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INTRODUCTION TO THE ISNAR STUDY ON ORGANIZATION AN MANAGEMENT
OF ON-FARM CLIENT-ORIENTED RESEARCH (OFCOR)

Deborah Merritl-Sands
Study Leader

Introduction
In 1986, ISNAR initiated a major study on the Government of ltaly and the Rockefeller Foundation.
organization and management of on-farm, client- The objective is toanalyze the eritical organizational and
oriented research (OFCORY) in national agricultural managerial tactors which influence how national
rescarch systems (NARS). The study was developed in rescarch institutes cim develop and sustain OFCOR
response to requests trom NARS leaders for advice In programs to realize their specific policies and goals.

this area and wis carried out with the support of the

What Is OFCOR?

OFCOR!is a research approach designed to help 3) to characterize major furming svstems and client
research meet the needs of specitic clicnts, most groups, using agroccological and sociocconomic
commonly resource-poar farmers. Itcomplements -- criteria, in order to diagnose priority production
and is dependent upon - experiment station research. problems as well asidentity Key opportunities for
Itimvolvesa clicnt-oniented philosophy Caspecitic rescarch with the objective of improving the
research approach and imcethods, and ioseries ol productivity and/or stability of those svstems:

operationad activites carricd out at the Tanm level. These

activities range from diagnosis and ranking of problems By toadapt exisung technologies andior contribute to the
through the design. development.adaptation, and development of alternaiive weclmologies for targeted
evaluatton ol appropriate technological solutions. wroups of furmers sharing common production
Farmers are directly myvolved at vanous stages in the problems by conducting experiments under tarmers’
process. conditions:

[n this study . OFCOR programis are analvzed in terms of S) W promote larmer participation in research as

the functions OFCOR can perform within the Larger colluborators, experimenters, testers, and evaluators
rescarch and extension process. We have identiticd the of alternative technologices:

tollowing seven potential tunctions as a tramework tor

analyzing the organization and manapement of a range 0) to provide feedback 1o the research priority-setiing,

of on-tatm rescarch programs in nine national planning and programming process so that

acricubtaral research stems, The tonctions are: experiment station and on-farm research are
integrated into a coherent program focused on

1 tosupport withm research a problent-solving farmers'n eds:

approccl which s tondamentadis orented tosweard

farmersas the primary clients ot research 7} to promote colluboration with extension and
development agencies in order to improve efficiency
2) tocontribute to the application ol an interdisciplinary of the technology peneration and ditfusion processes.

svstems pesspective within research

i The desgnanon OFCOR s been ased as distinet trom tarnnng
systems rescarch (F SR becatse the Tatter has come to have very
different meanings tor ditterent people
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Why Is Organization and Management of OFCOR Important?

Overthelast 15 years, many NARS have setup GFCOR
programs of varying scope and intensity to strengthen
the link between research and farmers - particularly
resource-poor tarmers. While significant attention has
been given to descloping methods for OFCOR.,
provistons for fully integrating this approach within the
cescarch process have been inadequeante and the
istitutional challenge underestimated. With the
coccumulation ot experience.itis clear that NARS hase
contronted signiticant problems in implementing and
cttectivavinteprating OFCOR imto their organizations.
In many cases, OFCOR programs hin e become
marsmalized and e not had the mtended impact on

the rescarch process

mproved organization and management are cructal to
overcoming these problems. Btectivey imtegranmg
OFCOR wathin o rescarch systeny implios forging o new
rescarch approach which complements and builds on

existing research eftorts, Thisisno smadl task . Ttimvolves

establishing new communication links between
rescarchers of diverse disciplines, extension agents, and
farmers. I requires hiving peaple with the right skills or
systematically traming existing statf. 't requires changes
in planning, programming, review, and supervisory
procedures, Ttereates increased demands for
operational funds and logistical sapport for rescarchers
working away from headquarters, And, itofteninvolves
working with one or more donor agencies, Allof these
make the management of OFCOR more demanding
than that of traditional experiment station research.

This study focuses diveety on these issues of
mzplementation and institutionalization. We have
analyzed and swnthesized the experiences of diverse
NARS in which OFCOR programs have been
established for at feast five vears. The intention is to
provide a bady of practical experience upon which
rescarch managers can draw as they strive to strengthen
OFCOR as anvintegral part of th ar research svstems.

Operational Strategy and Produets of the Study

Our approach has been to fearn from the expericoees of
rescarch managers in NARS We have butlt the analbysis
around case studies of nine countries whose NARS have
had sutficient time to expernmment with and develop
diverse organtzanional arrangements and inanagement
systems tormplementing OFCORC By region. the

corntries are as tollows

Latin America: Feoador. Guatemaka, Panama.
Africa: Sencual. Zambia, Zimbabwe,

Asiaz Bangladesh. Indanesio, Nepal.

The case studies are stund-alone products. Eachiis a
comprehensive anabysis developed b, oo team of national
rescarchers with personal eaperience in the individual
OFCOR programs. The cases provide important
insights and lessons on the general issaes, as well as
specthic puidanee tor rescarch policy and the
organization and management of OFCOR in their
countnes, The cases witl be published in TUSS, Aist of
the reports follows,

Comparative study papers providing a systematic
anahysis across the cise studies are isecond product of
the study. Synthesizing the experienee of case study
NARS these papers provide practical advice to research
managers on organizational and managerial issues
central to the etfective integration of OFCOR within

theirrescarch systems. The themes developed are:

B Alternative Arrangoments tor Organzmg OFCOR:
Comparative Strengthe and Weaknesses:

2

Integrating OFCOR and b xperiment Station
Rescarch: Organizationad and Managerial
Considerations:

Orpanization and Management of Farmer

=

Collaboration in Researcl:

Organization and Managemenaof Linkages between
OFCOR and Extension:

Organization and Managementor OFCOR Research

-~

N

Prozess and Decentrafized Field Operations:
O

Deselopment and Management of Human
Resoutces in OFCOR:



7) Financial Resource Use and Management in We eapect these papers to be published daring 1988,

OFCOR; They are working papers presenting the results of the

8) Management of Relations with Donors and External analysis of the nine concrete OFCOR situations. At this
Sources of Knowledpe: stage, they are intended to stimutate discussion and

N lssuesin the Institutional Development of OFCOR debate: they are not presented as “state-of-the-art
in NARS. picces on these topics.



OVERVIEW OF THE NINE CASE STUDIES

Deborah Merrill-Sands
Study Leader

The OFCOR eftorts reviewed inthe casesvany inscope,
the emphisis assigned o ditferent objectives and
tunctions, and the specitic methodologios cnploved.
They all contorm. howeser, 1o the genceral delinition ol
OFCOR descloped tor this study . The cases retlect a

vaniel obinstitational settimes and strateses for

introducing and developing OFCOR. Theyv also retlect
the broad range of models used in the organization and
management of OFCOR. The profiles below highlight
the sabient features of cach case and Table I provides
some Kev deseriptive indicators tor compirison across

CUsSes.

Latin Americ

Feuador

OFCOR s conducted by the Production Rescarch
Program (PIP. Progranicde Investigacion en
Produccion) i antonomous program within the
Instituto Nacional de Ivestizaciones Ayropecuarias
CINTAR Y B twonational coordimators responsible
ton the betibndd and constsbmaciosreanns and 10
revtonel b breams esened tonditterent provinees
under the awdnims it oo proes ot resional expenmer
stations b e s eeocnatedba ity mtesrated tana

doeveiopment poeer s

Patrated i 197 s sapport trom CINENIY T the case
s partiivulachor s erestine boc e i allow s us to trace the
cyvolution ol the oreamsthon and management of an
OFCOR provtas trom it orreims as a prot project
thioweh toat s ttntionaheation as o tall-tledged

national sioeam
Gantemala

A\ OFCOR plutosophs pervades Guatemala's
To-vear-old ayncultoral tescanclonstiture. the Instituto
de Crencray Feenolovie Agricolas (HCTA) Two unns.
howeversare speattically chaveed with curnving ot
OFCOR tanctions the Fechnology Testing Depaitnent
and the Socioccomaonnes Departnient. The firsts
responsible tor testiny i on-tarm toals all technolom
devetoped by the commodits procrams. The sevond
conducts diavnosiscon-tanm mondoonge. and speciad

stuidies.

Phe T Fochnolow Testme Teams are made up ot
scrcntists and techaicians whose research s coordimaied
trom regtond stations but who hve and work

doagnated rescareh arcas. The Sociocconomics

VI

Department is organized at the national level with
representatives in soime of the regions. Alimost all
scientists in the department are agronomists with
traimng in social science niethods, Coordination
hetween the o departments is limited.

HCTA S evpenences with OFCOR have had o major
intluence on other counteies. What makes Guatemala
especially interesting is that OFCOR s notappended
onto an existing ssstem. Rather 1OT A was set up from
th beginning tomcorporate the OFCOR philosophy.,
Morcover. the JOTA case also allows us to examine the
organization and menasement of OFCOR within a
regionudly organzed tesearch system This is important
because aregionalized research system has generally
been regarded as the msatational setting most
compatible with the organizational tequirements ot
OFCOR.

Yanama

Inthe Bare 1970 the Instituto de [nvestigacion
Agropecuaria de Parami (IDIAP) developed
‘national plan” througl which priority accas for on-furm
rescarch were selected. O COR s implemented in
some ol these areas s patt ot the regular research
programs obsaientistswho alsowork onsstation: Inother
arcas, OFCOR s implemented through projeets with
tubl-trme stait. descioped mcoltaboration with
miernatonal avnicultural researen centers, The projects
ate varablem oreamzation and operation, and thete s
no mechanmsm at the nationad level lor coordimating e
diverse OFCOR ettorts N hatis particolarly interesting
about Parana’s experience is the institutionalization ot
OFCOR as arescareh strateey . rather than as a fornl
progris with a discrete OFCOR unit or units,
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Senegal

The Department ot Rural Sociology of the Institut
Séndgalais de Recherches Agrcoles (ISRAG nitrated an
OFCOR program in 1975, 1tis now part of the
Department of Production Systems and Technology
Fronsie, (DRSSP Departement des Recherches sur les
Sustemes de Production et e Transtert de Tecinologies
e Milien Rarabone ot the four nin rese uvch
departments established i TUSY atter aomaon
reorganization of ISRCA nnder the sspaces ot World
Bank project. The DRSP conssts ot a Cential Systems
Anchysis Group (GOAS, Groupe Central d Analyse
Sustemes) three muludisaphny OFCOR cams
jfovited at resional stations, o Burean of Macro-
ceononte Anancas (BANME - Burcan d oadvees
Nocto-beonomiguesicad o divssion of thematie
reseatel Tie vase tocases onthe OFCOR parton the
PRSP nameds the GOAS ad the three regional teams

Senveebsanmteresting case because the chassic regional
team modet tor implementing OF COR was moditied to
mclude b oore muotudisaphingg s eroup ot saentists, the
GOAS which supports the work of the teams. Abso ot
miteiestis Seneeal’s cvpenence blending trancophone

andnelophone approaches toon farm rescarch
Zimbia
Fhe Nlapone Rescareh Phinning Team (ARPT)

conducts OF CORGn Zambe The ARPT . imtiated in

190 onational escarch progrion under the Research

Branch ot the Nty of Avnaudtare. Tos of equal
status to and camplements the national commodity
programis. Fhe ARPEeomprsesananonsd coordinator,

A

Dased at the central rescarch station, and seven teams of

Bangladesh

I'he Bangladesh case study concentrates on the on-farm
rescarch activities ot the Bangladesh Agriculiural
Rescarch Insutute (BARID. the largest unit of the
SNARSD The On-Farm Rescireh Division (OFR1DY).
created i TOSSChas the exclosive muandate tor on-tarm
rescarchin BARL OFCOR teams are located at 23
stations and substations from which they direct

Asia

.

VIl

Fica

scientists and field technicians av provincial experiment
stations. Each team is funded by a ditferent donor.

ARPT includes two particalarly interesting innovations:
the formal integration of sociologists and the inclusion of
research-extension liaison ofticers in the teams.

Zimbahwe

Zimbabwe's Department of Research and Speciat
Serviees {DR&SS) adopted OFCOR in 1980 as a
strategs for reorienting rescarch to mecet the needs of
sl tiemers i the communal arcas. This wasin
tesponse to the post-Independ e national policy to

cmphasize apnculturat developaent tor this sector,

Phere s nointegrated OFCOR prowram. Several
rescarch mstitutes and stations and aospecialized
Farmimg Ssstems Rescarch UnittESRUY) have
developed independentimtiatives. The case study
cvannes OFCOR i the FSRU and tour institutes —
the Cotton Rescarch Tnstitute. the Agronomy Instituee.,
the Crop Breeding Institute and o eegionad rescarch
stiation. This provides us with an unusual opportunity o
by ze the implementation and integration of OFCOR
under several distinet models tor organizing rescarch,

but alb wathin a single istication

In the mstitates indvaduad seientists carry out both
on-turm and station-based rescarch, while scientists in
the FSRU specialize ivon-tarmrescarch, The FSRU
cansists ot i core multudisaplinary team based at the
cented station and two regional teams staffed by
technictns, Their research has had i strong systems
perspective emphasizing crop-livestock interactions.

technicians in 11 firming svstem rescarch sites and 83
multi-locational testing sites.

The OFRD subsimed four distimet older progriams:
multi-locational testing of the Soil Fertility and Soil
Testing Institute {ater renamed the On-Farm Trials

Division), cropping system research on

the IRREmodels varictai testing i verification of the
swheat program: and the adaptive rescarch of the T & V



Extension Rescarch Program. An important aspect of
the Bangladesh case study is its analysis of the
consolidation of these ditferent approaches to OFCOR
under common management.

