " These institutions ara
paC tment (=l 3 Aggricultursl ({DIA) z Al Resg -

e v and Training Subsecratariat the Domil ¥ b
= i e Lo T 5 'ffice Tor Agricultural Ressa 5 i SOUa
( Divect 3 Fof i Roco - o f } A 3 of
3 YT 118 Z t ¢ .
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Except in Nicaraguas no cleose coordination for planning and
priovity setting takes place between agricultural research and
naticnal economic planning or between agricultural and other research
organizations. Good personal relations are largely responsible fw
the limited degree of duplication that coccurs. Perscenal links are

gften a result of statf from natiocnal sy

m

tems getting to know 2ach
other while undergoing graduate training or attending short courses

at CATIE.

MARS® generally face a number of problems which restrict thels

effectiveness. SGudgsts are variable and unstables and often

L

insufficient. Deman edpectations for action in numercus areas

result in rescurces an ef forts being spread too thinly. And s

Finallys the face a nigh brain drain, dus te low salaries and oth=
work-relatsd condrtion=, all of ~hich genscate raseaT o

Althouwgh CATIE 1is vwet inveoelved directly 13 extansion =
research on farming systems has boosted contacts with farmers and

ertensi1on woirkers a2t national institutions. I thais sense the most

aotive institutions  are those  located 1n bBuatemala — the bGeneiral
Directon™= Of fices fTor Aoricultural Services 51y fon Livestoc!
Serviecese == and ar Salvador the Director s OFfTice Tor Ertension and
CEl .

I- i1t E g ; 3 = ._,-r i I

Irthin thes &6} Iy SE eral CEIAR centers FERC ") g ~
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imith ICRISAT); CIAT with cassavas beans: rice and foragessy and CIF
L
v1th potatoes. The centers have contributed to the production of
i" genetic materizlss through the development and diffusion of research
methodologies and through training and information for national
systems. Usually the IARCs engage in basic research and crosses
after which NARS, d=pending on their capabilities, carvy cut adaptive
work and further selection.
Each of the three centers has a vregicnal program in Central
America which mrovides for a direct lirnk to  the MNARS Given the
resources and capabilities of the I[ARCs. CATIE it1l need o
- carefully assess i1its potential role with the coacdities coversd by
‘ these centers in order to aveid duplicatien On the other hands ths
IARC=s plan to move more upstream  in their ssearch. This a1l
. heighten the importance of CATIE?s exist 3 L E ementing th=
: Wl s throuagh =trength q the nroduction =Systems ~=search =t the
egional level greas such as esgarch = a utyition and
plant protection.
2. The Private Secto
Twe forms of private organiza2ticon are potentially relsvant to
search activitl i the e g G th = Fa proaducesr
3 ~i1at - = smiall g pryoducsy e £ ] to acguire
. r ln uct-bhase
: : dn : : :
3 conditian 40 ' b part e = @ £
research and  whe nech s ' - tades i Y BE= Vrile
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The second form of private sector involvement relates to
companies preducing inpute such as fertilizer, pesticide and seed,
where some adaptive rvesearch ta#es place at the regional level.
particularly with respect to pesticides where there is an 1ncireasing
trend for closer collaboration with the NARS.

Overall. the precise magnitude of private sector support Tor
regicnal research remains unknown. It appears toc be rather modes

but to be increasing

i

nd to be likely toc play an enhanced role 1n the

& JEhnlversl i es
imb &3 of higher eduration centecs L1 the region, offe
i r = 2lated da 1ral and 20 ciil =1 Esearoh
3 - > Case t 8 mber of sCchools o 3 TiY 2 biolog
ki =i stzrinary medicine. Their programsy howasvers Rava
“ten falled = = | z to the up—to-date ne=ds and reguiremsnts of

i

the regron Thwus thew display serious weaknesses of approach

g K AT =3 R selection. MNeither have unmiversities been able to do
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thousand prafeséinnals who have carried out post-graduate studies at
Turrialba and of whom over 950 cbtained M.S5. degrees.

Since 1984 there has been a significant chang2 in policy with
respect to  the peost—graduate program which now places major emphasis
o the regional characteristics of CATIE’s program and has stressed
the role of education within this context.

With this in mind CATIE has established a regicnal network for
cooperation in higher education ivi agricultural sciences and

renewable natural rescources. This program 1s designed to strengthen

I

naticnal institutions in  highel educations Tacilitate 1k

T
|

university cooperaticn and strengthen CATIE’s own short and long term
training materials. in this network the Center occupies a nodsal

weint and serves as  the exscutive secretariat. Coincidentally with
F Y

this policys USAID/ROCAF has provicsed importasnt financial support for
strengthening the ecientific ard academlc proqians ot CATIE. This
will enable CATIE to provide leadership to the netwoerks which

currently 1nvolves 4 higher education and research institutions of

which 25 are universlties.

The new  educaticnal policy of the Centers the aetwoirk and tha
important rescurces provided by  WEATD will ensure CATIE a growing
leadership 1 bhath t=achang and reseaych. The progressive incresss
in € 1 lme =1 g 1 FEE 111 2llow the ber ot
bk l=d o I sars and } l

.0 f post e b 1
sat i p ki rand from the coeuntries of the reg
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CATIE was founded as the research branch of IICA. At present,

howevers I1ICA directs it efforts toward training and technical

assistance in the region and throughout Central America. In this
respect II1CA cperates through 1ts branch offices in ths countries and
thirough technical support activities to Ministriss of Agriculture and

cther organizaticns, incliuding the NARS.

Because of their different responsibilitiesy IICA and CATIE

complement rather than compete with sazeh other. Through proorams

Such @s techno lagy tiansf trainmings. antl rural development, TIEA,

H Ll

i
i
]

with 1ts conbtioent-wide structure. helps diffuse CATIE"s research

4 'Lp"L‘E- Finallvs IICA?s rep esentat o €1 CaAaTIE?’= Hoeavrd ot
Dirsctors helps S 2 coardinatic atwaen both institutions.
& Donor assistance for developing researc sEitutions in the
region
For & wvariety of reasons Cential America has became & prioritty
area for 2 mamber cf Amportant  donor and Tunding agencies.
Agricultural research is a compon2nt of = pricrity as is witnessed
b LHsAaibD™ s SUppoT : AN 2 0Ly CATIE and loans Trom AnT: e 1d Rand b the
sta Rican inists of  Agric =1 6] b ICTA
B emala, MhMis = {alniully t o i T Ly ! " e & 1t el it =
1 O7 (=t L = ) = E 1 SR 1
4 csses dizcu=ss=ed 1 hep =t ! Em C t o7

increasing trend for outside support to thes reglon
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MNevertheless, results to date fTrom loans to NARS appear to be

rather limited. A major yeason 1S tﬁatr the NARS euperienca
' difficulties 1n cancentrating théir efforts in priority areas in
sutfficient force to shoaw a clear impact. Alsw, the lack of
counterpart funds hinders the implementation of locans. Nevertheless,
in the long run theses loans can be expected to lead to a suhstantial

strengthening of the NARS in the region.

i Achievemsnts of the p=st decade

in spite of ths breadth of agricultural research, desvelopment
s and training activities in the regions an  examination o recent
) trends raises guestions abouwt the abhility of the region to mnest its
Future demands for the production of basie Toodss industrial =Elu
. C = For eXamples since 1972 total agricultural production
the | regl has been declining at 1.2 ° percent annuallvy. Soms
&= =5 Suoh =5 Cottornas have suiffered more severe declines Central
Arerica’s agriculture is beset by low vields, p==t and disease

pgroblems and natural! resouwrce degradation.

Where growth i production has taken place; 1t has geoeral ly
been market drivens particularl by =2xpoert markets fo ommodlties
= f of fes a17d SUaar a which are mainl ST d b large
F t between v/ 76 and 1983 thea ’ d S8

; y : ! | a2t e S that ; ¥
L 1
§ 3 1 4 1 = |
sorghumn A o T ise = = Fi L £ nCre I these
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iV THE CURRENT ROLE OF CATIE

i Grganization and facilities

CATIE was organized as a non-profit making scientific and
educaticnal institition with the mandate to promote and stimulate
research, training and technical cooperation in animalsy crop and
forestry preoduction in the New World tropics especially those of
Central America and the Caribbean. 1t has a strang research and

training tradition which dates back over %0 years.

4
L
1
ot
1
L
1]
W
il
i
r
Q
.
U

=ffectivel coordinate and implement 1ts ae@arch - and @ training

= 3 ~F = 7 mEeEmMaor e e T v A R i 1 TE it B "E-‘:ll‘f"‘ wea oo 2

e - T T t =lod B ei=F = | Wi =11 which ad 1 582%=
he C 4 mEl OO ol = + % —Te bl == ¥ i T = "_o_:,lr‘i: ] earch
training and tsc 3y transfer, 'k «n Academic Council which
advises on currictlar xnt relevant policies ffecting the educatio a1
Prch 2Mms « CATIE s work prcgram 1% LD lemsnted th g0 o { 11
eperational departments supported t a department of administratior
and fimance and ssvaral mal =L " . - Lt

y VO - —% =

] 1 = ¥ HE
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propagated vegetativelys, permitting the exchange of plant matarial
with other regional and international ressarch centers. The Soils
Laboratory conducts chemical amalyses of =s=wil =ampless making 1t
possible to evaluate crop behavieuwr in the field., The Plant Genstic
Resources Unit has gathered a wealfﬁ of genetic material of important

traditicnal and exctic crops in the tropics. and includes a S=ed Bank

with refrigerated chambers for seed storage. A forest tree-species

germplasm collection and distribution center has alsc been
established.
CATIE s small farm proguction sysihemns research program has been

widely asccepted arnd has signitacantly influscc=d the orientation of
&l

i

agricultural research in the region. The systems approach considers
the farm prottucitien ugit &5 & holes Fe aricus ntEractan
stbsvstiens arse devslope ) =F 1ni=d =rological V1 =
1t Iuencec b parFicular speip—e onic conditlons, Ihe reseasvch is
directed toewsrd 1dentafyimg and trarfann s SR wridie [ 23 3
fTactors and to finding better systems that will permit 1ncreases 1in
productivity.,

Formal postgraduate education in the agricultural scisences bhegan
in 1744 at ths Graduabs School of the Inter—American égricultursl
Sciences Institute [ ICA 1y Turvialba. Since 1973, whepy CATIE was
establishied 4 E { o - F ey a an = - p - oy

sEment t5 *!
- e hE t . — ,
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trained

gradusate program

=hory t-

(L

of fered

]

predeces
1974,

I1ICA s
1nge

]

and

ard s

CATIE
lavel

YEATSa

s over 900 students at the M.S.
m courses and seminars for approximately 4,500 individuals.
Recently the exclusive agreem=nt with the University of Costa

: Rica has beesen terminated and CATIE has signed new agreements of a
involving 25 academic institutions in the regioen. It
its training programs with 15

type

agreements that recognize

similar

also has
averseas universities 10 4 countiries.
CATIE s central facility covers 190469 hectares of which 873 are
: utilized for Soes ha training 2nd cammarcial p i bian. It also
has ¢ hiumid zone TfTarms some 50 Em fraom Turrialoss whilch 15 used
! .
Pl ol Tor vesearch and training (elated to o
; CATIE has cver USH13 ma 10 e =% 1710 frestructure
’ including stafi/sstudsnt he ] and re at 51 acilities, 2
contersnce center classrooms ZRE 18] wdmimnistrat = Buildingss
labovatories and greenhouses, germplasi toerage and & compuies
center. It is alsg the locaticn of the 1ITA managed Orton Memorial
LiBrarys | Dousec to.ohe - emise and puteEd. Jto Ve  -beod
artcultural ligrar in Latin America.
wirrent Progyam:
. e i
- Sy, o b
- tuiad t + =t t r f i i
jucational fupstii i I A trorshig
|
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with the technical departments, it has been created as a separate
unit because the feaching activities of CATIE need to be a completely
interdepartmental function based 'on the processes and products of the
research carried out in each scientific department. The past
departmental structure at CATIE was not ideal for cocordinating the
gducaticonal functions of the institution. The newly structured
Department of Graduate Studies and Training represents a necessary
step towards a more adeguate organization in terms of long-term
training policies and joint planning activities. The basic purpose
of the department i1s to plan. support the executicon. supervise and
evaluate all of CATIE"s actions directed towards the development of
human rescurces, accoiding to  the educatvional objectives of the

institution in terms of the needs of the regicn.