Indonesia

OFCOR IS implemented in Endonesia’s Ageney tor

Agticulturad Rescarch and Developmeat (AARDY in
sub-programs of the commodity institutes, and also in
multi-mstitute projects orvamzed at the AARD Jevel
Fhe case stidy focases ontwo enamples of cach major

e

Fhe multt-mstitite projecis uean mteresting
institational innovacion. Those prorects are statted by
semer saentistoseeonded Som the parmapating
mstitutes. Fhey mamtan contact switly then home
ustitutes and return to ther at the end of the project
Wewanted to evannne tis aaneement becatse of s
potential tor buildhme strong Iinks between OFCOR and
station-based \|‘k‘L'i.|l|\| sarentsts s well as tor the
long-termantesiation of the OFCOR philosophy and
methodowes watho the NARS

The vradaal evolution ot OFCOR as wresearch strateyy
i the NARS ianother important aspect of the
Indonesian expenence Siating asan mformal progran
ot one mstitute w the carly 19700 OFCOR methods
were slowly intearated it other conmndiny imstitutes

Speaialized teams hav e only heen developed sinee the

VI

sarly 1980s. OFCOR in Indonesia has been a national
initiative which has drawn ona number of approscine: 1o
OFCOR. particularly that of the Asiae Cropping
Systems Network developed inassoctation with IRRI.

Nepal

On-farm research programs of different types have
existed inivaricty ot institutions in Nepalsinee the carly
1970s. Out of the diverse settings of OFCOR in Nepal,
we chose five sub-cise studies which illustrate the major
models of organizing OFCOKR:

OFCOR implemented through o commadity
program - the Natonal Rice Improsement
Peogram:

OFCORmplemented through i cropping systems

'

prowram:
OFCOR implemented through o specialized unit —

the Banmumg Systems Rescareh md Development
Division tESR&ED D} sapported by a separate

socioccoiomies division

OFCOR implemented as i peneradized stratepy in
twosmaldl external b -tunded . regional research
insttutes  Fambe AVericolioral Research Centre

and Pakhrbas Aericultoral Centre,

The contiast between the OFCOR provrams of the
NARS cna s vl the externadly tunded institutes
make Nepalan especiallv interesting case,
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Preface

This paperis the firstin a series of comparative study
papers on the central issues involved in integrating
on-farm client-oriented rescarch (OFCOR) effectively
as astable and productive component of national
agricultural rescareh systems. To break this complex
topic dowainto diserete analyte segments means that
there will inevitably be some duplication across papers
aswellas some rather artiticral divisions in the content
and scope of cad paper. Fhe advantages licin greater
clarity resalting trom more tocussed analyses of specitic
isues and more rapid dissemination of the tindings of
the study.

Specifically, this paper focases on the policy and
management issues involved in strengthening the
integration of OFCOR and on-station rescarch (OSR).
Organizational factors are included in the analysis, but
not empliasized. The theme of reliative strengths and
weahnesses for OFCOGR-OSR iztearation of distinet
options tor organizing OFCOR il be examined in
depthiin aseparate, forthcoming, paper “Alternative
Arrangements for Organizing OFCOR: Comparative
Strengths and Weaknesses (Mernll-Sands et al, in

preparation).
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ARPT

BAME:

BARI

CLSR

COFRE

osp

CSRT

DR&SS

DRSSP

ESR&DD

ISR

FSRU

Glossary ol Acronyms

The Agencey for Agricultural Research and
Development of the Ministry of
Agriculture of Indonesia.

Agnronomy Institute. Zimbabwe,

Adaptive Research Plnning Team,
Zambia's on-farm research prograns,

Burcau d"Analyses Macro-Feonomigues
(Burcau of Macro-F-conomic Analysisy, o
department ol the DRSP in Sencegal.

Bangle lesh Agnicultural Research
Jnstitute

Crop Lavestock Svatenms Kescarch, ane of
Indonesta’s mudt-msttute OFCOR

projects.

Cormmittee on On Farm Research and
Fatension im Zimbabw

Crappimge Ssstems Program. Nepal,

Commaodity Specichist Reseinch Team,
Zambia’s OSR

Department of Researchand Development
Droision of the Minsty ot | ands,
Apnculture and Ragat Ress tlement ol

Zimbabae

Departement des Rochordhes s Tes
Svtemes de Production et le Fransternt de
[echnolosies en Mificu Rupal
thepartment o Production Ssstems and

Technology Transterym Seneval
Farming Systens Rescareh and
Lrevelopraent Diviston ol the Ministry of
Agrniculture of Nepal

Firming svstems peseaich

Farning Systems Research Unitof
DR&SS. i Zimbabue,
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[CTA

IDIAP

INTAP

ISRA

LLAC

MARII

NARI

NARS

NRIP

OFCOR

OFR

OFRD

OLR

PAC

PIp

RIAP

Instituto de Ciencia y Teenologia
Agricolas (Agricultural Science and
Technology Institute). the national
agricultural rescarch institute of
Guatemala,

Instituto de Tnvestigacion Agropecuaria de
Panami (Panamanian Agricultural
Researeh Institute). the national
agricultaral rescarch astitute of Panama,
Instituto Nacional de Investigaciones
Agropecuarias (Natonad Agncultura
Rescarch Institate . the mational
agricultural rescarch institute of Feuador.
Institut Sénegadais & Recherches
Apricoles the nationab agialturad
rescarch insirtute ol Senegal.

Famle Apnculturad Center in Nepal.

Mating Rescarch Institute tor Food Crops

m Indancesia
Natonal agricultural rescarch institute,
National agricultural rescarch system,

Natonul Rice Improvement Program ol
the Ministiy of Agriculture in Nepal.

Oun-Eanm client oniented research,
On-tarm rescarch,

On-Farm Rescarch Diviston, a division of
BARDm Bangladesh,

On-station rescarch.

Pakhribas Agricultural Center in Nepal.
Programa de Investigacion en Produccion
(Production Rescarch Program), OFCOR

in Ecuador,

Rescareh Institute tor Animad Production,
Indonesia.



SED

SERED

Sociocconomics Department of ICTA, D
Guatemala,

Sociocconomic Rescarch and Extension UACP
Division of the Ministry of Agricalture of

Nepal.

Technology Testing Department, the
OFCOR program in ICTA in Guatemala,

Upland Agriculture and Conservation
Project. one of Indonesia’™s multi-institute
OFCOR projects.



SUMMARY

I. Introduction

On-farm clicnt-oriented rescarch (OFCOR) and
experiment station rescarch share as their common goal
the peneration and transfer of productive and relevant
technology, The agricultural research system’s
ctiicieney and elfectiseness mmecting the necds of its

clients depends Engcly on their strong integration,

OFCOR ind onstanon reseirch (OSRy represent
distinet -ets of rescarchacnvines desiened o pertorm
csomplementany and mterdependent fuactions wichin the
rescarch process. The wark done ontanons s fargels
applicd rescarchocommodity - disaphine o
tactor-based s ammed at wencratmy new techmead
components. Baxperiment stations ire especially suitable
for this type ot rescarch because here seientists can
nunpubate the vartables inwhieh they are mterested
under conttolled conditions. GECOR Ontarn s
desnned toncrease aresearch sastem's abilits o
responid tothe demands and needs of specitic chent
croupssmostimportanthy resources poor Lirmers,

O COR emplovsspecttic methods todetine reevant
client vroups and o dentry the priony research
necds teemphasizes adaptive tescarch, sechany sutable
mches tor avalable technolow and tailotinge technology
tothe reatcondimons . both acrocoological aind
soctocconomie s el ol tor target sroups ot
Farmers Suchresearchos usually bestconducted on
Frms i order tocapture the tall range and yvarabihity ot

canditions controntinge farmeis

Designed to complement — and reliant upon --
on-station research (OSRY, OFCOGR's contribution to
the agricuttural rescarch process depends largely upon
its effective integration with station-based applied,
commuodity and disciplinany researcl programs,
Analysis of the experiences of nine case study NARS
reveals, however, how difficult strong integration s to
achieve and sustain over time. This s hardly surprising.
The very factors which make OSR and OFCOR
complementary rescarch activities also create the
potential tor conthict. Ditferences among scientists
working in OFCOR and OSR tvpically iose with
respect torescarch objectives, pereeptions of
constraints, clients and products, as well as rescarch
methods ind modes o analysis. Fo resolve such contlict
and to develop productive collaboration, active, often
intensive. managementand explicitinstitutional support
tor OFCOR-OSR intepration are required.

Tis paper presents the prmapal nimagement lessons
tor OFCOR-OSR mteer. ton detiving from a
compariatne analvse ob the experiences of research
managers monme agvicultural research systems having
well-estabhshed OFCOR etores, Ttesamines how the
institutional conditions of iorescarch svstem, fixed as
welbas feviblescan atfect OFCOR-OSR integration;
how cortamn condtions particularly fivor integration;
and how manaeees have mplemented specitic
mechansms i an cttort o ereate thes e desired

conditions,

II. The Nature of OFCOR-OSR Integration:
Complementary Fuactions

The poteniial benehts ol stiong OFCORCOSR
integration can hest be appreciated by commadesme the
five complementary research functions which they
weally pertorn tor cach other withm the researeh
processiaservice lunction. an adaptive research
tunction, o tecdback tuncaion. anapphed research
Tuncton. and aapport tunction. Whereas OFCOR has
deomparative advantaze mopertornung the service,
adaptive rescarch. and tecdback tunctioms, OSR has
comparative advimtapc i carny mye out the applicd and
support functions These tive rescarch functions
constitute the hink between OFCOR and OSR.
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Fhe serviee tunction mvolves broad-scale on-farm
screenmieg, testng and cvahwtion of technologies
developed on station. A demonstiation vole is often an
impoi Gt secondary objeaiv e of such on-farm tials,
The adaptive rescarch tunction involves ficld diagnosis
of probleme and th e adjustment, or acdaptation, ol
exsting technolopy to o particuliar set of environmental
conditionsaproccolopical o sociocconomic. through
on-turer research The feedback function invalves the
channehing ot relevimtimformation from farming systemn
deseriptions, farm-level dinenosis. or adaptive research
to the prionity-setting, plimaing, and annual
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programming processes of station-based research. The
feedback function thus cables rescoarch to better

address the ideatificd needs of designated client groups.

The applicd research function, complementing
CFCOR s adaptive rescareh function, is icclimology
generation. Station-based programs gencrate
technological alternatives tor OFCOR to sereen and
adapton-tarm to meed the specific necds and conditions
ol particular clicnt groaps. The support function
imolves the provision al speciadized bnowledge and
expertise to OFCOR. This tunction implices that
stition-biscd rescarchers s e both the opportunity aed

ability 1o keep abreast of relevant seientitic advances in

theirarcas of expertise. The support function is
complenientary to OFCOR's feedback function;
together they involve scientists in a reciprocal exchange

ol expertise,

B any given rescarch system, how these five basic
linkage rescarch functions are performed and the
relative balance among them will determine the nature
ol OFCOR-OSR integration and its relative steength,
The cmphasiswhich rescarch memagers choose to give to
specific functions, morcover, will determine the most
appropriate organizational arengements and
managertal mechanisms for strengthening intepration.

IH. Review ol the Experiences of the Case Studies

Comparative atwsvsis of the nine ciase ssadv NARS
reveled that in most instances. when assessed i terms
of the performance obalblive linkaee research functions,
ondy moderate provress Lad been muade towards
attarmng tull integraton, There were three ey tindnges
conceriine the relative pertornumee cf e e

tunctions

Frthe adapuy e and apphicd reseanch tnancions s e

boen the mostsoceesstully unplemiented:

Y the service tuncnon hus vared markediy across the
coasesanais relan e vportanee and degree ol
auplementation.

Yo the teedback and support tunctions line been the

leastsuecesstully nplemented

Fhe cine studies helpidentify several reasons why the
fredback and support functions appear particularly
ditficult toimplement. Both depend heavily on
collaboration and interaction. Both also lead o chianges
mrescirchers" work prevenms, responsibilitios and
decision-miaking catonomy. e the minds of many
tesearchers maoreover. the benetits from collaboration
averue more hreguently o the rescarch institution than
o the mdividusd. Such benetits may also be sonrew hat
mitangbic o long-ternin nature. In contrast. the
additional demvands which collaborative effort mahes on
rescarchers” time and other searce resourees are often
porceisedas personal costs which are conerete and
inmediate. The case studies show that rescarchers will
seldom shoulder the extra costs of collaboration entirely

on therr onnvolition

1V, Designing a Management < ctegy: Guidelines for
Strengthening Integration of OFCOR and
Experiment Station Research

The expericnces of the cases stidred indic e cloan s that
achicying OFCOR-OSR mteyration is one ol
management™s mosechalleneig tashs e menrpor iy
OFCOR 4 a<tahle component of the teseaneh provess
Comparative anaivas alsoshiows that 1o realize the ()
potential benctns ol OEFCOR QSR anteviation.
research oranagers need o maneeement steateey based
on e denned msntetianad pohey and appropriae
oreanzatiomal and managcnab medhanisms tor elfectine

collibordtion.