The department has five programs. The first of thess is that of
operating the M.5. posgraduate trasining pregram. This program
currently gradustes 30-35 students amnually after a twe year cour se
which involves hoth course work and field research., The program has

received sunpert from the Governments of Holland and Germany since
1?74+ and the United Kingdom since 1279 and more recently from
LSAIDARIOCAF . Corrently the suppoirt from these folyp S0uUrces tot=ls
about USHSETO . 000 per annum.
Tha: sgcona trsinin yogram is Ehat of shi Courses E c
Eroms BAaS.. 3 C ¥ _these in . =
+ ) - t | t i y stafT = F !
roarams SiOE i B matiornal and egronal i ] aTure e

coanducted at furvialba el =lssawhere throughout the region 2id



involve professionals and technicians with wvariocus leveis of

2xXperiance.

This program 1is currently supported by grants firrom the Kellog
Foundation and from USAID/ROCAP which tcgether provide the major part
of the pregram’s anmual cost of US$500,.000 which permits about F00

persons to undergo training each year.

The Graduate Studies and Training Department is currently

working on the development of two new training programs. The first

of thesa will involve follow-up activities with former trainsses and

Y

the ==condy which is currently in preparatiocn, will entzal operating
e = specialist nature for postgraduatass

The pbjective of the follow—up program 13 to maintain contact
~1th Tormer trainess i ordea to both continue helping them 1n their
srofessional development and z=lso to fTeed back fTrom them to CATIE
1nformation relevant to 1ts tra nNg proagrams. Fhe new srpecialist

program has as its  geal the provision of indaividual training of a
specialised mature that canmmot be met by a standard post-giaduate

degres course.

The fiftth progiram of the departmant deals witl curylieniom
developrment and 15 designed i plan and 1moleament 1 S NeCessary
- 1MPpiOvE CATIE? s nre 31 L i = s 1 t & |

8 - ! r (= I =T i ¢ e 1 t {
e erall = 1 [ 3 I
O ihich 18 les 1 gy ¥ dyupld £ ! i3 to
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3

facilities (USE7 m) and funds for faculty expansion (US$6.5 m) over
the pericd until 1993.
RENEWABLE NATURAL RESOURCES

The Renewable Natural Rescurces Department has four majo

proegrams all of which include activities in researchs development and
technical assistance. The persemnsl of all four programs contribute
to CATIE s training program and to a joint activity in the generation

hange of new information.

The oldest pirogram is that of silviculture. This promctes and
studies the management of natural tropical forestss both primary and

secondary. as w=2ll as planting systems for fast growing and multiple
uwsee forest speciss. The program devotes particular smphasis TC
fuelwond, 21though ecently multiple-use tiee species have receilvad
inctreasing atkentior This program receives most of its Tunding from
a large pioj=ct d=signed to study multiple use ftrees and 1is also
supported by =a loeng-standing donos project on  forest manageEment.
Core budget amd dono funds are. used to suppert a research yid
teaching farms &na an  important core budget activity 1s support o
b |2 T ™ Formst = Ftanlk:

I SEC R rogram 1s 1 wgroforestiry systems This undertabes
hiclocai = O-8Cont (2 tirgdies concernling systsme tha ok«
treaes wi bl i toeh [} = ludes® research, o
i toris f agrofy = &
the A | X { —r= s Tba [ E =
bes e .4 & Ve wgroforestr At ldwide and CARTIE =
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oenerally recognized as being at the forefront of regiocnal activities
in this field. _The agroferestry activities are supported by 3 donor

proj!étsiéf7modest size.

The third natural resources program focuses on the management of

woedlands promotes the selections establishment and management of
national systems for protected woodland reserves. It seeks to
conserve and maintain the proeduction of woods water and wildlife in =

way that meets both socic—eceonomic and ecological geoeals.

This program is unigque in Latin America. Its graduate training,
short coursess technical assistance and funding allow for linkagss

+1th both local research maagement institutions and mith

international conssyvation agencises. Al though activities

il
4]
il

concentrated inn Costa Rica the program contributes to growth in the

egigy currently in profected areas.

The fourth research program has only recently bscome & major

zctivity and concernms watershed management. It seeke to strengthen

wamtinnal capacity  in this areas largely through technical assistance

nd training. Using the watershsd as a unit of snalysiss the program
cuses on planming and integrated management foorr conservaticn and
wkilization in order to optimisse watershed wuse. Twe donor assisted
projects make this the largest program op=rated by the department.
: S B 1 : =vels, including a number o
tE v EEE 1rve ]l ve staf 11 fear progrea
: mall » - Ehe I 4] fat studant 1iitake  ma i




INFORAT information systems project which 1Iinks CATIE with the

cutside world in the fields of informatien and documentation relating

to renewable natural rescurces.

Teaching and information workloads fall particularly heavily on
the core staff which numbered only & of the S3 staff on hand in
February 1984. The situation is reflected in the budget for 1985 In
which only 2% of the funds for the -Renewable Natural Rescurces
Department were derived frem the core budget. The total budget of
US$3.99 m was dominated by two large USAID assisted projects,
watershed managsment (US%1.75 m) and multiple use tiress (USH1.32 m)

which tecgether provided almost 80% of the department’s revenue. Hoth

(i1

projects have significant training and develepment components and
cover very hroad sreas of activity which restrict the department’s
abhility to congduct in—depth reseavch. The major in-depth effort 13

robably in the agroforestry field where there is an IDRC supporisd

™
¢

praject studying the nitregen fixing ability of leguminous tire=s 2vid
where the department also cooperates closely in a related TDRC

project managed by the animal production depsartment.

ANIMAL FRODUCTION

The Animal Froductian Department currently ogperates Tour
programs of sHhich two are major research activities each Comprilsing
about 40% o b= total depay bmental budget whacth obal lsd $a72,000 1n
| 7814

The 1 yi=es ading of these two prod A e eatitled A i Al

cattle" and 15 concerned with iLmproving the preductivity of the dual
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purpese (meat and milk) cattle which are the most 1eportant component

of the region’s livestock industry in terms of CATIE’s small farm

I}

clientele. The current productivity of these cattle is  low and
represents an inefficient uwtilization of lccal resources. The Animal
Froduction Department seeks to remedy this by conducting research on
the varicus components of the system which either directly o
indirectly limit production. The iresearch program embraces an
integrated approach which involves work on genctype (cross bresding)j

nutrition {emphazizirg pastures)y adaptabilitys fertility: health;

managemant; and the economics of oroduction. The total budget for
this program is US$SE49.000 a1l of which = der ed wnn CATIE®s core
o
=
dosel raelated to this i1s the depay tmeat =cond ma jc C et
program Tormerly entitlea © alidation of production
& L Tt renamed Caoe o iy e R i zinCce
astures and  To¥ provide  the base Tor 7 s & t tien 1v ©the
2010 The low current lsvels of ruminant piroduction mabke 1t
ECEssar te intensaf asEsrch to optimics the = of the grassland
SUrCES 'mis 1s be ] marriec El S 1 3 t A1 B
tural SEECUrces) angd 1 = by f ernhasl toe
1 —t 3 1 STIX (T :1 ¥ ] i S — = |7 = THE P CoO3) &8
Tat s (] & maoe e 1 % in 1r - e
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the perennial Crops program 15 characteri

five of

them deal w=ith cacac cvihere the department has & strong breeding

progyram

systemns

broad spectyum of Cecan B SeS Fea ars funded b the Governmer:
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telesrance progect funded by IPRE in Costa Rica and Hondu

IFAD funded progect in Fanama.

wed by the fact that

(1)

its six project are funded by national institutionss four of

Y and oiie with coffea. The residual project 1s one on farming

supported by ILGRC. Three of the cascaop projectss Ccovering

Fanama and e nr = C A= i £ fese ars Afatslu =t
- =
l.:'..:. 4~} Costa Ba e ' ;| s o Bl L ! 1] id by x gy et
= Brnment=s T 311D acaE a 1Y gy ) resensc ti e | ,1:1] { & 3
r = I 1 3 [ & = 2 = T 3 b > $ 1 9L =
r 1
-t = = — =1 e 1 o - T} =
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nd lab at =E 3 ] = f researct a2t 1 tigs ! ¥
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At the beginning of 1986. CATIE had a professional staff of 179,

of which 403 were on international status and 110 were nationals. af

Ph.D's and 42 had M.S. degiraes, 18 stafft

seconded from donor agencies. Of the total staffy 81% were located

ok

-+
|
il
11}
CL
ot
"
-
Q
~
= &
i
3

lccations. The total numbe; ot

cutposted staft (33) has remained fairly constant since 1980 but the

-

number ¢ furrialba based staff has grown steadily each vear and tool

Steaff distribution by departments at the beginni B IYEE = 21

1n Table 2.
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4 Financial Resources
s a npon—-profit organizaticn, CATIE' s

TO m}tC income with ex

perational In CATIE is=s

g

reserve. doing

S0

m

==ar training and technical cutreach

chas

=

nstitution. Prior %o 1982 CATIE

biectiv

o

o

ne net result was an uncertain financisl pi
e abilirty of the institution to functic = f =
Beginning in 1781, CATIE placed top i1
financial situation, A Tirst stel 2s SR e
Doy ai 1 nich =gl B ﬁd!.” = L = =%
ness=ures to coantrol long—-term =TS WO g
lition, 2 wltant advic 35 ta :
e o f the =arly 19807 = £ gsn =1
cperational reserve sstablished (Tabls 3)
[IE for 3t (& bhuane? t
: 1L : - .'". L 2 3 I ,E. .‘¢ '.. 3 ]
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L Frogram Impact .

In gualaitative terms the mést significant and easiest m2asured
cutput from CATIE®s activities lies in the training pregram. With a
total ocutput since i1ts inception of cver 820 M.8.°s and one of cver
208 in the pericd 1976-1985. encompassing trainees from all Latin
Agmarican countriess this program has played a big rele in higher
education in agriculture at the regiocnal level. Graduates from the

yrogiam have and do ccupy key positions up to Ministerial level in a

=

number of countries. A recent survey indicated that about a third of

recent CATIE graduates are in the academic fislds & Ehivrd in

administrative positicons in government and & third in research and
development agenciss.

The imnact of ths short cowrse proadram 1s difficult b2 guantaif
othaer than in terms of the demand and oversubscriptiol of these
Tourses . The valuz of CATIE's fechnical as=zistance role 15 likewise

hard to define sther than in terms of the very positive atiitude

towards 16 in the countiries of the region.

In the area of ressarchy CATIE 1= best bnown for 1t activities
o the developmsnt nf high=yislding sl pest-resistant cof fos
arieties, monilia resistant cocoa wvarieliess croessbred crieclleo and
ted meatsdair cattle, and fronrast;y and wabsrshed sanacemnent
T Oy T . ) FRe ¢ :
T ) CATIE ss@arch 3 bae errd ) o = 168~ 1 z




=~

research very heavily in recent years on developing farming systems

methodologies for the national agricultural vesearch systems of the
region. A recent USAID evaluaticn report found that CATIE®s work oan
methodology had - been widely recocgnized and adopted by the national
Eystéms. Howevers farming systems research is so site specific that
the impact of CATIE’s efforts is net directly measurable at the farm
level. It has, however, had a prefound effects gererally regarded as
positives in terms of idincreasing the capacity of the national

agencies i1n the region.

Howey ey For thea (R o T 2 qivan the 3 1 Oy e 1 af Fer =1y
evaluating the impact ot the training (i technical ssistance
pragramsy 1% 15 «lea that steps will need to be taks te give high
prioraty o selecting research progiams »hose cutput and impsct can
be sub jected to svaluation 191 PContinic terms. linless this = Qe
gdope 26 walil hes diftfaouls$s For LgtdeE to . JUustiTY a reputaticg as

Center of Excellem
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V COMPARATIVE ADYANTAGES OF CATIE -

fs a starting point for identéfying appropriate goals for the next
decade this chapter sets out to examine the curvent strengths of CATIE
and the areas where it faces constraints. This is done with & view to
identifying what are the Center’s comparative advantages so that these

can be capitzlized on in preparing the Ten Year Plan.

s Strengths

-
o
]
i=)
i
|
5
ot
r
w
1}
i
1 |
m

igths of CATIE at the current time are:

a)l Its yegional mandate which permits 1t to tak

i}

a broad overview of
regional problems and potentials and to capitalize on a knowledge

of oross country sxperiences.

B Its established inftrastructure and formal agreements with a iarge

number of regional education and research institutionsy as well as
with i1nternational ressarch, education and development agencies.
This is manife=sted by the large number of staff Financed by

cutside agenciss and seconded to work at CATIE and 1s 1llustirative

of the flexibility =and sirength of CATIE in attracting =sute

support.

= Its relatave fresdom frem peolitical and cether pressure groups
suich as comsodity arsGCliacions. 1S permits AT ITE b ake
1 { ey 1 } vidagements i 1iting to the use o 1 urces s |
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CATIE is descended from an institution that was established ocver
40 years age. Although 1t has been supjected to budgetary
problems from time to timesy it has a degree of long term stability
that is not commonly found amongst ressarch institutions in the

Central American region.

Its regional mandste permits CATIE to perceive the research and
training needs in a long term context that is seldom feasible in
national institutions. This zlse permits CATIE to embark upen the
longer term and ‘Tupstream® research activities that naticnal

institutions are rarely in a position to undertake.

CATIE"s well established reputation in the region places it in 2
strong position ton act as the coordinater of multicountry
activities such as the type of research networks that are becoming

increasingly common  in a number of commodity and disciplinar

The size and breadth of disciplinary expertise possessed by the
CATIE scientific staff far surpasses that of any of its six member
countries and pleces CATIE in & strong pesition te act as a source

of technical as=sistance to them.

CATIE s byoadly based work in farming

if

ystems research during the

ra=t decades has besn widely recognized by the countries of

ey icas a1l ot which Nave huilbt the superiences gained b B
el L t E2ar i =trat ] - 112 has helped to est .
o v Ang elationships between CATIE scientistis and thao 1

the natioral systams.
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In certain areas of researchs particularly for perennial cropss
such as cacac and,  &offee, CATIE is the only institution in the
regicn with & major ressarch program. Given the importance of
these commodities to the regional economys CATIE s specialized
knowledge of them reﬁreseﬂts an important scurce of regional Enow-
o . The same comment is also relevant in terms of agroforestry

and conservation of naturgl rescurces.

CATIE is able to offer Latin American graduate students somewhat
unique facilities in terms of access to  librarys. experimental

lands and a3 broadly based panel of thesis supervisors.

Constraints

E8TIE 1= alsp faced with a number of corpstraints which 1t sesks

constarntly to overcoms:  amongst the most inporiant of these are:

32k
F
|
3}
2
al
b)

CATIE 18 highly dependent on the naticon=al svstems Tor testing and

validating its vesearch Findings at the farm level and for
promoeting thelr adoption. Many of the national svstems are weak

and lack staebility and this constrains the potential igpact of

CATIE = resgarch.
With regard %o some food creops. CATIE's mandabe might sntail some

dunltication with that of  the Internatiopal Agriculiural REsssearch

Centers (1ARCs) who work both directly wWith natipnal institut | ons
angd with their owan regional networks The I1aRC= are =z=ble ®i iYL v
much greate: resources o bear than g CATIE toe thea pecitic

nendated crops. This means CATIE needs to evaluate carefully amy
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word on  basic food crops such as maize and beanss in order %o

ensure i1ts efforts appropriately camplehent those of the IARCs.

CATIE s past work on farmiﬁé svstems, although widely recognized
and with methodological findings that are well utilized by the
national systems, has been largely restricted to cropping systems
in which annual crops predominate. The multicommodity base of
most of the small farm agriculture practiced in the region calls
for a multicommodity approach to farming systems research. To
date, CATIE has nct been very successful in organizing research
programs that transcend the boundaries of 1ts three technical

departments.

Mo does a clese link yet exist within CATIE between support units
and technical departments. CATIE"=s human rescurce capabilitises in
biometrics and computer sciences laboratory services, information

and public:

)
ofF
m

{

ns are npot yet optimized iIn their use by the

researchs training and technical assistance programs.

Fart of the reascon for this is the relative independence of each
department and the lack of both central and departmental plamming.

Programs tend to develop on an ad hot basis with frequent changes

i crientation rather than. against the background of sharply
defin=2d plans with clearly arfticulated objectives.

I = gegree this situation has arisen from the shortage of cors
E o e b i anden opraject funding whichs pth 1 ts
assoclated overhead provides over 70% of CATIE’s total income.

This heavy relianse an projgect funding 18 a major contraint both
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in terms of programming and also from the standpeint of building

up a strong human resocuice base.

Ancther dizadvantage of the project approach is the tendency for
projects, especially small ones; to be self containeds very
specific and to restrict the wuse of their rescurces to the
projects vrather than sharing them with the institute as a whole.
Whilst this may facilitate the achievement of project goals, 1t

>

dees little for building up CATIE’s ‘corporate memory” gained from

the lesscocns of erpeEriencea.

At the piresent tims a piroblem alse exists 1n so far as the degres

L

of autornomy that exists in externally funded projects inhibilts an
effective coomdinatien of closely related projectss even within

the same technical department.

The project approach hasas  howsver. been the only way that CATIE
has been able toc cperate an effective program given the breadth of

its mandate and the limitation of 1te core rescurces. This has

revented any eff

1]

ctive concentration in depth in the ressarch

LI

program and has inbibited the possibility of pricyitization.

Finallys ang of the major problems faced by CATIE is the demands
ylaced upon 1§ the goverinments of the e LG t owid
echnicsl =s=i1etance Whilsest the provas 7ol = h == 1CE =

n vl s (| 4 T Ehey E AR L nes 3 1 i )

EETrY =G o & e reEguested 1 eh & fraquency and : - { &

wakes 1t 1T sl For UATIE perscennsl to meet the demand whalst

L}

alse fulfilling their other cbhligstions.
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3. Comparative advantages

CATIE can thus be seen to be a relatively strong. and stable
crganizations although inadegquately funded, working mainly with those
countries in which maticonal instituticns concerned with agricultural

researchsy education and development tend to be beset with problems.

The principal comparative advantages that CATIE possesses,
compared to other agencies working in  the agricultural sector cof the

region are as follows:

First, CATIE’s REGIONAL MANDATE me=ans that 1ts work iz associated
with & group of countries which have many common problemsa

characteristics angd potentials and to which it has priviledged access

by virtue of its governence. This enables CATIE to work very closely
with the geuntries and wikth a much large: clisntele than ‘would
otherwise he the cass. This umulti-country clientele also serves as an
attractant to external donors who, for logistic reaseons, often find at

difficult to support effective programs in countries with small
=) .

populationss but are prepared to finance them though an institutlion
whose networking activities embrace a group of countrises with

pooulation of 32 million.

Second the complexity of Fhe Farming =ve homs 2t iced i1 the
=lal Bl ARl the mRor rice [ onee Q the i Lt T EE =
g TR | 210t L bie T ATE TeTHS f I'1TE I EAmS 5
= b ! ' = £ lose | = DetWE s Eralminig
angd technacal assistaneas bud the pi ograms are als reltidiscind inas
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and embrace both production systems and rescurce conservation and

managemnsnt.

Thirds, CATIE'= INTERNATIONAL STATUS gives it a degree of autonomy
and stability and ready access to the internaticnal cammunity; This
enables CATIE to plan and implement programs on a longer term basis
than is feasible in most natiocnal systems and to hire international
persennel. This permits access to a broad range of high quality

expertise.

Against this background the Tan—-Year Plan presented in the next
Chapter does not propese major overall changes in CATIE s mandate. It

doesy howevers suggest a number of changes 1n the way that the mandate

12 carried out. These changes attempt to e=suploit the comparsative
d tages c CATIE in order to increase the esffectivensss of the
Centsr 's work snd ismpact.
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VI A FUTURE STRATEGY FOR CATIE

1. Defining the strateqgy

CATIE defines its goal as "to conduct research and training

the sustained and accelerated development of agriculture in

RS BT USRS R e SR e gl S e

for

i1ts

broadest sernses within the context of overall economic development”.