The objective of this analysis is o provide i set of

XXli

surdehnes derived from the synthesis of the experiences
documented in the nine case studies, 1o assist research
traagers todesign such o management strategy for
stivngthening OFCOR-OSR integration tailored to the
specihic conditions and necds of their own research
strbems Fiee processes were involved in developing

the vardeiines:

amalysis ofinsttutional conditions aftecting
OFCOR OSR integiation in the case study NARS;
ieatitication of policy. organizitional, and

1

managerial factors determining these conditions:



3) review of management mechanisms which research
managers have used effectively to foster integration,

T Kinds of institutional conditions were identified as
alfecting OFCOR-OSR integration in case study NARS:

V) covironmental conditions. rescareh managers have
httle control ever theve conditions . teast in the
short term: environmenial condinons detine the
hasic constrints ind opportumities which arescarch
manager hies (o tike into account wiicn Jestening

is/her managsiment strareyy

tacilitarine condimons: tesech nianaecns can
devetop dese conditions urorder tostrenvthen
OFCOR-OSK svevration. Tosn these arcas that

rescarch manayers have room to maneun o
Emvironmentad Conditions

Odthe el ey Ted envrompental conditions
ddentitiedas mtluencing OFCOR-OSR integration., four
Neured most prommenty m the cases reviewed: the
hennan resouree base o the NARS e fiaacial
resotee bise ob the NARSCOSRS capaity o supply
component techinobomes toradaptive researcl el the
aeree towlach national deselopment podie. s onented

fovards st tesouree poor Larees
Facilitating Conditios

Compatadive analsvas of the Cases studied absoidentitied
sivconditions which foditate strone integration and
which e amemsble to nnnavement intervention
Optomal rcahizanon of these condimons should be the
principal obrective of pay manaycment strategy for
romatine Tl OF COROSE intectation Research
s should strnve to cre e anms il

cnsiontitent m v hich

Foosaente s hooe anapphed tarmeroviented

perspoective toaencultoral rescarch:

t o

srentn i agtee onthe tespective research lunctions
OFCORmd OSR-hoald pertorm and on their

relatne nnportanee

scieatists share aenmmon underCding ol OFCOR
as acomplome ity noceompeting, rosearch
activity

D saentists view CECOR g scientificatly credible:

~

scientists pereeive the benetits of collisboration 1o
outserth personal costs:

tH

sarentists have adequate opportuaities for format and

informal interaction.

The degree to which these faciliciing conditions had
been successtully developed in the case study NARS
vaned considerably. An applicd, farmer-oriented
perspective held jointly by rescarchers working in
OFCOR and OSR - ashared sense of "mission” --
appeared to be the most diffreult of the conditions to
readize. This is o be expected. The inculeation of
atritudes is along-term managenient goal which may
require nothing fess than the forging of anew
institutional colture.

Aworking consensus on the explicit division of Tuboy
and responsibilitios for linkage rescarch functions had
also beer achieved fully inonly a few cases. In
approvimately two thirds of the situations reviewed,
on-sttion researchers pereeived OFCOR s competitive
andnotcomplementarysin only athird did they report a
shiared consensus concerning what mutually apportive
roles should be Conthicts tvpically arose whien
stition-hined vesearchers saw OFCOR s astrategy
irsttutc o rcorrect” thein research priorities and
agendasthe feedbick o support functions were
exeented masupenvsory, pher than consaltative,
SNt assienmient obresponshility for issuimg
recommendanions was cinbignous: and OFCOR and
OSIwere pereened s competine for searee human and

Pancial resotgces,

Fatabinhimye OFCORS scientilic credibifity also
crnerged as acrtical wrea tor manaeement initiative to
holster integration. Fypermment station scientists' low
esteem tor OFCOR was cited as a miajor factor hindering
mtegrition in tive of the cases reviewed. Conversely,
OFCORS sttoag scientilic capacity wos credited with
factitating mtegration in the four others P pramary
isuesinvolved in OFCOR S scientitic cre dibiliny
included: the relative senioriney of OFCOR tesearchers
(degrec leveland experience): the quabiny ot their
rescarch: the pereenved legitimacy of OFCOR methods,
modes obanalysis,and eriteria tor evaluatior : and the
abiliny ol OFCOR sl o demonstrate convineingly
then complementary expestise in generating a beteer
undernstanding ol actual humine conditions and farmers”

priotity needs and problems,

Rescarchers” notions that the costs of collaboration
outweighed the bepetits ro them prevailed in alinost all
the institutions studicd . Rescarchers” prineipal concern
wirs that whatever time they allocated 1o collaborative
activities would eltectively undermine their status within
their owninstitutes or among their lairger seientific peer
group. Inather situations, more tangible personai costs,
stchas arduous ticld trips with inadequate per diems,
cast collabaration in anegative light,

XXI
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Opportunities for collegial interaction nor only tacilitate
the exchange of information. butalso help rescarchers
to develop personal rekationsbips which enhianee their
motivition to work together professionally, Despite the
commonsense advantages of tacilitating contucts
between OFCOR and OSR statt, opportunitics for such
interaction were unfortunately lacking or
underdevetoped inaclear majority of situations stwdicd.

Analysis of case study experiences indicaes that having

scientists reside together on station, or posting them to
the same organizational unit — depariment, rescarch
program, or development project - increases the
neguency and depth ot both their tormal and informal
interaction. and consequently promotes stronger
OFCOR-OSR integration. In addition, retiable
conununication factlities are a distinet advantage in

realizing this sixth Gcihitating condition,

V. Management Mechanisias for Strengthening Integration
ol OFCOR and Experiment Station Rescarch

Research managersin the case stedy institutions,
promowed OFCOR OSRintep

manag cment mechaisms which created incennves.,

aton by using

mobiitzed resources, and provded opporiunitios for
collzgtilinteracuon. Compaate e anadysis of the cases
ientticd nme ke anaaecement mechanisms which
hebpedescareh manavers both todeyelopothe
mstititional conditions conducn e tostrony e ation
o pnrrove the pettormanee of the e hinkaee
rescarci functions These mechamsmis relote to fout
manaeement areas: teseaich manaeement Processes:
SACRUNC aohivaties resoaree adlocatton: and

conrdination ot cotlabor o
Kescareh Management Processes

Fhe expenence ot the OFCOR sinations studied
demonstiate that jomt deernoss of tarme level
constoonts and jomt rdennhibieation ot pronties o
rescarcl by OF OB aned wtatrons based serentings ot
only s aposwertubimte vty mechasm. bui coan
establish asolid fomndition tor on come collaboration
Fhe most commaon applicaion on this reguentiy
anploved iinkage meciiomsn was to mvolve OFCOR
wrd OSRoscrentists inam adormad diaeiostic st ey
leading up toajoint prionty=ctting and planiag
exeicises Cellabarative prionity setting and phinnine
evervises were considered parthiculia b ettechine when
implemented pertodicathv o raher than mendentally and
when conducted in e teid rather thann the

conterenede roony.

Analvsis of the case studies distingushed several other
managerial factors which can acrease the elfectiveness
of this mechanism: the explict support of senio
managenentsawell-detined procedure tor carrving on
problem diagnosis and priority-setting; identification of
the activity asaomeans lordefining rescarch agendas for
hoth on-farm aod sttion-based research: and allocation

of suthicient tands to cover rescarchers costs to reach

lield sites and do their work there.

Joint programming and review meetings. used in all
OFCOR sitnations stadicd . were toend to facilitate the
rapid dissemination of new rescareh resudts s well as to
provide anarend for immediate and divect feedback
from colleagues. Such icetnss appear in the different
ciases invarions forms depending on the specitic
institabonal settinge aind tie nature of previous!y

establistied |rogramnnng and review processes.

The evpeniences of the cases studicd indicate. homever,
that the spivicot cqualand active participation in joint
programming and review by both OFCOR and OSR
sttt dithicult o sastin over the fong terme T the
OFCOR sitmations stadicd it was Fr more common lor
stition-bised researchics to review the proposed
programs and resalis of OFCOR than for OFCOR
rescarchers to dothe same lor OSRCAnalvsis suggests,
turthermore, that this linkagee mechanism works more
ctfectively tostrengthen integration when review is
consuttative. with rescarchers drawing on cach others'
respective areas of expertise, rathar than supervisory.
The cases reveal. moreover, how this mechanism, like
JOINLPHOFIV-SCHINE CXCTCISeS, G SHE up controversices
over power and contral that vequire prompt attention
from resciueh managers. A number of othe
management factors sdentified as adding 1o the

clicctiveness ob joint programming and review meetings

atton include:

as adinkage mechanism promoting integ
the support of sentor rescarch management and
mandatory attendanee: smaller mectings with a narrow
mandatesmd aathorization of participants to take

programming decisions ad implement praposats,

Participation in joint fick! visits such as annual
monitoring toars or repalar fickd d-yscas well as periodic
planning exercises, has been used extensively incase

NNV
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study OFCOR situations to develop stronger integration
between OFCOR and OSR scicatists. Review of the
case studies reveals how periodic joint held visits to
reassess prioritics, adjust research agendas and develop
jointwork plans ha!a o sustain active OFCOR-OSR
collaborution. The complementary roles of OFCOR and
OSR become clarified in the tield. where seientists based
atexperinient stations see their technelooy applicd
on-turm. observe the work of OFCOR scientists in
practiceand can dovelop a clearer understanding of
clicnts” necds and the opportunities for researehy
mtersenton. Although jomt ticld visits mas be
logistically niore ditticult to arrange and ., somctimes,
more costhy than mectmes and ceminar, the benelits
they vieldwere considered to casilv warrant the

additional investoent

Despite chronic disputes oves the preropative todraw up
secommendationsin the case studies reviewed there
wirs ittle experimentation swith proceduores to involve
both OFCOR ind OSR screntists in decisions on
recommendation eelease. Budence trom the case
stucies indicates that ultimate vesponsibility tor
tormulating reconunendations has been w prohlem
especrally where distinet aroups or researchers caro out
OFCOR wd OSR and where the lormer linve onlv a
regional, at the Batera national, nundate. Manapers
need to beadert to this potentiab avea tor contlict and
establish unambizuous procedures Tor recommendation
release which imcorporate input trom both OFCOR and
OSR.

Collaboratiye Scientific Activities

The experiences ol the case studies reveald that

coltuborationin the desienrplementation and analysis
ol results trom trials and tormal survevs served to toster
OFCOR-OSR
rescarch interests and objectives by helpimg OFCOR

Integration by promoting shareed

and OSRuescarchiers toonent thar rescarei to meet
cach other™s prionty necds and interest, by torsing
resolutioaor disagecinents over rhe salidity of ditterent
rescarch mcethods and inades ot analssis, and by
provdmg e excellent opportunity tor o ed
professionab mteractioe. Managers did not frequently
complos this mechunrem i the cases roviewed, however,
and collaboration i trials wis nrore common than in

SUIVEAS

[ntormal consultation simong scientists was seen in the
case studies to be important tor developing trast,
interest. personal commitnrent and protessional
mcentives for collaboration between OFCOR and OSR

colleagues, Tis also adow cost, expedient means of
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communicition. Rescarch numigers can intensify such
contacts in their systems by identily ing and promoting
formal, as weltas informal opportunitics for interaction.
b addition to joint planping. programming, and review
meetings, joint trips. semiars, social gatherings and
recreational acnvitios atlwere pereeived as useful for
strengthening OFCOR-OSR integration.,

Resonree Allocation Procedures

The case studies mdicate that formal gudelines for the
allocation of Tunsd- and time o collaborative activities
greatly facilitate the successtul implementation of those
activities. The reservation of specific funds tor
collaborative OFCOR-OSR activities, although not
used frequenthy i the situations teviewed . cin keep
basic Tamcial constraints from ishibiting the
collaborative activities upon which sucecsstul
OFCOR-OSR integration depends.

Fhe specitic allocation of researcher time. used more
frequently in the cises, helped to proteet” collaboration
fron competing responsibilities. The experiences of the
cise studies show that professional responsibilities for
which rescarchers are held divectlv aceonuntable, as well
as the pursuit ot personalinterests, tend to take
precedence over it OFCOR-OSR ventures.
Crndelines tor the allocation of rescarchers time, seen
to e more ettective as they become more specitic,
cantnbuted the most o O COR-OSR integration when
backed up by owelb-anued ranonale together with
incentives and resands tor collaboration.

Coordmation

Successbud implementation ol all the management
mechanismy discussed depends largely on the effective
coordination of collaboration between relevant
partners. The arganization and scheduling of OFCOR-
OSR joint activitios, and the allocation of researchers”
time., funds and other resourees for collaborative efforts
arcin themselves challenging i time-consuming tasks.
Case study experiences indicate the need for the formal
assigiment of coordination responsibilities. it they are
to be ettectively discharged. Research managers in the
situations studied appoinied as coordinator ot
OFCOR-OSR colluboration cither a representative
from OFCOR or OSR. but usuadly from OFCOR, or a
joint OFCOR-OSR supervisor, or.in a few cases, a
committee with both OFCOIK-OSR representation.

Fach of these alternative choices involves distinet
oppaortunitios and problems. Inany event efticient
coordination was imore the exception than the rule,



Comparative analysis of the expericnces of the ciases
studizd indicates that the individual or group assigned
responsibility tor coordinition of OFCOR-OSR
collaboration witl have a greater chanee to suceecd if e,

she.orthey have available enough ime and resoarees to

VL Applying the

Predictably. comparative anadysis of the case stady
expericnces shows thit there is no smgle foolprool
lormulicfor effective OFCOR-OSR intevration,
Specitic mechanisme for strenathening collaboration
have variable results: their utiliny Quctuates under

ditter:ntinstitutionat conditions.

Phis paper. theretore. syathesizes the espericnees of
researci magens i the case study NARS inorder to
provide otheeaanagers with aoset of gaidelines for
developig i eftective . institution-specitic management
> lor building strong OF COR-OSR integration.

While the propesed euidelines are specific enough to

stratey

provide concrete advice o the practical steps (o be

attend to their tasks: enoush authority, status and
respect from codleagues to translate ideas into action;
enovgliskill and tact to resolve contlict peaceably: and
crough professional motivation o persevere despite

sethicks.,

Guidelines

tihen to reach the identitied objectives, they remain
sutficiently general to oblige managers to design o
strategy sappropriate o their own particular institutions,

Research managers canapply the poidelines presented
in this paper toall tive stages ia the development of their
nanagement strategy:

1) setting objectives:

21 diggnosing the constiaints and opportunities of the
rescarch sustem;

3 designine aplan of action;

) plemeating the plan: and

S) monitoring progress towards defined objectives,

V1L Lessons Learned

Analsiob the case study experences vicided several
cracial fessons ior rese el managers strving to

strenuthea OFCGR - OSROmeotation:

D A bakinced buld-up ot OFCOR and OSR is essential
for strong itepration:

2y Fach organizanonal ophion lor OFCOR entails
distinctoppoituniies and construnts for imegration:

3y Ancettective division of fabor vd iesporsibihity Jes
rescarch functions must be bl o consensus:

4 Strong scienutic leadeship for OFCOR i ssential

Ton developing and sustimnig effective integration;
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3) Someone izast be responsible for coordinating
OFCOR-OSR collaboration:

0) Suceesshul performance of the feedback and support
functions requires intensive management;

7Y Thereis nosuzh thing as o free lunch: Resourees
required lor OFCOR-OSR inteeration must ¢ome
from someshere:

S Rescarely munagement processes are effective and
clficient points of mtervention for building
OFCOR-OS R Ontegration:

) A retorn to common sense: Managers need to ereate
opportunities {or scicntists to interict.






instructive material which rescarch managers can use in
their own efforts to strengthen the integration of

OFCOR and experiment station research within their
rescarch svstems.

I1. Complementary Activities:
OFCOR and Experiment Station Rescarch

OFCOR and experiment station rescarch imvolve
complementary sets ol activities which perform diserete,

but interdepen.dent. functions wihin the rescarch

process (Baker and Norman. TUSS Bives, jUS3: Byerlee

cral OS2 Collinson, TUS2: Dennie, 19SS Monteith
ctal TOSSTNMorris, 1984 Norman and Collinson, 1985)
Fhey share a common voul: the concration and trinster
of relevant technologs and the etficieney and
cticctiveness of the rescarcl process as v whole depends

on ther strong itegation,

Rescarch onstution emphasizes applicd rescarch, eithier
contmodiny - dicipline Cor tactor-based, aimed at
senerating new technological components (c.e. the
breedime o anew sarien b aperiiment stations e
more suitable forsuch werk hecase serentists teguire an
environment where they can numipulate the vanibles
onder study under contiolled conditions. Scientists
concentrating e OSREowine 1o their disciplinan
specidlization. also penerally have scomparative
advantace mkeepug upwathand explotting ady mees in

world knowledaec i ther bields o expertise,

OFCOR cmphasizes adaprve sescarch iomed both at
seehinyg sitable niches tor avalable technolopy and at
taforing such technoloey to st actual conditions
hath agroceologic b and sociocconomic — faced by
target eronps ob trmsc e, Such rescarch s usually hest
conducted on farms i order to capture the tall range and
sariabity ot eonditions which Limers confront
Adaptive researchos particulin v important i
comparatively nurgmal covironments where tactors
Tty productivity are sariable and comples. Here the
lindings of OSR may not be doecily applicable:
adjastments and hone -tuning are Hikely 1o be required.

OFCOR abo systentatically cotlects intormation for the
research system concerning the priovity problems and
neads of panticalar clicnt groups, While OFCOR and
applicd rescarch on experinient stations are both
cient-aaented. OFCOR emplovs specilic methads to
define refevant client proups and toidentify their
priority rescarch needs (Byerlee and Tripp, 1988). 1n
this way. the function of O ORI anadogous to the
marketing rescarch department in technology
companics in the private seetor,

Thisresume of OFCOR functions suggests why OFCOR
i~ of such potential importance to developing country
rescarch systems in particular, systems striving to
produce technologies for resouree-poor farmers, In
developed countries. comgarable activiticos are carried
out expeditiously by agent ootside of government
rescarchiinstututions: by civate agricultural input and
services companios, by extension services, and, above
all. by furmers who hase aceess to necessary
information. inputs. credit and services, whocan afford
to assume the rishs inherent in experimentation, and
whe are orgimized to demand the products and
indormation they need from rescarch. Suen conditions,
however, do not obtain for resouree-poor farmers in
developing countries: their aceess to information
venerited through formal scienee s restricted: they have
onlya limited capacity to tolerate askzand they are
rarcly well-organized or powertul enough to bring
pressure to bear so that thetr denmands are adequately
met by public sector research systems. Under these
cireunistances, OFCOR canensure that these clients

haveavoree i the agriculturad rescarch process,

Atthe outset it s important to emphasize tad this
analysis focases on OFCOR and OSR as research
approaches performing complementary and
mterdependent Tunctions in the research process. not
necessarily as distinet types ol researchers or research
units, The analysisis aimed. theretore, at generating
suidelines todeveloping effective integrition and
performance of these complementary vescarch
functions. teis not limited to building linkiges between
discrete rescarchunits or programs. Tnsome of the cases
stadied, separate stafls carried ont OSR and OFCOR,
and tnothers, asingle rescarcher conducted both sets of
activities. The manner in which responsibitity for the
respective rescarch lunctions is divided - iLe assigned
toasingle researcher or to i gronp of specialists -~ is an
organizational ssaeand only one of several factors
affecting integration. This paper focuses on policy and
minaecntal factors as well as organizational tactors,
involved in strengthening OFCOR-OSR ntegration. In
what follows. the term generalized model is used 1o
denoteanorgmnizational arrangement in which the same
rescarcher performs both OSR and OFCOR in an
integrated program. The term *specialized model” refers



w arrangements in which OFCOR is implemented
instead by a separate individual or team. The term
‘composite model” refers to organizational arrangements
where OFCOR s carried out both by specialists and

generalists. The paper gives more attention to the
specialized model sinee it was the dominant
organizational arrangement in the cases studied.,

IHL. Problems in Achieving Lffective Integration:
The Potential for Conflict

The experiences of the rescarch institutions inclided in
this study show that in practice elfective intepration
between OFCOR and experiment station researck i,
ditficult to achicve. Contlicts and misunderstandin s
among researchers working in OSR and OFCOR
oceurred inamajority of cases. This is hardly surprising,
for the very factors which make these activities

complementary also create potential for contlict.

The case studies reyealed that basie disaereements
about what constitutes vood science and credible
rescarch can divide researchers waorking in OFCOR
OSR . espedially when OFCOR s carned out in refative
isoiation. Contlicts typically stenmmed from divergent
perzeptionsof the prioriy constraints to be addressed by
rescarch and of the clients and products of research,
Ditterences mnresearch objectives. methods and modes

of aralvas turther complicated cooperation.
Preeptions of Constraints

I gencval station-hased rescarch wims o overcome
technical constraings by deseloping the besr possible
technologv. usaally detined as that which gives the

W _nestyvield under broadiy speciticd conditions., The

assumption is thit onee scientists make good technology

avidlable, policv-makers witl do their job as well,
reducing sociocconomic constisints by providing the
necessarv infrastracture . services, credit, inputs, and
marketmy facilities, Tn other words, the station-lased
rescirch perspective is rather tong term ind assumes
thit the environment can be changed to fit technology
ascindeed, ocemredin the Green Revolution, so
successtul i the more productive and unilorm

civitonments throughout Asn,

Incontrast, OFCOR working on the adaphyve end of
the rescirch specttume. takes ashorter-term perspective.
Hostrives to provide fmers with technology which they
can feasibiyv adopt under existing, or only moderately
changed, political and sociocconamic conditions. This
means that the technological alternatives which
OFCOR ofters may only be betrer than farmers” current
technol pies. rather than the beai technology possible, It

abso means thatabroader range of criteria, reflecting
farmers” needs and priorities, are used to evaluate the
relevance and utility of possible technologies.

Clicuts and Products

Many scientists coneentrating in OSR are trained to
develop the Kind of high-vicld teehnology most
apprapriate for commercial farmers who, operating in
fvorable environments and with facilities for high input
use.are able to take odvantaee ol this incresed
production potential. In contrast, OFCOR rescuarchers
are by and Lirge directing their eiforts towards
generating technologics for soall-seide. resouree-poor
Larmers who are often situated in mareinal
cnvironments. The compley farming svstems and
multiple objectives of such tarmers resabtin OFCOR'S
commitment toa broader researeh agendi including the
stady of ways toanerease the wotal output of the farming
system through more productive interactions among
components, ways to minnmnize risk and enhanee the
system’s stability, ways to improve consumption or feed
quality charazteristios of crops, ar way s 1o maximize
returns tosciree kthor or cash rather than just o land.

Objectives

Whereas OSR. focussing on technological components,
strives to optimize the productive potential of a given
crop or animal by reducing constraints in the biological
and physical environment, OFCORinits turn, strives
to optimize the potential of a tirgeted farming system in
keeping with farmers” own objectives and priorities by
reducing saciocconomic, as well us biological and

physical constraints,

Asecond difference between the two s that while
station-based rescarch, which often has a national
mandate, strives to produce virrictics and production
technologies with wide adaptability aeross a broad range
of cavironmental conditions, OFCOR is more
location-specific and strives to adapt varictics and
technologices to i particular environment or farming
system, These dificrences in objectives give rise to quite
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distinct research agendas. Unless the fundamental
complementarity of the two sets of rescarch objectives is
properly appreciated in teems of their ultimate goal of
generating techiologies appropriate for farmiers with
limited resources, conflicts amony the scientists
involved will ull too casily erupt.

Rescarch Foethiods and Modes of Analysis

OSRapplics experimental designs, measurenments, and
analytic methods which are statistically robust, precise,
and well tested interms of procedures and assumptions.
OSR criteria for evaluating “pood research™ ave well
detined and commonty aecepted by the academic and
scientific conununity, OSK method: . however, cannot
be applicd dircatly ander the more variable conditions
cicountored inon-tarm research. Such conditions mean
hughercoctticients ofvariation (CV <) and higher rates of
il I cand thes require ditterent tvpes of
axperitacntal deswen, The broader vesearch agenda of
OFCOR niorcover, entails alternadive eriteria for
evaduating technologies which may not seem relevant or
sutticient]s rigor sus wecording to OSR standards.
OFCOICalso gencrally icorporites socioeconomic
analysis beth while identifving priority constraimgs
within ty enng systems and while assessing the
perfornimec ol technologies, OSR scientists are
sometimes unsuie how toanterpret and evaluate resulis
from such socioccononne reseireh. Other Kinds of it
senerted through farme-leyvel vescarch may also be
untamiliar and. theretfore, confusing - These differences
inmethods . modes ot analysiscand evalucion critera
can resultin fundamental conthets over what constituies
goad scrcnce. and about the legitiney of the

respective approaches t rescarch,

Managing Conflict

‘The experiences documented in the nine case stndics
indicate that these differences between QSR and
OFCOR in ¢encral vrientation, in conjunction with
differences in the more specific issues of methods.,
mades of analysis, and evalustion eriteria. often create
contlict. Divergent gosds and attitudes lead, in turn, to
disputes over more conerete issues such s resonree
allocation, prioritics in the planning and programming,
of rescarch, or the validity and interpretation of results,
Contlict caa be stdl further exacerbated wher OFCOR
is introduced. or perecived to be introduced, as a
corrective measure, an atiempt to compensate for the
lailure of comventional on-station reseuich to generate
technolo zies relevant for resouree-poor fiurmers in more
marginad environments,

Both OFCOR und OSR are necessary to realize the
ot gains that developing countries badly need.

prodey
For OFCOR 1o have o chance to successully
complen.ent OSKR and to achicve fong-ioom institutional
stability, the resolution of inteanal tension between
OFCOR and OSR is eritical. The challenge for rescarch
mianagersis. therefore to turn the potential for contlict
into constructive debate by unsing the two approoaches
undera common goclwith complementary objectives
and ensuring that OFCOR and OSK provide products
and serviees which are nutually supporzive. The
cxperiences of the sase stoddies srgue that active,
innovative, management can curtail wastetul
disagreement while consolidating effective, productive
integrition, Speaitic guidelines to help managers
achicve suchvintegratinn are developed in Chapters 3
and

1V. The Nature of Integratioa

Whatis strong and effective integration of OFCOR and
caperiment station research”? This ideal cin bewt be
understood By lookmy at the tusctions which these tae
rescirch approaches pertorm, or can potentially
perform. in relation te each other within the rescarch
process, For the purposes of this analdvsis dise
complerrentary research tunctions have beenidentilice
as constitshing the link beoween OFCOR and O5R
(Tubic 1),

Outol thisclaster of Tive tunctions. OFCOR i peneraliy
used to-carry out the service, adaptive rescarch, and
fecdback functions, while OSR is responsible for the
apphed rescarch and support functions 1t should be

noted. however. that in some cases, depending on the
rosearch problem. adaptive rescarch is carried out on
sttions and applicd research on farms. but under strictly

controlled conditions.
OFCOR Linkage Functians

OFCOR can potentially perform three rescarch
furctions in relation to experiment station rescarch:

1) aserviee function
2y an adaptive research tunction
3y ateedback function



Table 1:

Five OFCOR-OSR Linkzge Research Functions

Rescarch Function

The Serviee Function:

The Adaptive Rescarch Function:

The Feedback Function:

The Applicd Rescareh Function:

The Support Function:

Deseription

Broad-scale on-farmsereening, iesting, and evaluation of technol- gies
developedon-station. S demonstration elfect is often an important
secondary objective of these triads.