In meeting this goal CATIE seeks to serve the needs of its member

countries through generating and effectively transfering te 1ts pr

ime

clientss the national agricultural systems. technolocgy whichs whilst

bringing abocut =significant increases in both eqguity and production,

will conserve the natural rescurces.

With respect to  the roele of fechnelogical change in

development proces

1

CATIE recognizes that production is onily one

in =A broader economic chain that alsc ineludes marketing

censumption. i thi

o
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many components, alongside others such as  infrastructures labc

credit. Conseguentlyy th2 impact of technical change 1n agricult:
Wwill vary accordingly 3o 1ts linkages to thess other components an
their stage 1n the development process. All this peints to

dezsirability of adopting a hoelistic perspective towards tf

ili

tecnnlogy in reral development.

| | C e & 3 t
1 b i Cchrc S | I
B =& Livities which J yermi orce :

V
N ELiE
] =

Ko
i
F e
—
(|




depth

education and ressarch

on specific identifiable pricrities in a structured and clearly
accoeuntable program that will be kept under periocdic review."

The implementation of such a strategy will require that CATIE:

&) maintain a continuocus dialogue with 1ts member. countries in
order to ensure that cngeing and plarmmed programs are
responsive to their needs. Such a dialcocgue will be reinforced
by CATIEs plans to have permanent representatives in each
countrys

B) actaively promotz measurses to strengthen national institutions
1in th= fields of research training and technical assistance;

o) strengthen 1 hE oW LM S ssource base to copeE with its nest

4 1Y bro=desy i = f =2twork activities in both researcth i
trainming: =nd

20 capitalise on. its | integirated and mul¥i-gisciplina
appraachs not B 1 search but 10 the way 1in imict it
interasts wth the othe omponents of griculituaral i sarCl
i develooment .,
| 1 t 0 1 1 T i % = ATIY 0 e t

’ i | =t oy —3 & =

t esan = i = = ! i 1
4 ar = e S ¢ f 1 11 1 '
recogiit e commodl ty s 11 plina A farming = ter oy ams i ekt
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analysis proavided in  the earlier chapters of this document

s the importance of CATIEs wark being associated with the

d planning of rural develepment and with the search for ways

the Center a 7ole beyond that of &2 limited generation and

of technology.

role of nebwork approaches as a way of articulasting

onal efforts (natiocnals regional and internaticnal) deserves

g . Organizing institutional wetworks-(rather than product

raticnalizes avallable rescurce uses focuses better cn

priocrities, and makes the most of the cemparative advantages

ipating institutions. It offers the best instrument avallable

ting the type bpf sustainable development that CATIE s policy
E*e rural development —-focused resaarch outloal also  needs
i) . Like the networking approachs it offers another startegic

CATIE" effort in reseaych and Eraining actually

Thas

second

#
L
il
<
1
—
n
(R

cte the rura ment proce approach

in
]

2 he level takes CATIE s different activities and fits thea
tegether in a multidisciplinary effort (products. disciplines)

or designing regional o a: 23 changes within the frameworl
iresnsnts fTo = teainables al developmerti fhis bec =

. LEW S0 0 = |—~=i-‘f vt 1% r1det et ti g f 1ate i
R T 1 - feetds 1nhe - | FyECl

gction by STITE It widl start from S0 Griate 1 ard LHes s
nlannifgs ONE hat ECLOni sE space and time interacticnss to
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1n
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design production alternatives that actuslly solve ex

o

problems. At this level, technolegy generation emphasizes
critical cemponents of production systems while research also

examines conditions for their transfer (through extrapolation

and simelation models) .

The second level addresses the need for linkage with other

development agencies 1{research, extension, plannings credit,

marketing and others) so  that new production alternatives may

have an impact on rural development. CATIE is in a position to

play a major vole in awding ceocrdinaticon among agricultural

crganizaticns of its membar countries. Communication improves

countries join with CATIE in plamming thoir strategic

for the n

fU

¥t ten VEATS , Aoctualilys the

il
=]

i
i

consultative mesting with Hesber Countries (workshop-se:
cies for Agricultural Ressarch and Development — Novembers
1984) zttended by National Directors of Flamnning, Ressairch and
from these

Extension agencies countries, suggested that these

direct

0

5 inte national committeses., CATIE would then

i

prganize

consutlt wath

these on & regular

il

o
-
it

ts activities within & rural development approach.

=
o
o
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together

anchor the Developnent of 1hen
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In order to translate the preceeding intoc an gperaticnal strategy
it is necessary to examine separately CATIEs activities in the fields

cf technical assistance, training and résearch.

CATIE s geographical mandate is not identical for each of these
activities. It provides training, albeit with a Central American and
Dominican FRepublic bias, fTor students froem throughout Latin America.
In contrast to this its technical assistance role is conducted almost
entirely in Central America. Research activities are conducted orly in

Central Amaricaas z1lthough many of the findings are applicable to
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In regérd to iﬁs potential reole in technical assistances CATIE
will seek to ensure the best pnésible use of its limited resources by
concentrating efforts in clearly necessacy fields that may show 2
defined impact. With respect to Latin America as a whole, the Center
recognizes  that most countries already have relatively developed
research and ntension systems. In areas already coevered by these
systems CATIE will not provide technical assistance. On the other
hand, the Center may be a unigue repository of knowledge and skills in
some fields of its natural rescurce programs where no comparsble
structures and experiences are available eslsewhere 1in the continent.
This 18 particularly relevant for scms countries which have limited
tropical zones ard no Cepabilitiss in the management of tropical
1 esources. DOutside of fields where 1t may constitute a unigue provider
af krnow-hows, CATIE will restrict i1tse ackivities to Central America and
the Dominican Republic, In order to evoid duplication with CARDI and
other instituticors, CATIE will not usually work in the english speaking
countyies of the Caribbean, unlieess specifically regquested to do so and

in cooperaticn with thess institutions.

TRAIMING

In skrict contrast tee the fechnical assistance piogram, the
training strateny for the naext decade proposes  that the training
5 A should ontipue = ¢ 3 atzn American nandate Flsz

o he 5] e i this progr ams particulariy f o postgradusts
Eraimiinge will mean that CATIE is able to offer many mare trataang
cpporturnities, 1t 15 considered that such cpportunities are likely to
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exceed the demand in Central Americay; and that the impact  and
effectiveness of the training program would be optimized by cpening 1t
up to all of Latin Americas with particular preference being given to
candidates from the tropics, since elsewhere this plan propgses that
CATIE:Q research activities and teaching curriculum would concentrate
o the tropics. Broadening the training program to include scientists

from throughout Latin America is alsc impeortant in the context of the

Junta Interamericana being an impor tant co-sponscr -of CATIE.

RESEARCH

I the ares of researchs CATIE proposes that its activities will
te conducted in the Central American region but it i1s anticipated that
network  links will be estabhlished and maintained with research

instituticns ocutside of this region.

The whole focus of the future research strategy is based upon a
nesd to concentrate activities and rescurces as much as pessible in a
limited rumber of clearly identifiable pricrity areas 1n which CATIE
will pperate on a multidisciplinary basis. The plan proposes a

continuation of +the present policy whereby 75% of the scientific gtaff

will be located at Turrialbas with the remalnder bhesed in other
countrias. From the management standpeint, as well as in the context
of an in-depth philoscphys 1t 1s proposed that cutposted recearch staff
should be restricted toc the six regienal countries that provide suppoirt
to CATIE. o - i= considered logistically impractical to base staff

other countries. =21ither at the present Eime o 1 Eine foressazabla
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contents CATIE s research will continue to

not a development institution but is one that

and training for development. i1t will seek to

technoliogy in the context of rural develocpment by

can be used directly by farmers.

most of the farmers. not only in Central America,

are owners or tenants of very small land

of capitals CATIE’s research philocsophy places

costs for the risk-averting small

productivity. Future research will

farming systems cpproach with especial emphasis

on components or areas critical for development.

and rescurces permit it to take a long term

it possible for CATIE to take the lead

researchy particularly in relation teo

for which the only established research in the

that conducted by CATIE.

Ehe IARCs. CATIE daes not conceive 1its role as

=station serving as an intermediary between the

I IL'li_:_"

T

Father CATIE will establish a direct network

IA4RCs where this appears app!

both sustainable

= proaduct ion AN manag

allowing For agricultural modernd

theirr integrated and mational usage (new
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production systems that are highly productive while ecologically safed.
This will reguire long term research of a basic nature. It will also
call for joint efforts with institutions engaged in this kind of

research such as universities in developed countries.

Indeed networking will be a prime thrust of CATIE"s future
research program in both its priovity areas and elsewhere. The same
applies to its educaticonal network. -I# is clearly an area in which
CATIE can capitalize on i1ts training and éonference facilities to offer

a strong legistical backup to the research program. .

Through the approach described above and the programs detailed
later in this chapters CATIE ss=ks to preserve its unigue Inter-
American character and to becoms a clearly visible entity as a Centes

of Excellence for research and training in its mandated tasks.

= The future size of CATIE

In order to transfer the propoesed strategy inte a work pirogram it

is necessary to provide a target for the future size for CATIE, in

terms of both professional staff and tetal budget. It- i alst
necessary to define a core budget target. This is sspecially important

hecause insufficient core budgets along with strong reliance on project

fundings has proved to be a key institutional limitation in past yeau
CATIE underwent & financial ciisis in 1980 which was followed

B i ~ad justment and r f nmazakip But =it =

agqoressive polic ot pnroject developmsnt has led to a p il Tallls

growih . fhas unsven pattern of the past means that projections of

future growth based on pas trends need to be interpreted carefully:
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thus for planning purposes at CATIE cther consideraticons have had to be
taken into account in order to set some form of qdéntitative targets

Tor 17964,

Such targets veed te  take into account the humans physical and
financial rescurces likely to be reguired. This is fairly readily done
in the case of physical rescurces where a master plan has already been
drawn up for the next ten years. This plan postulates a caﬁital
development budget of US$21 millicny one third of which has already

beern made available by a grant from USAID.

This physical plan also includes a manpower target of 200
professzicnals located at Turrialba in 1926, This number is based on a

combination of trend analysiss training needs and plammed physical

TESHUrCES. 1t represents a growth of approdimately 4.3 percent per
apram in professicnal manpower, starting in 1984. This is a much lower

overall growth than that cbtained in the periced 1980 to 1984 but is one

that 1e considered rexlistic for the pericd until 1996.