The diagnosis of farm-level constraints and the adjustiment., or
adapuation, of existing technology toa particular set of environmental
conditions, cither igrocecological or sociocconomic, through on-farm
research.

Theadentification and provision of relevant information fror farm-level
deseription, disgnosis, o adaptive rescarch to the priority-setting,
planning, and annual progrimming processes of station-based rescarch,
Itis the aimof the feedback function to focus research onidentified needs
of devignated client groups.

The generation of technological components.
The protessional inpnt ot OSIR specradists atdifferent stages of the

OFCORrescarch process. Te support function implies the apportunity
and ability to heep up with rescarch developments worldwide in specific

ficlds. Thisspecialized knowledge complements the specialized farm-
levebintormation generated by OFCOR.

These functions are considered to constitute the
OFCOR side of the link. 3 tits most robust, OFCOR
will perform all three functions with particular cmphasis
on the adaptive rescarch and feedback functions.

Service function. The service tunction. the validation or
verification of technology through on-furm sereening
and testing, is the final stage of vescarch betore
recommendations are fornudized and attempts 1o
transfer technology begin, On-farm trials are refatively
simplein design with emphasis on broad-seale coverage.,
and nlv-ocational testing. The demonstration role of
these trials is also considered importiani for they expose
both farmers and extension agenis to new technologics.

The service tunction has been the traditonal function of
on-tarm rescarch. Ttis a passive rescarch role in which
OSR s extended to the farm with station-based
programs usually “pushing out” selected new technology
for testing. fnsome cases. on-station researchers even
design the on-farm trials. Forthe purposes of this
analysis, on-farm research which performs a passive
service function only s not regarded as OFCOR.

Adaptive research function. This furiction involves the
modification of known technology to suita particular set
of agroccological wnd sociocconomic conditions or. in
other words, to mieet the regnirements of specifie client
groups. On-farm rescarch, usually mvolving both
surveys and trials. is used o identify opportunitics for
improvipg the performance of an existing production
system. Patential technologies or knowledge from
experiment station rescarch are then “pulled down™ as a
hasis for designing solutions,!

Inadaptive rescarch. OFCOR has anactive role to play:
diagnesing problems in the ficld. setting priorities, and
designing potential solutions. OFCOR draws on
expertment station expertise and knowledge ina

weuse the COEAR (1981 detiations ot applicd and adaptive
researcdi
apphed rescaschin that designed to create new teehaolagy;
adiptive researchos that dosiened todast ieehnology to the

specihic needs ob a particulan set of enstronmental conditions,

Thinisbised on Colhinson™s (1983 dehinttion of adaptive rescarchin
which he introduced the dea ot selectively palling down’
technalogies based on farm-level diagnosis,
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consultative or support role. but retains controb of its
rescarch agenda.

A geod example of the adaptive research function,
reported in the Guatemalan case study,is the
declopment of reconmmendations for improsed maize
varictios and associated nrogement practices mothe
agricultural development zone e La Naquina,
Conduacting both tormal and fatormal survess. tie
OFCOR team chaructenzed the predomiant farming
svstemof i SMagaineand pinpointed two ke
production constramts: the losec-vield potential ol local
matze varcties and insect pestmtestation trom
Spodoptera fragiperda Waorkange closelv swith the maize
commaodity programrescarchers identified hybrid
miatertals tor testing and desirned aomore cost-etlectine
systein for pest control Eaperments were also
conducted on herbrode ose plantne sehednles and

plint spacine.

Adter thiree seasons ot rescarch mcdudmye both
agrononne id ccononnc s alubation stadies, e team
sucd recommendations Louveans biter s tollow ap
cuahition teve ded that tor the sentbcant majorit of
Lmer i the arcassho bad mdeed adopred the
recomimendations, averaee vickds and ceonamic retuins

had approsoiaiels doubled

Phe Zambr cose stady also otters an example of the
OFCOR adaptise rescareh tunctions on this occasion,
however rescachers tespoded o g cococconomie
problem which wa mtme the overall productiviiy ol a

tarnune sustemo i Cential Provinee,

\diaenoste sunvey adentitesd shoraees ot fabor at the
peak penodin the ctopipme esele as a primats constraint
Inmiime maze production. Lack of meapower meait
that plarieg wos hacmtolly defaved while weeding was
both fate indiinadeqgoate: The team desigacd a triad
program to enable Lomers to make the bestuse ol the
scarce laboron lund . The andestving strateas of the
program s o to save leborswithontasipmficant

lossinvicld by combinme cortinm aperations

Phe tesalts of two tad seasons showed that basal
lertthzer appheation could be delaved withont loss
vield and thatcombined catly weeding and top dressing
actially resulted in o 207 merease i productivity, The
OFCOR wam concluded that 1o apply tertilizer and (o
weed, tarmers need onbe make asingle pass through
their ticlds . This weald e them approsmuately o
person-davs during the period of peas abor demand
and.with the increased vield, give aomarginal rare ot

return onimeestment i abor of approximately 73%,.

{]

Farmers participaiing in the on-farm trials responded
positively to the mmovation, leading rescarchers to
prepare i formal set of recommendations,

The teedback Paaction, The feedback function involves
channeling relevant mtoriation from on-farm
characterization. diagnosis. o adaptive research into
the priorics -setting, planning. and annual programming
processes ol station-based research. Indeed, Baker and
Norman (T958) has e usetully distinguished two Kinds of

fecdback:

D) feedback to OSR prionty setting: and
2 feedback to OSRannual programming,

Phe tistand more ambivouos. icedback has to do with
information about farmers” techmcal end managerial
problems  inarction essential for the establishment
ol sound priovities within applicd station-based research
progrims. Here teedbiack can assist programs to
respond to the wentiticd needs of theirclient groaps,
rathier thai to their osen speeriie diseipline - or

comumuodity -detesnimed imteresis,

Phe case studies provide many dlustrations of the value
b OFCOR 1eedback to OSR priorviny-setting.
Intormation trom firm-level rescarch en constraints to
s esteek production in the communal arcas organized
by the Farming Svstems Rescarch Unin (ESRU Y in
Zimhabwe tor cample. resulted in three new rescarch
theasts mosation-based livestock programs: the
sereentng ol torace legumes. the upgrading of crop

restdees and nnproved voat production

Stmlarhy i Panaia, on-tarm rescaech in the Dual-
Parpose Cattfe Projectidentificd the key problem i
dual purpose production systems s fow productivity per
hectare resulting from alarge pereentage of
nonproductive ammials, Feedback to seientists at the
Craalaca research station led to their pursuing a new line
of rescarch onimproved management practices tor
calves. Hhen work focused oncontrol of internal
paasites and onimpreved antrition through forages

prown specihicalty tor calves (Sands [IR7),

T Nepal. tocite athard example of the link between
feedback and adjusting OSR priorities, on-farm
rescarch conducted by the Cropping Systems Program
(CSPYy woidentifs maize varictios suitable for rice/wheat/
maize cropping patterns revealed that, contrary fo
erpectaton, there was nasuitable ‘techiology on the
shelf™. The growing seasons of available high-yiclding
maize varictics were too long 1ot the desired new
cropping patiern. Accordingly. in response (o this
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feedback, the maize breeding program spared no effort
to develop ancarly-raaturing composite “Arun’ varicty,
The new viriety is suitable to a wide range of growimg
conditions and is being vapidiv adapted by Tarmers
(Bigps and Rood, 1987

Lastly cretuming to 1T A Goatennda, feedback mom
OFCOR eventaally comvimecd the sotghum progtam to
broaden its rescarch agenda towork onvancnes
appropriate for the farmimye s stems of resouiee poot
farmers in the hills of the southeastzin region ot the
country s Adthough the cropas grown prmany by sinall
Lrmers i association with nueze and beans . the
breederns had tocussed o cary nratunine tueh vickdine
savieties designed o be grovwn momonoculiure The new
varieties l]lc} dey ('Il‘l"L’\i At allony o himaeed vroup ot
madiume- and Loee seale Bnmers mohe maore G orable
valley eovironments to expand sorsham production tos
sodeasanimabieed These e sancties s aohich had Lo
fevel oo high tor i consamption. wore
completely unsurtable Bowoves tor the pagonty o
sordbrarmers whoerew sonshunn aoan neanence crop”
tosubstitute tod naze the ponapal staple food

swhensapplios ran short

Atterseveralvests ot acrmmomons debate . OFCOR
screntists, armed st data from sunves s aenal
photowraphy cand on faim aeroncnne rescarch. it
comvineed the sorvhun proetam to broaden thes
rescarch agenda m order to addiess more chteetively the
necds of resonrec poor tarmers. Hhe program
introduced anew hine obrescanch amed at eeneti
improvement ot local varieniesswhnch are suable for
human corsumption. and development of inprosved

anagement practees o sorelium mtercopping

Feedback 1o OSR prograanmimy the annual planning
and design or expernmients s e modestin s
objectave and casier tommplement Tomvales
cocouagine statnon-based rescarchers to tike mio
account systematicallvan thar expernenis the
haracterssties of Lrmeis” environment. OFCOR
provides mtormation ihout the taminge conditions and
mranagement practices of debuned eioups of Limmers so
that on station experiments can be designed o condorm
wore closels tothe actoal vondimons under which
favmers operate sirmticantly imercasie the refevance
af applicd research and aceelerating the process of

developing approprate technologies

This kind of teedback allows station - based scientists Hist
of all tocompuare the degree towlieh conditions on their
station {e.g. ramtall soil tepe Aertiliny levels, cultivation

practices) resemble those encountered by farmers. In

this way they caninterpret thewr experimental resalts
more realistically. Sach feedback can also stimulate
stition-based scientists toadjust the level ot both
expenmentid and non-expermental variables to more
loselvapprovimate conditions which tarmers
themselves can hope to replicate, Such adjustment may
apply to the use oresternab imputs ez terttizers and
inseencides, or tosimulation of prevailing production
technigues. e gl seedbed prepatation ar water centrol,
This feedback also encouraees researehers to evaluate
technolowy by those criteri Bmers themselves use.
s may means maddimon tovield peramrarco. taking
o consideration returns to searce inputs such as cash
ot laborsoritmay mean evaluatine technologies an the

basts ol consampoon. rather than production, eriteria,

Avant the ¢oowetadies amphy dloustoate tis more modest
tpe ot teadbach Inthe Upland Aeocalture and
Consenvaton Projectin Indonesia, tor example.
on-farmscrecamy ol anaproved nee vionety - Rapau,
resealed that. contrary o the reselis from on statiog
testing, Ranaie wis sasceptible to blase Feedbuack
sparred OSKscientists to reesaluate the resistancee
status of the improved et while contmuaing their
cttorts toadenity other cudte ars with stionger
resistanee b Zambaas to ate o turther esample of
OFCOR S sevond Teediack function. itormation on
sl Geemers” management conditions fed the
Santower Commodiny Program torednee fertilizer
levels by tuliy one-halt msome o thew experiment

station tads for sereemng vaneties,
OSR Linkage Functions,

Stition-hised cosearch perlorms two principal research
tuncomons which complement those of GECOR in the

rescatcdi process

Pranapphed rescarch function:

2 asupport tunction.

Applicd rescarch function. Applicd research is
essentrdly techneloey peneration. the direct
complement o OFCOR S adaptine research function.,
OFCOR depends onstrome s applicd on-station research
prrograne for techpologiead dtcinatives tosereen, select,
and adaptto the speaitic needs and conditions of
designated chivnt groups (Fresco 1IN Hirwood, 19SS
Norman, 19820 Norman and Cotlinson 1US3).

Support function, The support function imvoives the
proviston ot advice and knowledge to OFCOR by
comnodity and disaiplinary speciahsts at ol stages of the
rescarch process (CIMMYT, 198a; Collinson, 1988).
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Speetdists canassist with the diagnosis of constraints
such as sarl nutrients, water availability . discases and
posts the dentification or peneration of potential
techmological salutions such as carly maturing varictios.,
water conservation methods, or teeding regimes for
Ivestock s the design ot experiments and the anabysis ot
restltssand the interpretation of the pertoraiee of
saperimental technologies under farmers” conditions,
OSERS supporttunction imphes s ability to keep
abreast of world-wide tesear-n developments. Such
speciahized disciphnasy knowledge complements the
Fm-fevehmtormation wnch OFCOR s position to
provide o OSRUe the OFCOR feedback tunction.

A number of pood exanmiples o the OSR support
tunction emeryed trom the review of the mine case
studies, In Zombabwe specialized teseanchers have
suppotted thework obthe ESRU by providing resiews of
previcas rescarch on problem arcas identificd as high

priority through on-tarm rescareh, such as water

harvesting techniques or cron fertilization with catile
manure. They have also assisted inidennfying
productive opportunities for rescarch by participating in
intormal diagnestic surveys and have collaborated in
designing and monitoring on-farn trials. In the Small
Ruminant Collaborative Rescareh Sepport Programiin
Indonesias station-based tescarch his supported
OFCOR by assessing the nurritional potential of
inddastrial by -produces avd altermative locsl grasses.

Insummary, the velative perforrance of these five
research Jinkage tunctions and the weight assigned 1o
thenmin the rescareh process determine the strength of
OFCOR-OSR integravion. The relative emphansis
research managers wish to vive to the respective linkage
functions. morcover will determine ihe specitic types of
organizidional arrangements and management
mechatisms that are most suitable for achicving

etfeciive integration



CHAPTER 2
REVIEW OUF THE EXPERIENCES OF THE CASE STUDI S

Short protiles of the specific OFCOR wituations whose
analysis served as the basis for the deyelopment of

management guidelines on OFCOR-OSR integration
are presented o Section L These protiles zive an

overview of the organtzation of OFCOR and OSR
cach e and desenbe OFCOR-OSR integration in
teres ot the babanee ind relatve sticngth or the e

ik ave tanctions outhaed mthe preceding chaptes

Fable 2 stmmonizes the assossment made ol the
portormance of the teve nkage tunchions and thei
telatnve vapettorc i e OFCHGR snnations stadied o
fon e stisire Senepeals Zaonbabea e Indonesia and
Sopal achers dishnetasntational arrangonents have
creatad diterent tpes of ORCOROSIntegration,
these hase et aiabv zed separateds Tnotal 13 speatic
Ik e siruations s ere reviewed tor this comparatine

anidvsis

Fhe assessment ob the pertormanee ol the lunctions,

while clearly somewhar subjective i based on the

svstematic, m-depth. tuncuonal analyses developed in
all ot the case study reports, Trach case study analysis
used a common methodology based on a specitie sci ol
indiciators toassess tie fevel of performance ol the
functions.” While the assessment presented in Table 2
relies heavily onconclusions of individual case study
reports italso reflects asystensittic comparative analysis
across case study situations. as well i a careful
evaluation of evidence presented to support the
assessmienit of tunctional pectormance in the case

studies.

Organzation of OFCOR-OSI links and the quality of
overaibmteyration vary considerably across the cases
roviewed. The wide range of situations covered by the
cuses provides acrich body of experiences from which to
driw management Iosons and guidelines, Koy
observations b cd on comparative analysis of the
capetiences of these NARS i building integration are
presented in Section

L. Profiles of the Integration f OFCOR and Experiment

Station Res

Latin American Cases

Feuador. The Production Research Program (P11,
responsible tor OFCOR wathim the Instituto Nacional de
Investizaciones Agropecuaits (INTAP) 1y
decentrihized, cansisting of 10 small teims comprised at
anagronomis s and techmoan. The teamsare based in
provinees and the rescarchers reside i the tield, but
they wre ander the admmisteanine auspices of regional
experiment stations. Most ot the interaction between
rescarchersinthe P and researchersis the diserphinany
and commodity proptams ocousaintormally at the
stations ond s asually iteged by PIP seientists . Formal
mechammms toritegtation are not wellb deseloped and
those that do evistare not tallv explonted. Tntegration
has been weakest tor the PP teions el are part ol
Tateprated Rural Development Projects, The most
tmportant linkaze mechanisoy s the Techmeal

More peneral descrptions of the NARS studied are provided m
Oncraew ot the Nioe Case Studies posa tora bt of case stidy

repotts seepo

qarch in the Case Studies

Committee at each station. These committees.,
comprised of senior OSR scientists, are responsible for
reviewtng the rescarch plans and results of wll station
programs, including the PIP.

In the PIP the service and adaptive vesearch functions
predominate: there is a wide range of technology
available from the stations tor on-farm testing and
adaptation. The feedback function, never strong, has
beenespecially weak in recent vears, as scientific
leadership has dectined and the OFCOR agenda has
narrowed to faitly routine on-farm agronomic testing.
The junior status of OFCOR resechers, their posting
i the fickd rather than ata station, the Lack of sustained
and systenatic training 1 OFCOR wicthods, and the
entrenched power of the commaodity programs all
contnibute to the weak performance of the teedback
function. Tnthe carly years of the program, foreign

"o Methodology Maodale B Indicators for Functional Analysis of the
Organization and Management of On-Farm Chent-Oriented
Revearch ISNAR (1950)



expertadvisors were able to give the prograniistrong
methodological base and to defend the OFCOR
approach within the system. More recently, however,
the PIP'S two national coordinators have had difficultics
sustining the dy namism and capacits of the OFCOR
progrim owmg to frequent st tnover and the
excesaive burden ot them oswai adimnistrativ e

responsibiiitices.

Guatemalia, The Technology Testing Depantment and
the Socioecanonie, Department. which together
perlorm the OFCOR Tunctions i the Instituto de
Crenctasy Teenologi Apricolas (ICTA), are
disaiplinaey support progeams tor national commaodin

rescarch programs,

ihe Technology Testng Department. decentalized and
mteprated into JCTA S regonel situcture. as i fcinmes
comprised ot wrronomists and techeans, These teams
arcassiened toregtonal expenment stations awlong with
commodity scientists. bat are deploved an the
sub-regional level Interaction between researcheis i
the Technolopy Festing Department anud commadii
progranis oceurs prinanly a the stations where the
annuab resonad programmimg and review process s
provenio benrmmportant nrechansoy lor deseloping

mtevtabion

O the whole s the level ot mtesraton ol the research of
the Techaology Testing Dopartment and commadits
sarcatists eomodenate: Servee wnd applicd research
functions have heen stome hecanse the Technology
Festing Depariment wan oxpheitiy desiened 1o ran all
technolopy developed by the commodits programes
tongk oo s toads tor seritication. Sapport and
feedback tunchions fovever Tuec beenginte hinited.
Fuctorsshapang theiatare of the Tmkmclude the low
istitutional status ot the Techinoloey Testing
Departmentrehinne to the commadity programs. the
relatve vouth andbmespencnce ol s std b and the Jack
ol screntihe deaderstp waithin the department. The
Fechuology Testimy Depaitmient did not i o

department bead unnl 1986

Organzational barners have unpoded the mteeration of
the Sociocconounes Department with other rescarehs
programs.ncluding the Technotoey Tosting
Department. As o separete department with o
centrahzed national progiam. the Socioeconomics
Department contrasts with the decentralized, regional
organization ot other aepartments and programs i
HOTA L Neversttong at bestmtegration has weakened
over time. The rescarch of this mitially inpnoviteve and
dynamic department las stagnated owing largely (o

10

atteition in the ranks of its scientific leadeiship, staffing
by predominantly junion rescarchers and technicians
with little formal triming in social scienee rescaich
methods. and changes in rescarch policy within 1CTA.
Sinee JCEA has renewed its commitment to produce
technology for resouree-poor farmers in the Highlands,
Towever. the revitadization of the Sociocconomics
Department is currently being attempted.

Tanamnn, bnthe Lite 19705 the Instituto de Investigacion
Agropecuaria de Panana (IDEAP)Y des cloped a
rescareh plan on the basis of ficld-tevel problem
dignesis which defined targetareas tor on-farm
researchandidentficd priority rescarch themes for ecach
arcas Subsequentlv. OFCOR has beeninitiated in
several targetareas cither through semi-independent
projects with tull-thme sttt or by scientists from
TDEARS commaodity programs as part of their regular
vescarch program OFCOR s viewed as o specific
research approach and there is no formal. coordinated.
OFCOR program within IDEAP The nature of
OFCOR-OSR integration varies considerably among

these independent elivrs,

Noformal mechnusms tor mtegratton of OFCOR and
OSR existand overall imtegrarion has been liited.
Commaodity programs do their own on-farm testing and
OFCOR projects. emphasizing wdaptive research, hine
voothed guite mdependently . Teedback andsupport
tunctions have been weak sinee there are noiostitutional
planning. progiammiag or review processes through
which intormation can be channeled. Tntegrition hos
becitstronger where OFCOR resciirchers have neen
Dased onstations as with the Dual-Purpose Cattle
Project. ihe Casin Project, on the other hand. isolated
from station-based rescareh, even had its own

experiiental field tor more controlied trianl work,
African Cases

Senegal, OFCOR Cwhich Talls within the mandate of the
Diepartment of Production Systems and Technology
Franster (DRSPY . is carried out by three semi-
autonomous, multidisciphinary teams based at regional
stattons aid hackstapped Dy a Centeal Systems Analysis
Grronp at the headgureters of the Institat Séndgalais de
Recherches Agnicoles (ISRA) Two tvpes of links with
station-based rescarch were studied: links with OSR
swithi the DRSEUwhich inclndes a Burcau of
Macra-ceonomic Anulvsis (IBANM) and a thematic
rescarch divistony and links with OSR in other

depantments and regional reseiuch centers,

fntegration between OFCOR aind OSR within the
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DRSI has beea rather strong, facilitated by a common
supervisor, joint phinning and programming procedures,
deployment of personnel at the ~ame regional stations.,
and i shared systems rescarch orientation.

On the other hand. OFCOR integration with
station-based research in other departments and
regional rescearch ecnters hias been timited. Where
integration ias oceareed, as inthe case of riee rescarch,
ithas been the rosult ef individaal initiatives by sciertists
bised topether ata regional station. No formal hinkage
mechanisms exist. The Head of the DRSTP has had litde
tme tor developing links across departmients owing to
heavs admin. rative responsibilities. The DRSP teams
donotprovid  serviee tunction. for commodiny
programs i out theirown on-tarnn esting, The
pertormance vt icedbuack and support tuncvons has
been hmted and criatic. *\k'k'k'p[\lh&l o broader
OFCOR Guenda by otherseientsts s hocn complicated
by sereed ™ Jong bistory o auroromie and

socioceonomic on-tarm roseareh. s well os by conthicrs

aristive from the stzctonal reorpanizhonn 192 The
lower protessianatles el ot regiomadiv deploved
commontity cosearchers relative o DRSP rese vichers

hae abso discoutaved collaborative aetmaiies

Zambia, The Adaptnve Rescaach Plinnne icam
CARP ). responsable tor O1C O the Rescarch
Branch of the Minstre of Avncaltire and Wty
Development.isiocoordinated national proseam equal
instatus to commeding et apecialist proyrans
(CSRTS)ARP TS Natoral Cooramaetor s his
headquarter ot the nin reearch station, as do the
Airectons ormenv ot the OSSR AT ARPT provingial

tearms atc based at sl regtonal stations

Integration. now moderate s has improved sieniheanh
atteranmitiad period ot marked conthet, ARPT. whily
cmphastang the adaptive rescarel fincbon. also
provides aservice tunction tor CSRTs whenit is within
the scape of therrrescarch aeenda The teedbach
function has grownstionee: as ARP L hae developed ats
rescarch capaciy s eamsd credibrhe with CSRTS, id
establishiod specitic hobawe mecianisms . sach as joint

pragramiming and revies mectinge,

The CSKIS have made moderate contiibations to
ARP i terms ol techuolegies and speciaiint advice.
These programs dive the ARPT Cane quite souny The
pettormance of therapplied rescarchand support
functions has mproved as thes have matured. CSRT
screntists interest in collaboration fus mercased,
moreover s thev e begui to generate technologies

ready tor on-turm testing. Organicational divisions and

veographical distance between scientists on ARPT
teams and those working tor CSRI'S remain obstacles to
itegration. In recent years, nevertheless, dhe active
clforts of management have strengthened intepration
considerably.

Zimbabwe, OFCOR s conducted through several
independent eftores within the Department of Research
and cpeciadist Services, A specialized Farming Systeins
Rescireh Unit cFSRUD swhaeh his s headquartess at
the central rescarch stetton . and onssts of &
multidisciplirary coreream ard tac regonally deployed
ticld teams, conduets a (ult OFCOR program. In other
Insttutes wd stations, seientists carsy aut station-bas . |
rescarch and nartos erapphications ol OFCOR s part
ol their regalar researeh programis, OFCOR-OSR
mtepration, theretore, is amatter not only of links
Between the FSRU ind the onstation = ssearch of
vanious institutes. butalo of OFCOR and OSIR Hinks
within the istitutes themselves.

Fhe integration of rescareh in the FSRUDwith OSR has
been moderate tostrong. The FSRU s considered to
e the primary responsibility tor characterization of
Lrming svseems i the communal sreas and tor
adoptive rescarch. FSRUTS pertornce of these
tunctions has been strong. station based scientists have
abso been fortheonnng in providing specialist advice and
technotogiesadthough technology for fivestoek in

marenin areas s linnted.