During recent years 20 to 30% of the total professicnal staff have

been based away from Turrialba and the plan assumes that in futurs this

Ji

d -7 =

percentage will be of same order of magnitude and that the total staff

21

at the end of the plan peried will be 200 at Turrialba and &0

i '3';'. i
Within ©h tokal poel of 260 professiconals the plan postulates that
Eh L % .=haf n b 3y t = r and nroject taft malkanmg
t (13 ¥ 5 This presaitts ] imcrease froam
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tf a deliberate strategy Ho increasg  the core component of the human

raéuurce péml (Table 5). It impllies that the majoer part of the growth

wf CATIE duﬁiﬁg the plan pariﬁdlwillvbe"atitihutablé to a larger core

-‘buggébfwith'Aprmjéct funds only gpn&kibu$iﬁgimarg1nallyu Whilat such a

growth in’ core will net be exsy to-achieve.it is. sesn as a fundamental

gual towards putting CATIE on a souder.lobg term focting., A grant from

[

- USAID/ROCAP has &lceady been provided, to | enable CATIE @ to. obtain

- PR

professiconal Advicde' with respett to furid.raisiog sctivities., 2.

;; C It is presibhle to use thaﬁé MATONEN taréats to help build up a
buéget targat’ for 19946, since in vecent yvears manpowess has constituied
abput S8%- of the botal budget- and this figure 'z g4pected to remain
Fairly cénﬁtaﬁt in the fTubturs, Using current costs of CATIE staff of
warious coategoriss, Tehlie & indicates that persoconsl cerets cen ke
erpecied to dovble bedween 1934 and 19%46 using the staTfivng patiesra of
Teable 3. This implisrs a peErsonnel budget of Uosl) millien 1o 1976, ITF
this rematns eguivalesnt to Z8Y of the ftotal 1726 budget the latter can
Be derzved to e of the oeoders of USBLS ailliocn (&t current prices).

This Tigure gives a | reascnably geod it waith an ertrapolated trend of

the last Tew yvears. during shich tise dthe budget has been growing at a’

Tavrly stexdy rate {disregerding =2 bilg rise in 1986 due to zevera

}.EH’"‘;}E‘ Tt pr‘{:tjEE'tS}‘,
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PROFESSIONAL STAFF OF CATIE 19801994

- - T JanN JFAN “IAM .
-CATEGORY - ivgo - 1984 1986 7 19946%
International &0 Lol &0 100
Naticnal az EARLE 110 160
TOTAL 7 150 170 24&0
Cog-e funded 24 £+ 30 130
Procject Tunded 73 11 120 130
TOTAL E 1500 170 g
% at Twrialba &3 77 73 I
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TARLE &
C . PERSOMNEL COSTS AT CATIE 19B0-1994 i -
- e (Miilien USH) - i - ' - »
o 1980 1584 19896 19962 19943 __ T
Tetal cperating costs o 2.9 . 2.4 (2.0 iQ,QT1u:3§:§ .
FPerscamel costs (38% of totall © | S.1 7 8.3 6ib. Et;.‘z_’i';,(rr_;_:- L ERLTF
Irternaticnal Professional-{at $45000-. - - .
zach? ’ T oL 20D 2.2 2.7 4.5 a.1
Maticnal Frofsssicnal {at %5000 ®ach)- - 0.3 9.9 ia0 1.4 2.5
Support Staff/Conzultants ) 2.5 2.8 B.9 0 8.1 2,1
Totel Perecons]l Costs Z.1 5.5 a.d 1.0 2.7
Cure Btalf 2.3 2.4 2.8 5.5 z.a’
Froject bbafy 2.8 3.1 3.8 = .5 F.8
TOTAL FERSOMMEL. C08TS 3.1 D A.8  11.9 19.7

i Esmtimated
2 FProyectesd a2k 12856 porces
3 Frojgected at curvent prices azuming & &% curvency demreciraltion rete
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P e— A ot el W

‘ o : L - ;~'~:w_ S &3
| o “ THE;Z 7
“ ‘ . CDNéDL;ﬁﬁTED [MCOME OF CATIE 1750-199&
- Lo Mitlicon WUSSEY . .
T T T e
;;;gréjcaféfi" T' ) fﬁ Enjj——f;a.g R o _,?:8 - 1600

Project cverheads L. 0.7 0.6 < vo1:0 T 87 3.0

Total core 3.0 3.5 4,50 TG 17.0
Frojesct income 5.0 5.9 8.0 9.5 17.0
Total incoms ‘ 8.0 b iz.g 19,0 34 .0

Secure core as
Y tokal 29 31U RAY A L1y

} E=stimate

2 Fyojection bassd on trend analysise Tor btotsl ancome and targesd Tor core
J
of an additicnxl UBS%E millaicans at 1784 prices

3 Samz as previous projectioy but at current prices assuming & oW cwrrEncy
depreciation
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In projecting the magnitude of the core contribution to the total
budget in 1996 the Ten Year Flan sets a target of having S0% of total
costs as being derived from core in 19946 as appoaéq to 33% in 1986
({Table &). In terms of overall core this means that the secure core
contribution will have te rise from US$3.0 m 1in 198646 to US%7.8 m in
1996 an increase of nearly LSS m. In the above context secuire core is
defined as the IICA and country contributicns, service charges and

product sales. This income has to be separated from preoject cverheads

which can vary widely from year to year and are projected to grow only
modestly in the plan pericd. Currently cverheads average 9.5%4 on total
praject costs, This Ffigure is well below thes 18% +that is normally

provided teo the CRIAR Centers. The due to the fact that

{]
L
-
pae
(tm}
=
in
(]
4l

certa in projects at CATIE do not provide any overheads. CATIE will
endeaveur to aveoid participation in such projecte in the future. An

increase in the av

1]

rage overhead figure ta 18% would almost double this
compen=nt of the budgest. But even this sum would not avoid 2

significant rise in the reguirement Tor Secure core - in 19956.

In additicn to the opevaticonal budget there is a reguirement at
CATIE for additional funding for capital development during the 19
vears of the plan. This is spelt cut 1n considerable detall in CATIE s

physical development plan and in the architects drawings associated

with 1t. The comprehensive physical development plan calls for a bot:

ynvestment approximately USHE1 million which s the sum necess=al L
upgy ads sl l thiea facilibies, including addt Fional student accomosds
and housings so that CATIE will he =hle bo adequately accomodate

Turvialba a pyrofessianal statf of 200 plus 300 graduate students.




o
t

The first tranche of funding for the implementation of this plan
has been provided in a USAID grant of-7 million dellars for the period
1985 to -19%91. The funding mechanism is such that a potential exists
for a second tranche of funding to be provided during the period
cemmencing in  1992. Thus the operational proposals made earlier in
this chapter are consistent with the potential for physical

development.

e The allocaticn of manpower yesources

For the next decade a specific strategy 1s proposed Tor the
allccation of mEnNpower  resowrces between research.s training and

technical assaizstance. In chapter VII a mechanism for implementing this

strategy 1s indicated. The strategy proposed in the plan i1is that.
aftter allowing Tor 154 of the total rescurces toc  be devoted to
directions admimistration and support functions {such as plaming.
information and communication services)s the residual 85% of resouwrcess
both Tinancial and humans would be allocated thuss: research SO%
training 404, technical assistance 10%4.

i terms of man yesr eguivalents available each YEAT s these
figures represent approximately 40 for administration and supporty 110
far researchs 88 foy training and 22 for technical assistance (Table




AVAILABLE

TABLE 8

A . MANPOWER UTILIZATION PLAMS FOR 1994

" L)
Total professiocnal staff i 260 {(1900)
Directions Administration and Support 40 {13)
Professional staff for research, training and

Technical Asistance 220
of which S0% input to research 110 (42)
40% input to training aa (34)
10% ivput to technical
assistance 2 oY

- TECHNICAL ASSISTANMCE

. The concept of a defined input Lo technical assistance activities
represents an innovaticon at CATIE. it 1s based upon the fact that
during recent years CATIE s research and {raining activities have beer
consideraebly disrupted by the repeated demands made on the Center to
provide techncial assistance; often at short notice., Fhe value of the
seTvices provided is not always apparent and once it is recoonized that
CATIE is mandatsd to provide technical azssistance & Lts  menbe;
governments it must alsc be recegnized that recurrent calls for "fire
hirigade" visits do conflict with CATIE'=s being able to fulfill the
snbher two —cmponente of  1ts mandate. namely research wnd - training

» fithowt adegrate inpuks in these twe fields CATIE 1s unlikely to mast

" ks goal . =l lenc in eithe o both of them ; 4 F oG REE
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equivalent to 190% of the time of its scientific staff. This 10% ceiling
on technical assistance refers only te the coemponent formally alloca?ed
to it. Actually the real allccation will be larger. Many research
projects, especially those ocutside of Turrialba, actually invalve the
provision of technical assistance under cther names. Likewise. much
trainings especially short  term training, amounts to technical

assistance.
TRAINING

The =econd major program thrust is in training, where the proposed
strategy seeks to build upon the existing strengths of CATIE while
overcaming current weaknesses. The plan recognizes the need to enswe
continity and stability of teaching staff at CATIE, first in core

teaching areas ang CcOourse

ul

reguired of all studentss and to create a

.

critical mass of teaching/ressarch faculty in the specialized aresas of

1]
o
m

the depai tment. The strategy 1 estahlish a strong base for the
graduate program which would complement existing and future project
finenced research and personmel sllow for the gradual improvement of

the quality of instruction,; improve faculty-student contact in courses

ands during the thesis preparatlion phase, provide an  envirenmant at

CATIE that would stimulate the estahlishment of effective and
substantive linksges with natienal and international agricultural
reesarch and sducaticnal institutions, and thus provide a base for a
further sion of t ducation agy an

[+ C e eed 1 e wrentls t riar e Fe
facilitie=s and equipmant that form an integral part of the o fitate

Programs such as faculty and =student FousinQs classyroom  and affice
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spacey laboratory equipment and field experiment stations. These

improvements will complement research project activities and support

the CATIE short-courses/specialization program.

A further gocal of the Ten Year Plan is to improve the cverall
administration of the graduate and other training programs at CATIE in

the areas of admissions, student life and alumni affairs.

During the period of the plan CATIE will seek to support the
establishm=nt and maintenance of 1inkages with national and
international agricultural instituticns which will enable the graduate
program  te benefit from the inteirchange of ideas on technology
developments and emerging agricultural preblems of the region. This
retworking approachs one of the imiovations proposed by the plans. 1s

discussed further shead.

The proposed manpower allocation for training by th
nlan is 88 man year equivalents per year of which 22 would be full time
staff of the Training Department. The main thrust of this input is for
the graduate training programs particularly the M.S pregram (and the
nropesed new FPh.D. program which is ecutlinad later in this chapter).