Fhe ESRU has given high priority to collaboration with
OSSR Banks livee deseloped primarily through informal
consultation. The formation in 1980 of the insatute-wide
Comnuttee for On-tarm Research and Bxtension,
however. has forged more formald links between FSRU
and OSROan the other institutes. Several factors have
contributed to cliective intepration: the distinetly
technical orieatation ol the FSRU team. the Jocation of
the core team ai cential headyuarters, and the solid
COMIITLNCI O SCHIOT (oseited m;m.ngbl\ o fostenne
incepration,

Within the institutes, intepration between OFCOR and
OSR has been at the bestmaderate, even though
serentists earny out both on-tarm and on-station
rescarche I gencral the range of linkage tunctions

Fie Compunal Avcas are alepaey o coloanl land policy which
authonced the provate oswnership of commereral tarm land tor the
henetit of the white sertders, and then recognized traditional
commuaal patteras of land tenure for the Atrican population in the
temaning mote niaginal areas of the countey. Today the
Comnunal Arcas conrprise 42% ot the Lind arca of Zimbabwe,



performed has been rarrow with emphasis placed on
the applicd rescarch function and. to a lesser extent,
an-farm testing. While the suppor function has been
strong within disciplinary institutes and stations, it has
proven weaker across disciplines and commoditics. The
fecdback function has been fimited. with little farm-level
characterization or didignosis by carried out.,

Asiian Cises

Bangladesh/BARE The On-Farm Researdh Division
COFRDY. with the manditte for all on-term rescarch
within the Bangladesh Apneuliaral Rescar b Institute
(BARD . consists of Ive regional management units and
Zhimplemcentation teams dispersed thioughout BARY S
extensive network of stations and subsstations The fact
it OSR scientists tromyother depantien:s and
programs are dsodeploved at the BART stations hus
tactlitated some mformal consulisstion. Vet the smual
OF RD programming and review mecting at
headquarters remains the principle linkage meenanran
between OFRD and the rest of BARI

fntegration of the OFRD and on-station research i
other departments and rescarch centers has been guite
Honited. A top down techinotogy transter model prevails,
with OSR pissiny technologicos on o OFRDY Lor testing,
Few tormal mechanisims tor other tspes of interaction
exist. The adaptive researcleand teedback Tunctons
hive been shights neither toonven particularly hieh
priority by OSE scientists. OSR has also pertormed a
Hnuted support roie. Principal constiaints o integration
include: the newness of OFRD organizational
separition. the lower academic status and experience
level of OFRD rescanchicis . the decentialivation of
OFRD activities ardistant Nield sites, and the Lick of

formal tsicgrating mechanisms.

Indonesia. In the Ageacy tor Agriculturad Rescarch and
Development (AARD)COFCOR &S conducted both
within individual comaodity institutes and within
multi-institute projects: to the two regional commaodity
institutes studicd, the Malang Institute tor Food Croges
(MARIE Y and the Researeh Tostitute for Animal
Production (RIAP), OFCOR prosrams are carried out
ona part time basis by seientists as sub-programs of
larger station-based rescarcl programs. The principal
tasks of OFCOR are to testand adapt technologies

developed onexperimentad statior .

In the multiiestitute projects, the Upland Agrcolture
and Conservition Project (HACP) and the Crop-
Livestock Systems Research Project (CLSRY, OFCOR
is conducted by mulndisciplinary teams of full-time

rescarchers seconded from several institutes. Linkages
between project sealt and scientists of the home
institutes is quite strong. A technical team of senior
scientists from these institates works part time for the
projects. advistng and supporting OFCOR researchers,
and feeding information from the project back to
refevant on-station research programs. OFCOR
rescarchers, encoitraged to niintain connections with
their home institutes, pariicipate inannuai programming

and review mectings.,

I both organizational set-ups, strong integration has
been facilitated by thie high caliber of rescarchers
assigned to OFCORaetivities, the strong develnpment
orientation of AARD and the long tradition of GFCOR

i Indonesii

Nepal, In Nepal OFCOR is carried out either by
commodity improvemeat programs as an ouwtreach of
their regular research progrant. or by the Farming
Systems Rescarch and Devclopment Division
(FSR&DD). Where OFCOR s part of a commuodity
program. its service funcion is prominent. FSR&DD
rescirch, supported by o separate Socioeconomic
Researchand Extension Division (SERED), is designed
to complement commadity program sesearch through
application of asystems perspectivi: and adaptation of
technologies tosite-specifie conditions. The FSR&DD,
ostallished i JUSS Cis andeseendant of the former
Cropping Sysiems Propram based in the Agronomy
Division. While thiv independence has elevated the
status of the newly created division, it has at the same
time rendered integration with OSR in other divisions
and rescarch stations more difficult to manage.
OFCOR-OSR integration has been weak to mederate.,
Their principal linkage mechanism has proven to be the
‘combined trek™: Nield trips during which FSR&DD and
OSR scientists travel topether to FSR sites for joint
prioriiy-setting. plauning and programming excreises.
AnFSR Technical Panel.including scicatists from other
divisions, fas also been established to review FSR&DD

Activities.

OFCOR alvo plays aomajor role in the programs of two
externadly funded. regional vescarch institutes in the
Hhlls, the Tumle Agricultaral Center (LAC) and the
Pakhribas Agricultural Center (PAC). In PAC,
OFCOR and OSR are conducted within the Agronomy
Division by sepirate groups under a common
supervisor. In LAC, OFCOR s coordinated by the
Sociocconomics Departatent but carried out by
scientists whoalso do on-station research, The
performance of the Tinkage functions in both centers is
strong. The applied research function, however, is



somewhat less well developed, sinee for technolopy tunding. and by i shared client-otiented philosophy.

generation the centers rely on national commadity PAC and LAC also have strong links with the national
programs. Integration is abetted by the small size of the commaodity programs. These links are mointaimed
centersund their narrowly defined regional mandate, by prinsarily through national, semi-annual Crop review
regular joint treks to FSR sites, by joint plinning, mectings and through intormal consultations among
progratiming, and review exercises, by adequate scientists who are friends.

i1, Observations on the Degree of OFCOR-OSR Integration
in the Case Study NARS

Comparative review of the rescarclumstitutions in i studicd: In the majorite of cases, the performance of
citse studies shows that, i general. pood progress s mostlinkage functions was judged moderate or strong.
beenmade towards building eHeetive integration ot Rescarch mamagers i the case study NARS, morcover,
OFCORnd experiment station rescarch. This progress while actively pursuing strong links. have developed

is cvident from Chart L which sammacizes in praphic mnovative, uselul management cooroaches and tools
form assewsments of the performance ol the five linkage (see Chapter ).

functions i the 13 GEFCOR-OSR Tinkiage situation

Chart 1: Relative Strength of OFCOR-OSR Linkage Research Functions
(Pereent of cases where performance of function was moderate to strong')

Linkage Research Functions

Service

Adaptive Resoarch

Feodback

Applied Research

Support

! . : | R RO SORNY SRS
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Notes: Percent of Cases

1) Assesamentis hased on conelusons o e study teports and o systeimatic comparative amtlysi

1CTOSS Cdses,
20N = LV Infour of the cases - Tndonesia, Nepal, Senegal, Zimbabwe - ditfore sorgamzational arrangements for OFCOR-OSR links within the
rigtional agricultural system were sutticiently varied to wartnt separate inalysis,



Nevertheless, the case studies also suggest that a great
deal remains to be accomplished betore the full potential
of OFCOR and OSE coltaboration can be realized in
terms of the rescearch system’s increised responsiveness
to the demands of its clicnts. Even for tie refatively
matur: OFCOR provrams reviewed, the fevel ol
miceration achicsed, i most cases. was considered to
be only moderate whenassessed by the ageregate
pritormaiee of Uie tive limkaee fuctions CTable 2. in
IV W s Enees was soong ntegeation with effective
pertormance erafl furctions considered to have been
tully institutionalized.

Comparative review abso discloses that the relative case
soddeg-ectowhich the tive linkage functons s e been
iniplemented van siemticintly aeross the case study

sricaoons (Ot b Table ) Theee penedal olbvenvations
conhe pnde concernag e ob s pentormanee o tie

hinkaee fupctions.,

D The wdieposcandapphced teseanch tanctions hae o

boeen the mostsuccesstull implementad,

The serviee tunciion despite its borme e tradinonal
tole ot on- i rescarch has vaned nnonhedly aoioss
the cases i relative sportance amd deviee ot

mplene ntaion:

Lhe teedback and support tinenons have been the

least Tully iplemented.

These sbsenvations indicate whnchaspects ob integration
appear to be the most dithieadt to achicve and theretfore
requites the most sitention oo research manmaees, The
citse stady aayses shed b on actons infinencing the
cefatve pertorinance ol the functions Thes alsoieyveal
predictabic probbems el arse in the cotrae of
carrving ovtthe functions Tastiv they provide practical
suidelines tor stengthening the petiormange of the
respective hnkage tunctions as resicw ed anthe toflowing

chapters.
The Adaptive and Applied Rescarch Functions

T the case studics these tunetions veere judeed to be the
mestsuceeshudvimplemented. e adiptive rescarch
function wis considered strany in 307, ol the OFCOR
sitnations, modetate m 0%, (CLabic 230 The avronomic
component of aduptise research has been the mostyvital:
the soctal scientilic component has been neither as
widely implemented, nor as suceessully inteprated
(Lawell, 1988).

The apphied rescareh Tuncion, i terne of the degier o

which station-based rescareh is provading seitable

technologices Tor on-farm adaptation. was considered
strong in A0 of the situations and moderiate in 304,
{Table ). This patten retlects the Tack in somie cases off
technologies apprapriate tor ihe comparatisely
pugiinal covironments typical ol OFCOIRS resouiee-
poorclicrts and foi the non-crop components of farming

systems suchis ivestack or agroforestry.

Indecd. the relatively strong pertormance of the
adaptic e and applicd rescareh iunctions, both of which
relute 1o the tlow of teehnologios throngh the rescarch
systemis tohe expected. The division ol responsibilities
between OFCOR and OSR can be made guite clear.
Beritutional changes to mmplement these functions are
lhely o be more modest than those required on beladl
ot the teedback and support functions. Mechanisms 1o
vincourige mebhy informadion eaehiange between

O1 COR and OxR are neceded, but major alterations

cither m the planning and programmine of rescarch orin

screntists” priorities and responsibilitios usuadhy are not.

Phe cose stiedies mdicare s when O OR
demonstrates o strone adaptne esearch capaaty it
acquiies credibaliv, sothin the research system. thus
openmg the dooy todes cloping the loedbock and
support iunctions. The management impheation of this
tinding i that OFCOR Should concentriaie on
developing ind demonstratinnge sis adaptive research
capactty i the carly staees of institutionalization
thereby lavines the tonedation for tuller collaboration
andstrongerintescation with OSR as the OFCOR
cltcets develop. This may mein intiding OFCOR in
higher potential arcas and choosmg o tackle

conmparatively casy problems to hegin winly,

Here the niun souee of potental institutional contlict
appeins to be the eguent wish of researchers in
OFCOR o control theirown rescarch agendas based on
prionties determmed troush fmelevel dingnosis, ¢,
therr wanting to pull down™ technologies, rather than
SImply toserve as on-faem testers of tecknologices which
OSE scientists want o push out’, Contlicts canilso
arise when applicd rescarch programs ire weak in
particlar arcas identified as high priority by OFCOR
co frmomachinery. leod processing technology . or
vieties suitable lor intereropping. In certain case
studies when OFCOR reseirchers addressed these
problems on theitown. oving upsticam” into applicd
rescarchi, OSR scientists aceased them ol duplicating
rescarch s or overstepping the agreed-upon division of
responsibilities. These arc, however, the kinds of
predictable problems which alert rescarch namagers
should beable to anticipate and to handle carefully in
the interest of harmonious integration,
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Table 2:

in the Case Studies!

Annotated Overview of OFCOR-OSR Integration

Case Study Assessment of Performance of Five Research Linkage Functians2
SERVICE FUNCTION ADAPTIVE FUNCTION FEEDBACK FUNCTION APPLIED FUNCTION SUPPORT FUNCTION
ECUADOR Moderate. Moderate Limited irong. Limited.
Tencency is for PiP has emphasized rcle isolated examples Das- Technology available, Intormal. Technical
OSR to expect but research has stag- ed on ad hoc linkages cutnot allis committees review PiP
PiP to supervise nated in recert years No strong mechanisms appropriate for research programs and
reg.onal trials PIP teams statfed 0 stimulate feecback small-scale farmers results, but give
Sy agroncmists, PiP does nct giy little guidance.
no SOCIdeCoNImists this high priority
GUATEMALA Strong. Ncderate. umited Strong. Limited.
Principal function of Validation empbasized Feedbpack to G 3R chen Commodity programs Little consistent input
TTD. Theoreticalty a!l more than adaptation not incorporateo .7to efiectively tunnel from senior scientists.
techneoiogy passes Technologies more research plans. technology to the Joint diagnosis and
tmrough on-farm ‘pushed out” than Characterizaticn ang TTD for testing. monitoring tours are
validation stage. “pulied down.” :agnosis now now infrequent
superficial
PANAMA Nan-existent Strong Limitea Moderate. Limited
Commodity programs run Emphasis ot CFCCOR Variable among individ- No trrial mecnanisms
own trals. activities. Farm-level uzal projects. No insti- tor interaction or
diagncsis appears tutional mechanisms for collaborative
reng feedtack suppont
SENEGAL a.Between Limited. trong. Moderate Moderate. Moderate
OFCOR ar3d
the rest Programs articulated Vanabie among teams. Variadle among teams.
of DRSP. through joint annual Better where deployed Better where deployed
planning. at the same station at the same station.
b.Between Non-existent. Moderate. Limited, Limited. Limited.
OFCOR and
other Commodity teams run Variable among teams Variable among teams Research programs of No tormal mechanisms.
depan- own multi-locational Good integration with depend.ng cn indivi- depanments operats Deployed at a distance
ments of tesung. commodity team at dual initiatives. very independently. from one another. OFCOR
ISRA Djibelor station. Betier where Has improved as QSR researchers generally
cepioyed at same scientists gain more have more training and
station. interest, experience than region-
ally deployed C'SR.
ZAMBIA Moderate. Strong. Mocerate, Moderate. Moderate,

ARPT does testing when
it conforms to its
research agenda.

Identifies problemns at
farm-level & designs
solutions. ARPT
“pulls down" technot-
ogies from CSRTs.

Has improved in recent
years as ARPT has
gained credibility and
formal mechanisms have
been established.

Many CSRTs have not had
appropriate technolo-
gies to give ARPT.

Young programs with
limited resources.