In the Ten Year Flan half of the training rescurces are allocated to

graduste tyaining and half to short courses and other activities (Table
= 'nsofar as the graduate training program is concerned the plan has
=i = B Ees o7 wim B 4 fid of the plan ps
net ie linked to the Higher Educatior Procject suppor te
LISATR, whach will provide much of the funds and facilities nesded




Within this framework, the 44 staff years devoted annually to

‘l
raduate training represent a staff/student ratic of 1:6.8 which 1is
g considered appropriate in terms of a training program with a high
thesis research element.
! TARLE @ i
: TRAINING PROGRAM MANFOWER FPLANS FOR 19%6
Manpower avallable 88 man years?
of which: Half for short courses etc. 44 man years
. Half for graduate program. 44 man years
Total number of postgraduate students on hand 300
Staff student ratic for graduate training b
L]
i Of which 22 (P5%) would be persconnel from the training program and
&h LTRA) wonld represent time allcoccations from CATIE staff in other
departments.
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MANPOWER FLANS FDOR 1996

Total manpower available

of which:

30% for Matural Resources Department

30% for Animal Production Department

40% for Crop Production Department

110 man years
44 man years

33 man years

33 man years

RESEARCH

The third

equivalents

departmants undsrtaking
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for which 110 man vears
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the past from a shortage

see Table 2) which has
research programs The
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departments 88 would be in Crop Freduction and &6 each in the cother
0 . ‘///

Hith S04 of the rescurces being allocated to research the
respective departmental 1inputs to research would be eguivalent to 44,

33 and 33 man years eguivalents avnually. Feseairrch time would be

monitored against these goals as explained later in chapter VII.

A major innovation proposed in the plan for the research program
is that a specific part of the total research effort would be assigned
to @ select number of long terms in-depth research programs. It is
intended that each of these programs would have sufficient manpowsr to
permit  a large  enocugh effort <o bhe made to enable bicad

mualtidisciplinary teams to tackle these pricrity areas in depth.

The additicnsl workload would be met by the propossd build wvp in

taff and would not necessarily

L

be at the expense of existing programs.

3lthough some of thes

M

might need to be reduced in scale. Houever sy the
broad based nature of the training program necessitates that CATIE
retain competernce on a very bread fronts even though research in depth

iz only feasible in celected areas.

& The orioriti=ss for action

This section discusses operatiocnmal pricritiss for the naxt bten years,
Irv trainin thics 1ave lves xpanding the graduate progran 125
students and 2ral st AAties o diversifty I : iectora

program un the =econd (LAY MCJ LS Y 1 T LT g = 11 the manoenent uk|
3y acul tural v e2search 3yl developmant . courses on agireul tural

developmemnt problems 1N PEIGTIty  areas, antd one—vear cpetlalist
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cour ses. It alsc invelves a nedw stress on networking. In research it
ircludes, the definition of =elected pricritys. in-depth areas in which
the Center proposes to concentrate its research efforts. In technical
assistance it involves providing guidance to the countries on request

whilst at the same time not deing this in 2 way that disrupts research

and training commitaments.
TRAINING DEPARTMENT

The training program has recently redefined its short term goals
in response to an exhaustive sxternal review. It has proposed that 1t
build up the number of new M.S. trainees from the current 33 to 150 per
year by the end of the plan, that 1t introduce a ocne-year course in
specialist training. that it expand its shert term course program and

that 1t introduce measures tc maintain Yink

mn

and provide further

egucation for former M.S. trainees.

Besides new training activities. this program  introducess as 3
major immovation, an emphasis on networking. Thus it will develeaj
newly agreed upcn academic network bringing together 2o regional
universities with which CATIE will play a central rola. Fhvouagh this

netwark the Center will broaden the scope of both its training and iis

resesrch. CATIE alsc has agreements with 15 universities cutside of
the regiton  amd this will increase the scope of the tTraining program

trailuwing to FR.D. level, commEnsing in vear Tive aof the plan. This
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will necessitate extensive consultations to define which institution
{possibly CATIE itself) awards the degree. PBut given the size of the
staff {(especially thoese at the Fh.D. level) alreadyﬁprezent at CATIE,
the excellence of the library facilities and the stensive lands
available for field research. it would appear to be essential to
upgrade to the Fh.D. level if the use of CATIE s resocurces is to be

cptimized in the interest of the regiocn. Thus the Plan sets a target

for CATIE to grvaduate a total of 30 Ph.D.’s by 19%4&.

The second inncvative approach  propoesed for the training pregram
is related to the broadening of its scope to include M.S5’s majoring in
new activities such as socio—economic and rtural development. in
addition a new M.S. in the mansgement of agricoltural research and
development programs f(hopefully deing this in conjunction with IICA).
Currently many CATIE gr aduate trainses are invelved part cr full time
ion even before they come toe CATIE, and within five vears
ocf completing their M.S. vivtually all of them are invalved, to a
significant part of their times in administration.

Imumarable reports have identified instituticonal fragility and

poor management =as key constraints to agricultural develepment in the
TEQ Lo, This wi1ll not be corrected purely by training more scientific
specialists to. the M.S.  or even the Ph.D. tevel. Hut the situation
cowld he relpaed by providing a vear of higher agricultural training
& ' 1 s 3 thesis vears but by a yvear of 1 SE b oand case
¢ t R ; an M.t the administy a I managensnt of

&0 1Y = and de Lo nt
1g adean f c CRTIE= past ressarch expsrisnce the M.S5. waowld

Streas a4 farming systems approach in arder to show how  technology
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generation arnd transfer fit intoc the broader process of develocpment and
relate to it. %uch a program will take time to develop and i1t is
proposed that 1t should not be initiated until the second guinguennium
of the the Ten Year Flan. By thice time CATIE is expected to have
developed much more expertise in areas such as planning. svaluations
management of . financial and informaticn systems, computer use,

ceunmunicaticns etc.s all of which are adjuncts to the proposed new

research strategy {(see Chapter VII).

In additicny two cther initiatives will complement the above.
Firsts CATIE’s rvegular curricula feor the M.5. and Fh.D. level «xill

include at least cne required course on research management and the

possibility of credits through other ocptional course or case study
orograms . Seconds CATIE will endeavour to offer at least cnce a vears
a short intensive course or sSanina o specific mansgemsnt elatad

problems.

A clea imnaovation throughout all trainin will inivinlve its
3 g

articulation with research and with the instituticnal gozl of aiding

develaopment. Thus training cowrses will include compoveEnts on Ehe

pature of agricultural development using a farming systems approach =as

3 conzseptual means fer linking t=chnology genervation and bvansfer wath

deve lonment The variocus programs. especially at the graduate lev=l

Al 1l Imc Led xt lLeast o2 Ccourse sy development a7 agi- 1oyl tuy
= e
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The intreduction of priority, in-depth programs by the technical
departments is perhaps the biggest cverall innovation propesed in the
Ten Year FPlan. It is suggested that these pricrity areas-ﬁe discrete
an& well defined and that they should have guantifiable objectives
which can be readily evaluated. Az a guideline 1t is proposed that

about S50% of the research working in each major program of the

technical departments should be alloccated to the pricority areas.

The pricrity areas list does not include farming systems resesarch
as a priority area in itself. A clarification is in order here: CATIE
considers its farming systems program & & primary resource  and
activity since its approach and mathodology permeate the wheole of the
researchys training and technical assistance activities, In this sense

it has the naturse of a priority program although not one included in

the formally designated research areas as such . These areas are
conponsnts Tor research. although regayded by CATIE within the context

ef production systems 1in the region.

CRO® FRODUCTION DERPARTMENT

The departmente future program will foous 10 d areas:
1 Crops where high technology is required - coffee, cacac and
plantains. These three crops arge the pricrity area topics a1n this
eégram and CATIE wall zssign a specific tes i t The first tua are
IFEAS wher g E hia neiderable 2upe = ! 2 Arpertant expoi
crops 1n the 183100 Flantains AT an 11 - bant food ] 1 tl

grport potential. Research on these 3 croeps will range from genetic
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improvement through to the components of production systems and will

utilize S0% of the department’s core rescurces.

(e Crops where complementary technology is needed-these consist

of basic féod crops such as ricey, corny beansy sorghum and cassava.
The Internaticnal Agricultural Research Centers are actively engaged in
research on these cropss but their emphasis 1is mainly on genetic
improvement whereas CATIE identifies its role as that of conducting
complementary research in areas such asrplant protection and socilss in
order to facilitate the introduction and diffusion of improved genatic
material in thes r=2gion. This program is expecied to utilise 25% of the
departmants core vesouwrces. Because of its breadth and the nead ta
serve the regiocn ia the wide range of commodities it will concentrate

efforts on eritical componsnts such as soilss plant protections and the

(3]
-
n
1
1
[}
it
!
8
™
£
ot
r
i

I information for technology transfer.

I
m
-
it
o
-

s Crops where some basic technolegy is nesded — these

fruits and vegstables, especially ones that may have an ezport

potential. CATIE possesses a sizeable Germ Plasm Bank for these

chancdities and for boeth them and perermnial crops has an actlive
cultwre progry am. [t is anticipated that duiring the decade this program

will move in the directicon of bictechnology with particular emphasis on

the uss o f non—convenbional breeding technique=s fTor peremmials. fhus
ol ST esoureess uwhilized by this programs which i= GoEf Qs ¢

TR % . itself, will serve the coffes, cacat snd platauo
oGO S E OElng cerct s i1t hather b large! eglected

fruits and eactahiles,
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ANIMAL FPRODUCTION DEPARTMENT

This department’s future program which has already beean
cperaticnalized;has two major and twe minoer thrusts with the first two
containing pricrity activities which utilize about half ot the total

staff program:

G FPastures and forages. This is a multidisciplinary program

which will include studies on agronomy: disease and pest resistences
nutritive value; germplasm: and se=d production and processing.  The
programs which will utilize 40% of the department’s resources will also
devote =2fforts to developing better systems of pasture management in
crder to evaluate the productivily of pastures in terms of animal

production.

= Tropical cattle. This cngoling progiram i1s based on studies of
dual purposs cattle whose importance in  the region has besh noted in

Chapter IV. Future activities will include work on genetic i1mprovement
with emphasis on milk and meat productien; developing feeding systems

which cptimise the use of local resources of  low opportunity costs

improving reproductive efficiency; developing herd heslth systems and

improving technigues for processing and wutilizing milk and meat.

Oveirall this pregram will utilize 40

Y

% of the department’ s resources.

= SwlneE procuction. Triie third programs a nEW one il aril
1Oy} vt e degay tagnt’s asourCces atwd will be Ci ernad wltkh Sl NS
prduc T - &l th i be . on "he f Lt

evaluation of local feed socurces that can substitute  foo impo bed
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roducts. Supporting activities will include research on enetic
B

improvement: health paclages and management systems. : :
4. Sheep and goat production. This new program. alse utilizing

10% of the department™s resources will focus on forage and browse
utilization foor sheep and guoats. Like the swine‘ program it will
invelve a range of supporting activities including genetic improvement
and evaluation; envirvonmental adaptationz the development of health
packages:; improvement of production systems; and improving technigues

for the preocessing of caprin2 and ovine procducts and by—products.
DEFARTMENT CF RENEHAEBLE MATURAL RESCOURCES

The department has identified 3 major interlocking program areas.

1. forofoarestry and muitinle vse tresss, This program which 15
erpected C ise S0%  of the departeents ressarch escurces will placs
its emphasils the develooment of sustainable productien  systens
through multiple use trees and agroforestry associations. The program
Wwill unite previously separatsd activities in silviculture and
agroforestry and will have close links with the Crop and Animal
Froduction Depar thm=nts. [+ wWwill Ffovrm the main thrust of the futwe
work in the department.

e, Envivensmtal placiing snd mansgement. This prograa, utilizing
35 oif thE nenar bnents “esearch FEEOUurCes 4111 =2t =]l s LEISUTE

£ = 3 1ab le duct F i o } i i
3] i ' £ r | Wwatad syveteis r ctasm | ement t
Jensy abte nie (] 11 gua s yLarmrng 2 RATIAG LG watershads =

(=N AY i,1‘¢‘|;‘.r};{~'-‘|:: ] et 10
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institutional impacts. The area will integrate work on watersheds and

wildlands.

se 15% of the

.

1 Matural forest silviculture. This area will u

DRNR = core budget. It will emphasize the silviculture and management

of secondary forests: as well ag of primary forests toe a lesser degrees

¥

with the goal of studying their ecolegy for sustained econcomic use.

The area will integrate work on silviculture, wildlands and watersheds.

Sa Scme patterns of change

fhe Ten Year Flan has attemotead to auantity bBoth its financial znd

manpower targets and alesc 1ts woerk orogeasm alleocabions in arder o move
towards a stronger system of evaluation and accountability. The
detalied figuwres presented a3t this stage serve as brosd guidelines aad
will = tc be regularly =v 1 ewad t 1s. howsvery wusefu to 2xa

hese i == 1T eras [ the current programs to gain =i e T }
tvoe of changss at they eoresant Thi= 1s don2 in Table 11

0 B
gl primaril for overheads and ary few funds are available M EOre

r research e =ffects of g Spesytic large projie I anGus
(o il =3 s1lviculture and resource management) are highlighted iy the
tobile wi bl e=peet to the overall rescurce allocatign program ands by
catin this sitressss the neepd for =2 lesssy dependence onn project

=1 ten g tr
T
+ [ v t 1 ] fre ¥ it 1 \ 1 [=m 1




indicates much greater stress on the agroferestry program and in all

==

animal production programs, including the tko new ones. In contrast

Lo this. relatively less emphasis than at prezent is preoposed in annual

crops, agroforestry and resource managemant throwugh the development of
a more bhalanced program strategys with additicnal core funds being used
for this purpose. The final columm of the table suggests that a
critical mass of manpower should be availables even allowing for
technical assistance and training activities,; in each of the piicrity

areas.



CURRENT BUDGET AND MANMFOWER UTILIZATION AND PROFOSED
MANMPDWER A£LILOCATION -IN 1994
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APPEMDI X
METHODOLOGY OF TABLE 11
The ‘first two columns derived from the 19846 budget and the

fellowing two refer to professicnal staff at the begimming of
1986.

The total of 269 man—-years is a tairget for 1996. O0f these 15% are

assumed to be involved in managerial and administrative
responsibilities. The remaining 220 arve split up among research
(S0% = 110)s training (40% = 88) and technical assistance (10% =
23 . All technical asistance and 75% of the teaching load is
assumed based in the three technical departments. This would

imply 198 man—-years in these departments by 1996.

Allacation among departments was assumed toc be 40% = 78 for Crop
Productichns 30D% = 60 for Animal Production and 30% = &0 for DRMR.
Internally within zach department, these amounts were then
zllocated among progyams using projected target percentages ol
core budget use in 19%6.

t column applies the zbove procedure to the 100 man-vears

This 1
== rch .

=
r =X
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vil. IMPLICATIONS OF IMPLEMENTING THE STRATEGY

L Intreduction AVABIESFBLE

The last chapter has soughﬁ to show how CATIE will direct and
cscale i1ts activities during the next 10 years. Froposals include
emphasis on  long term, in-depthy quality ressarch on priority subjects
and the development of the graduate program. In order to bring about
the proposed changes certain new measures will have to be adapted. In
particular there will be a need for access to additional scurces of

funds for n=w governance arrangements capable of supporting the naw

o

mandate:; for the strengthening of certain support activi &

m
il
fu

headoguarters: and for a system of management that introduces the
concept of accountability. This chapter considers the new mEasuress

cited above and necessary for the proposad changes.

i Sovernance

COUNCIL OF DIRECTERS

The current composition ef the Board includes the Ministes of

in

Agriculture from Costa Ricga, ICATs Director General » the Director of

CATIE (ex—officic sscretarv). a representative from a countyry member of

the Inter—-A&merican PBoard of Agriculture (IABA), ocre from outside of
Central (AmeEricas and to representatives diawn Trom bwo  mambed
“suntries of CATIE-——rotated tn & bivearly basis. fhis restricted
— 3 1 ¥ === filll | BEind 4 1 yoe = 1 |
tant fu i EOUrCes Ci o the F 1 Eiy fact vt Boa
= mE2 by ey ars2 appointad g he basis of the pi Eha = ¢ ¢ 4 Hat
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do not remaln long encugh to become sufficiently aguainted with the

institution to make a knowlegeable ;ontributioﬁ_to it.

Recently this vyear; a proposed ammendment to CATIE s chapter has
been initially approved; The new Council of Directors shall be
ﬁompcsed cof one representative from each country of the Central
American Isthmus and the Caribbean that are regular members of CATIE,
two representatives of IICA, one representative of the IABA, and three
non voting specialists in agricultural or velated sciencess designated
by the Council. The Pirector General of CATIE shall be the ex—officic
geciretary of the Councal. All membsi s, except for the representative
cf the IABA =hall hold their positions for three—year teras which may

be renswed for ar additional two years

In order to insure sccesss by CATIE to potential international
donors and funding socwrcess it would grove helpful that representatives

or appointees from major countries in this regard be able to contribute

te policymabking foar the Center. The ammendment currently under way
appears to accept this visew by including appointed specialist mesbers.
Membear countrizs and their representatives will be formslly reguested
to designate s Council members only cutstanding individuals from the
fields of research, graduats training or science and techiology
management leverless, Within the scope of the plan but further ahead,
Ehe al ‘ ’ 1 aak 2xc lude the possibility of further steps 1in this

direct uld future evaluations recommend s
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The curyvent Technical Adviscory Council, doces not function well-and
suffers from twoe serious disadvantages. First, its membership is based
cn political rather than technical considerations; seconds it lacks any
_real respnnéibility in management. The ammeﬁdment proposes toc replace
it with a technical committee composed of S member firom the Council of
Directers including two of the three specialists. CATIE®’s General

Director will be its ex—officic secretary.

The Technical Committee’s mandate would be similar to that of the
Frogram Committess of the CGIAR Centsis. Ite main responsibilities
will be to examine the degree to which policies and strategies set by

the Council for resesarch and technology transfer are met.

ACADEMIC COMMITTE

I

For similar yeasons 2 new Academic Committes will replace, the
current dcademic Councail. This Eommittes will have two kinde of
members: fTirsts thres members of the Council aof Directorsa. and »

second, other representatives, to be described in a By law. As with
the Technical Committes. 1te main responsibilites will include
monitoring, evaluating and advising the Cowungil of Directors and the

Director on  training programs goals and targets aside from other

assigned duties.

CATIE"'s structure In particulars L7 Will be nRrcessSary

strong support UFEEs . 18 L the, area oy planning and . evaluaticiis
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communications and computer use. This proposal entails some degree of
centralization which is propased in ;he context of the findings of a
number of recent evaluations which have suggested that the degrees of
autonomy possessed by the technical departments has acted as  an
impediment toc past proagress. 1t is proposed that these support units

respond directly toc the Director and/ocr his Deputies.

REINFORCING THE DIRECTOR"s OFFICE

The interdepartmental nature of a number of the prierity areas
identified for future research calls for a higher degree of direction
and coordination from a level above of that of individual departments.
A4 possibility that will be explored invelves creating the position of

Deputy Director for Research. The position would be filled by an

cutstanding sci=sntist with managerial capabilitiss who wounld be
entrusted with aiding the Dirvector in coordinmating and managing Ches
entire research enterprise at CATIE. This would not in any way

infringe upon  the technical direction pof scientific activities but
would meann that the Deputy Director for Research play an active rol in

ensucring that preogram activities are consistent with plan priorities.

PLAMMIMG aND EVALUATION

S they preposed change invol ves creating =] Flanning and
Eveltiabion bnit sttached to it This wiil be a small urit with *the
L ime =} o ensuring that top inanagemant be provided with up to—date
Format i o7 1 the 1mp i abion progress a per formance f.
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with updating the plan every 3 vyears and, in the nineth vear of the

pfan, with preparing a draft for a new FPlan.

These activities will require cooperaticn with the Administration
and with the Computer Unit in developing appropriate information
packages relating to the planning: monitoring and evaluation functions.
The Planning Unit will also have the task of screening project
proposals. both those initiated by donors and also ones developed by
CATIE s technical departments. Screening mechanisms are necessary to
ensure that project proposals are consistent with the Ten—Year-Flan and
its priorities. Frojects that are inconsistent with the cbjectives of
the plan will need to be modified or rejected and will not be accepted

17 future [Z!‘,i'r"‘fl‘je" FEER their overhead component.

COMMUNICATICNS
A ew central Communications Unit responsible directly i
Director is considered essential to strengthen both the gquality and the

guantity of CATIE’'s informaticon and communications outputs, on the ons

hands and its permanent links with users and asscrciated instituticons.
az wall 2= internally. amtng &1l its operational unitss on the cthes
Fard .« Orme of the prime means of servicing CATIE®s clisnt counbries
ag AR in Central Americae but alsc in sthey Latin Amevican countiries
¥ - ATT +1 Wisiq t1 IAERG/IICA contiributirc ) = | O 11
t e [ intToy tx s ={n) = by e
=d = 1 th spprofr - I t te ]
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CATIE will undertake the productien of media and suppoarting
materials for instructional purposes both for its graduate programs and
for training professionals: technicians and extension workers. It will
emphasize regional programs with a broad cové}age that seek to improve
production practices among smell @and medium sized farmers. Other
activities will include monitoring and evaluating communication
activities and materials in order that assessment of their impact and
efficiency may provide feedback into new‘gesign and production efforts.

There is aIEQ a need for CATIE =scientists to publish formal papers
in peer review journals. Material for internal publication will be
submitted toc a central Editorial Committes and the Communicaticons Unit
will have the task of editing centrally all materials for publication.
fthis 1= considerad necessary to upgrade the guality of publications and

tu ensur

]

more selectivity., Farticular emphasis will be given to

raising both the nusber and the guality of publications by CATIE staff

iy

inn *Turyvizlba’s a readily acce=zibie  journal which already has

i1

international reputation and which will be jointly edited with IICA.

COMPUTER USE
Durimg the Flan CATIE will give perticular attention to developing
managemsnt informaticom systems . Hhili=z mach anformaticon might be

gathered snd processed using micrecomputeirs, the Computer Unite will be

charged with organizing and supporting the necessary tschnical build up
as well as with consolidating N integrating 1% results. Th=
computer Unit will guide and svppon t the procsss of regularly preducing
infarmation o CATIE'S 2=, particuiay terms of manpoway svd
finance, with respect tc vilabily and cucrent status., It will alsc

develop systems for producing "egular, statys reports opn both projects
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and programs. CATIE will endeavour toc be at the forefront of
technology with respect to management information systems for research
and training. it is cnnside;ed.easential that this task be treated as
a high priority in order that tﬁe necessary in-house expertise may be
developed so¢ that CATIE can embark upen its plan of offering training

in agricultural administration and management during the second half of

the plan period.

This will not be the only task of the Computer Unit. It will also
be responsible for providing- cverall advice in relation toc CATIE®s
computer strategy. CATIE presently has a main frame computer which has

permrtited the Center to carry cout =23 range of many requirements for

informstion and processing. Witheut igrnoring thes perhapss permanent
need for a3 main framey, in order to integrate information and have
greater capability, CATIE uwrgently nesds to benefit from 1escent
developments it microcomputers which offer greatly expanded
cepabilities and applications at low costs. he Center:has recently

acquired abcocut 30 microcomputers and is well on the way to being at the
forefront of microcomputer use in the region. The nature of the

rogram of  this tnit =suggests that 1t shouwld report directly te the
prog . Y

FAY

DeEputy Director {(Sdministration).

In recent years CATIE hes been developing an integrated approsch
te :gional problems atidy specially thirough 1its capabilities I
prodd - i svstems ., The bhest way of consclidating these resou ca 1 S
presently wnder study and eventiially they might become a2 supporting

uritt  Fo instituticonalizing CATIE’ s wmultidisciplinary and integrated
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approaach. This vyear the Center has taken a step towards such
institutionalization by creating the Frogram Development of Integrated
Production Systems (DIFS). The program will carry ocut joint activities.
with technical departments and help te implement the concept, discussed
in previocus chapters, of research focused on rural development.

&4, Frogiram Budgeting

Reference has already been made to the nesd for developing

appropriate management information systems as an essential part of the

n2w strategy. A key feature of such systems will involve refining and
developing the concept of program budgeting already partially

implemented, whereby a close link is established betwsen the budget and
the program of work, . and the latter is tied in closely with the plan
targets. This will also make it possible to introduce the concept of

arcountability in terms of programs and scisntists 10 relation to

CATIE=s geals.

An impo-tant stage in this piocess will be that all ocrofessional
staff will be expected te record their inputs to different activities=s,

Thus the Resesarch Director’s office will be able to maintain an vp—to-

date summary of the distribution of the CATIE work efforts in relatian

ta those proposed i the shtyategy put forward ity Chapter VI of this
report. This is considered tc be essential in order to properly

moniitoy the inputs to the various progirams.

Ancther arga  in which & more rigid system will be imposed relates
to resesrch protocols, Bafore any research 1s embarksd upon duivgg the
F e ] 1111 be based ur } prakosod Hat heasn & d ¢

biometrictan i the Computea Unit ang also A SOCLC conamist 1in

the appropriate techinical department. khere or when such centralized
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endor sements are not feasible or practicals the Research Director’s
office will specifv-an alternate but equivalent procedure. Thus,
before the leader for any research pquect receives a budget for the
project it will have to be cleared for both its methodological

goundness and 1ts soccic—economic relevance.

It is alse intended that changes will be made within the area of
research leadership. In this context all projects will, in future, be
specifically designated to a department and the project leader,
irrespective of the sources of funding of the project, will be strictly
accountable te the leades of the technical department in which the
project is locateds THe leader of each technical department will be

expected either to take personnsl leadership or to allocate leade; ship

st each of the pricrity areas in his department. Thusy even if
zeveral projects stuppor ted by different doncos are asspciated with a
specific resesarch nriarity areas there will b= one DEr SO0 17 the

departmant whae has overall charge of ceoerdinating research activities

i
2
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This will 2lsc mEan staff from different departiments are

o rig together on ane  piriovid area the designated leader for that
priartts Qe 27 11 hav feecis100 making authority regarding the
C S GOr = of all 2 T g scientists workilng 17 that A B

the e . 1511 - A= | = \ 5 11 A sl s )
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introduce a _considerable degree of responsibility without in any way

diminishing the roles of .the heads of the technical departments.

~The same treatment will apﬁly to farming systems projects which
involve several departments but where a single cne has the largest
role. Where the role of each department is  fairly balanced, the
project might be assigned to the systems unit (or department) with a

coordinator accountable to the systems head.

The plan postulates that by the mid 1990%s there will be some 60

@)
N b
-
bemt
im

staff ocutposted in countries of the rs=gion. It has alre=ady been
found practical to appoint a country leader in countries with a large
CATIE Tield program and this policy will be continued. Inscfar a2z is

—
¥
}=

fl

7

s ible countrv lIeaders o gyvepresentatives will  work in close

L
{
I

collaboration with 11CA and. whieg) 2 possibles this will Be donse by

sharing rescuvces without i1n any way diminishing CATIE s autonomy. The
Center will designate a coordinator rvesponsible Tor all o f | S

cperational linkages with LICA in the regilon.

D Human Hesourcs=s

The implemsntation of the plan will necessitate the developmsnt of
a structured manpower developsent policy at CATIE. Future recruitment

will pay particular attenticon &5 the fect That most

{11 b reguired to participate 3 3 irig as well as - =rn =and
M 4 E ~E ac b1 vl Th will  obwvicu MirE ]
ferent pattern ol work Fe =ach  post but Future recriutl tment wil

halke accouirt of the n2ed oy alanced etrengthz 1n all areas i1n which
CA&TIE has traimang peponsibi Ll Ties In corder to do this« both new and
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existing staff will require clear job descriptions which lay cut all of
the responsibilities in the incumbents field of activity even though

this may present problems in the case of scme project staff.

Wherever possible all staff. including proiect staff; will have
some teaching responsibilities. This should noet present  toeo  many

proeblems since nearly every project has & training element and 1t

should be Turrialba

feasible for project staff to return to

pericdically to present course material.

Arnctiher way 1in which research and training activities will be

linked clesely in the fubure 1is thicugh focusing thesis topics,

wherever neossibles on CATIE s erplected areas of priority research.

This will hezome particularly impovtant as CATIE upgrades the M.G.

training program to a Fh.D. level.

The phyvsics=l developmant plan makes speEcifilc proeposals for the
provision of housing for visiting scientists, CATIE will sndeavour 1o

attract beth post-doctorals and scientists on sshbaticsls to spend
extended durations at CATIE, particualarly where such perscns. ar=
prepared to  work on programs related teo the priorit tapices o3 s
centribute te ielevant basic ~wgearch  in arsas wherse C(ATIE s
persanal rescurces ave limited.

Refer ence has aliready heen made o the proposed develaopmant of =2

bFrich w1 e 0 A iy B o O =) e 1 I E=LE T ' =

s 3 vat r i ¥ shou
aLtthoarity leading research il diil= 11 1 = 11
inc luding beth program and preject res chia e, A6 sub j=ct ‘
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anrmal performance monitoring and evaluation. This will include /3
review of both cost %ﬁd time inputs and also of uutpqts, including
publications. These monitoring activities will be coordinated by the
Ressarch Director and will be conducted at an annual review in which
the Program Committee of the Board will be invited to participate.
From time to times external program reviews will alse be undertaken as

at present.

&. Financial resources

The olan calls for CATIE’s opevational budget to rise from its
current level of about US$12 million to US$19 million fat 1986 prices)

by 1995, It postulat

1]

s that this rise will take place gradually and
that there will be a concurrent rise in the project budget component of

the total budget from 1ts present level of 8 million dellars to 9.5

million doliars by 139%6. A larger project budget is feasible bat 1is
not considersd desirvable githin the context of maintaining balanced
tevelopment between core and project budgets

I chapter VI of this rveport stress has been given to the need for

CARTIE to imocreass the 21 26 of its =ecure core budget Trom the current
level of USE3.0 m to one of at leest US$H7.8 millionsy by 19956, this

8, examination of the sources of the cwrrent core budget indicates
t = £ RoS hijit - o hrioging abownt the ove change:
<l fh1 = S 1 (e q
wrireliakle spurce of additicnsi revenus saince salss are  ma2ind
1 0 oy b “vops which z= | i volatile markets where long term
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Furthermores the high standar

ticed on CATIE®’s commercial farm lands is suc
increases in preoductivity are unlikely.

d

h

i

;| possible option here will involve exploring new productive
activities.

i Increasing the income from services. This is petentially an ad-
ditional source of revenue as it is related to the project
portfolic and as the project budget increases in size the
incremental demand for services is also likely to increase.
However , services represent a relatively modest porticon of the
total budgets. and the increassed revemue from this source 1=

A
uwinlikely to be mach more than US$250,000 annuall att the most, by
. 1994,

i Incieasing the level of project overheads. G antly  project

overheads are of the order of 9.5% of total project costs This

s much 1less than the 18% that is normally provided to the CGIAR
Centers. The latter figure has been used in the plan because
CATIE will endeavour to aveoid participatien in the future projects
which offer lower overheads.

&4, [ncreasing the ‘ayenue from existing core donors. Fresently I1ICA

cntributes U5%1 m@millien per wnttm and the & supporting countries
ide  US$S50.0 = He=re these ntribukion 3
-
1 00y 8 s e . = ue provided wld me
K L f the = 5 shiert FUSHES =
| e i j & mpletels i T the =3 it
contiribut 5 e increased to USHFEHS0.000 each  per  amiim.



http:U34250.00

) ) : Fa

Howevers given the seconomic situstiocon of  the mewbers counitriess

¥ this would appear to be an umealistic suppositiost. i
Tta Identifving mew scurces of fundings such as donor-agencies. This

is' & "new possibility and itz potential remains  urdnown.  Funds

have been provided in a recent USAID loan o enable CATIE to - sesk

professional assistance in fund raising. Dléaﬁl? this will be a
pricrity for the immediate Tuture. It hassy howevers to be

recognized that +the enisting system of goveryiance of CATIE ais

unlikely toc be coentducive o seebing additiernal corse funding foom

donor Sgencies. It 12 for this reazen that the plan proposed to
I . . .
- snlarge the Board of Directors v s way that would pabe sizgzile
,-‘\ 5
# subscribeys toe the cove  budgelbs other  thay 1SS 20nd the imenbey
countriess have & voace in rolicy mabling st CATIE.

The most  veasfonabls selubion sheould alloas for increases thy ough
zll of +the preceeding prossibilities. The Center will roncentrate
attenbicn arnd effort on esch of bhem.

LT Flivsical Resources

Flans Tor physical development have beesv pepared. sz alreasdy
rvted, 10 azsocistion wibth  the USATDARCLEAR  haigher sducatron project.
These cover mosh o CATIE s capibel developrment vequivesesnts davaing bhe
plar perind, The Firet tracche of Tunding for 'his cevslogasnt has

g
alveatdy been g eobed,
-

Y