Mostly on informal
basis. Hindered by
physical distance. Few
forma! mechanisms.
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ZIMBABWE  a Within
insttutes.

b.Between
FSRU and
institutes.

Moderate

Testing done under
optimal management
condutions.

Limited.

FSRU carries out some
testing but it s not
perceived as pnmary
function.

Moderate.

Empnasis more on
applied research. No
socioeconomic analysis

Strung

FSRU viewed as having
primary respensibility
for adaptive research
within. DR&SS

Limited
Umited systematc

charactenzahons of
tarm-ieve! d.agnosis

Modurate

F3RJnas iead respens.bii-

ity- for charactenzanon
of tarming systemns in
communal areas

Strong

CFCOR supported by
developed knuwleage
base for high potentia!
areas; technologies
avaiabie for testing.
Moderate-Strong.

uimsted technology
avaiable for tive-
stock in marginal
areas

Moderate.

Strong within each
depanment, bu’. weaker
across departrients.

Strong.

FEMU consults
trequently
with specialists.

BANGLADESH

Strong

Principat iole

assigned to OFRD.
Strong antecedents for
OFR as testing service
tor agvanced technol-
ogies

Limited.

A stated objective,

but not tully
implementec Strengtn-
ened as FSR concep:s
Ggraduaily permeate
CFRD

Lmited

ot widely perceived
py OSR or OFRD
sc.entists to be a
priority function cf
CFRD. No mechan:sms
for feegback

Strony

Technologies avauable
for adaptive research

Limitex

Few opportur.ues for
input. Many OFRD field
researchers isolated

at sub-regional or
multi-locational

tecting sites.

INDONESIA  a \Within il ] Strong Modaerate. rony. Strong.
institutes
Principat role cf OFR OFCOR mest otten Technologies available CFCOR most otten
program 13 test.ng and conducted through for adaptive research. concucted through
adaptatien of institules’ compcsite model, composite model.
techngicg:es
b.Between NModerate Sweng Moderate. Moderate. Moderate.
multi-
institute Projects test technoi- Adaptation of technol- Evicence cf charzesin Participating insti- Technical committees
projects ogies when it conforms ogies to marginal cr OSR agenga Tezhncal tutes provide give support. OFR
and home 10 their research transmigration areas Tean:s are the main technology. scientists supported
institutes. agenda. is principal role of conduit of feecback to an ertent by home
projects. institutes.
NEPAL a.Within LAC Strong. Strong Strong. Mocerate. Strong.
and PAC.
Originatiy established Pnncipal mandate ©- Numerous mechanisms Reilance on national Numerous mechanisms
as testing and exten- regional centers. Ha.w« tacuitating integraticn programs for tech- established. Close
sion centers for hilj produced technologies Some scientists do both nology generatior.. integration witnin and
farmers. appropriate 13 niil OFR and OSR. Feechack across depantments
region. to national commeodity
programs mcderate.
b Between Stiong Moderate Limited Moderate Limited.
FSR&0D
and other Major roie ot testing Technologies not Linkagas with other Emghasis has peen on Ditticult to get
divisions advanced technologies available for some depaniments weak: few the Tarai; less coliaboratian frem
of the {rom OSR. components, e.g. fortnal mechanisms technologies available scientists in other
NARS. livestock and agro- Improving with combined {for the hilis departments.

foresry.

trek.

Notes:

" Assessment is based on detailed functional analysis and evidence provided in case studies., as well as on a comparative analysis across cases.
' Scale = non-existant, lirited, moderate. strong.
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essential to realizing the tull potential that strong
mtegration of OFCOR and OSR has o sfter for
improving the capacity of reseech to respond to the
needs ol designated clicnt groups,

Atthe same imethe tact thatthe freedback and suppert
tunctions have been the most ditficolt to implement is
notsurprising. three prineipal sourees of fricticn
impeding their aceeptance and development were
evident from the case stuedy sitaations, Firet, because
these functions invelve influencing the rosearch agenda
of other scientistand seientitic programs, they cin
provoke conthets of miterest, cower, wid sdientitic
Judgment. fnsome cases. jor example, although
OFCOR rescarchers were strong proponents of the
importance of the feedback tunction, i.e, of their own
role inintlucicing the research agenda of experiment
station rescarch . they had significant difticulties in
aceepting OSR support function when the speciabist
advice of OSR rescarchers challenged their own
pereeptions of priority problems or possible solutions.
The same reluctance voas observed among disciplinary
andenmmodiny rescirchiers with respect to the feedback
function swhen sarm-teyvel information challenged then

own priorties for rescareh

Second.siee both teedback and sapport functions
depend onnteraction wmong rescarchers and joint
plasiving, they myvolve shites inrescarchers work
programs. arcas of respansibility s and decision-making
autonomy. The resentment which may resultis

discussed i detait in the Tollowing chapter.

And. third. the kind ol benetits accruing from the
calluboration entailed in the feedback and support
functions. wineh are somewhat intangible and realized
in the long termeare otten perceived as greater tor the
institution than for the indisidual rescarcher. Incontrast
the additional demands made oo rescarchers” time and
saaree resources, often perecived as personad costs, are
cenerete andinmmediate moature. Rescarch managers
need to recognize that the additional costs for

M For two instructive examples of this type of contlict amd its
resolition, see the Zambi nd Guatemala case studies: in the
former, the technolopy vignette anamaze varety and nanagement

triad in Luapuls Provinee (Kean and Singogo, 1988y and in the

latter, the account ot developing i sorghum variety for Region VI

(Ruano and Fumagalli, 1988)

individuals which integration of efforts may entai will
often not be cheerfully or voluntasily aceepted.

Animportant fesson to be drawn trom the cases studied
is that feedback and support functions usually prove
more effective whea implemented in a consultadive,
rather than a supervisory manner. Neither OSR nor
OFCOR should serve as aewatehdog™ for the other,
When the feedback tunction is consultative . o
exampleinformation from farm-level reseanch
canstitutes an important aid credible input for the
priority-setting in a commodity progrion, but the
program itselt. together with senior rescarch
management, retains ultimate responsibility for setting
its own priorities. Similarly, with che support function,
rescarchers conducting OFCOR need to be able to draw
on specitistadvice systematically, butin the end they
themiselves must detine their rescarch problems, set
priorvities. and develop an appropriate trial and survey
progranm. Allowing the lastword to those responsible for
taking o decision is the essence of strong and productive
collaboration. Onee a supervisory posture is assumed,
however, power straggles which can only obstruct

successtul integration are all too likely o be provoked.

Although informal interaction among colleagues may
permit partial implementation of the feedback and
support functions.itis clear from the case histories
revicwed that for these functions to be fully implemented
and sustained over time they require staunch and
creative backing trom senier rescarch managers, Such
backing. discussed in the Tollowing chapter. involves:

fostering mutual respect among scientists working in
OFCOR and experiment station research:

- generating incentives and resources for collaboration:
providing opportunities for interaction and
COMMNIcation:
integrating the planning and programming of
OFCOR and OSR:
cultivating annstitutional culture which promotes
and rewards astrong client orientation in rescarch.



CHAPTER3

DESIGNING A MANAGEMENT STRATEGY:

UIDELINES FOR STRENGTHENING INTEGRATION OF QFCOR
AND EXPERIMENT STATION RESEARC

1. Introduction

Aaalysisof the expueriences of the case study rescineh
institutions reveals clearly that successtul integration of
OFCOR and experiment station rescarch reguires
intensive and sustained numagement. Collaboration
needs more dhien wishiul thinking, it mostbe nurtured
andsupported. Inteeration of OFCOR ad experiment
station research. morcoser, isnotstatic, carved in stonice,
Itis malleable and can be successtubly developed

through good manigement

Achicviny the full potential ot integration is one ol thie
mostsigntheant challenges teving rescearch managers
whowish te incorporate OFCOR ctiectively mto their
institutions in oract to dmprove the eticieney and
cltectveness ol the rescarch process, Toattuin

integration. rowearch moaeers need aomanagenient

o

strateey which detimes aclear imstitutional polics and
specities appropriate organizitional and nunagerial
mechanisnis tor eitective collaboration. Phe sestematic
comparative analys of the OFCOR Gtuations
proseated in s paper ofters arich body ot expericnce
uponwhich escarchmanagers con dra when desivning
amanagement stiategy formteeration thit s suitable to

the necdsind conditions of their ownmsitutions.

Itmust be cmphasized that forees aud Tactors atfecting
mntepration ol OFCOR and experiment dation research,
sonumerous and comples are aps tordifter m thei
relative importince under ditlerent institutional
settings. Given the diversity of instititional
cnvironments and the varyine dispositions and
capacitios of rescarch munagers, itis impossible to
developafivedreape - asingle blueprint of
proseriptive procedures and inputs for achicving
cliective integration, Athest we can propose iset of
management gardetmes devived fromea svathesis of the

axvperiences documented in the cane studies.

Three processes were imolved in prepaing the

following gindelines for research managers:

analysis of msttutional conditions aflecting,
integration;

b

nzational, and

identitication of policy, org
managerial factors determining these conditions;

19

3 review of management mechanisms which rescare!
managers hove effectively employed to foster
integration.

The results of the fivst two processes are repaorted in this
chapter. Successtul management ssechanisms tor

achieving integration are described in Chapter 4.

The comparative analvsis o cise study situations was
mnted atdeterminiie the inds ot institutional
coviraanents i which integration has been most
successtulz in other words. on what kinds of conditions
docs the effectiveness of integration depend? The
analysis revealed two basic tvpes of conditions which
shape the institutionad cnvironments in which research
managers opente: those which ore largely inflexible,
and those that fllat least to some degree. under their
control. Accordingly  two Kinds o conditions need to be

addressed when developing i management strategy:

1)y conditions whicli defmne the decision-making

environment ol the senior reseireh manager:

20 conditions whicl can be created by the senior
rescarch manager inorder to strengthen integration
of OFCOR and experiment station rescarch,

Fhe common property of the fisst type of conditions
which determine the institntionad environment of the
rescarch manager is that he orshe has no, or onty
Timitedl abilie o chane them oy ronst pe
recognized as the basie constraints and opportanities
under which realistic objectives muast be set and a
practical stritepy for strengthening integration devised.
These paranicters will atfect both the natare of the
integiation and the devree of institutionalization of
vanous linkage researchinctions that proves ultimately

feasibic.

In contrast the second set of conditions are those over
which the rescarch minager can exercise control, Here,
as far as the limitations imposed by the environmental
conditions deseribed above allow, he/she has room to
mancuver in developing a favorable environment for
strong integration. The realization of such facilitating
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conditions is the goal of & management strategy for
building cffective coliaboration,

This chapter focuses on the seeond set of facilitating
conditions - those which rescarch managers can
develop. Relevant lessons and insights are drawn from

case study experience on the factors influencing the
feastbility of cuftivating these conditions and on various
organizational and managerial arrangenients which
rescarch managers and scientists have used to develop
them.

H. Conditions Which Define the Decision-Making
Environment of the Research Manager

Table 3 presents cavironmental conditions identitied in
the cise studies as affecting the natare of the mtegration
of OFCOR and experiment station rescarch, The
conditions wre brictly reviewed below drawing
selectively enexperiences trom the cases to ilstrate
tneir implications tor intewriion, Chart 20 sumimarizing
1 graphic torm the informition presented in Aganex
Table L shows the percent ot OFCOR Sitations where
these tactors were constdered to Binve and asigmificant
effect on the quabity ol intezraton achiesved, Anncs
Table shows specitic cises i ahich the factor, i eathes
16 positive of nepative aspectsowan judgeed o be
impoitant. This assessment 1 dased primarily on the

conclusions of the individual ¢se study analyses,

Itis mnportant to clanty that certan of these
covironmental conditions doactuctiv have a measure of
inherent flexibitity. Senior managers could potentially
alter some of these conditions over the long term: or

thirough major structural chanye CTable 33, The degree

Tuable 3:
Environmental Conditions Affecting
OFCOR-OSR Integration

Development policy

Rescarch policy commitment to OFCOR®
Organizational flexibility of the NARS

Existing organization of rescirch ™

Degree of centralization of rescarely infrastructure*
Instttutional stabihty of the NARS

ARD

Fanancial resouree base of the NART?

Human resouree base of the !

Rescarch management processes within the NARS®
Matarity and capacity of station-based research
On-farm rescarch antecedents

Extension capadity

Agroccological complexity

Conditons which could potentially be altered by senior

management oser the long terim

20

attlexibility of these conditions, morcover, will van
considerably across rescarch systems. What mas be o
rigid pariancter inone systeminanother may be a tool
tor maipulation by senjor rescarel managers. As a first
stepiandesigning a management strategy. research
mngers need toanatyze their own systems o
determine the comparative rigidity of these
covtronmental conditions and what it would take to
change then This systematic appraisad of environmental
condtions will allow managers to identify the principal
constraints to, aswell as opportunities for, strengthening
OFCOR-OSR integration in their research syutems.

Development Palicy

OFCOR s generallvimplemented as a rescarch stiategy
1o address the needs of resouree -poor farmers more
ctfectively. Consequently. the degree to which national
development policy is connitted to assisting this client
group his an important bearing on the priority given to
OFCOR withina NARS. fndeed, such commitment
proved o be an important conditon in determining the
strength olmterration of OFCOR and experiment
station rescarch nc90% of the cases reviewed (Chart 2).
Astrong commitment to resource-peor farmers, when
translated inta rescarch policy provides a common poal,
strong incentives for colliaboration, and bolsters the
scientific credibility of OFCOR within the rescirch
institute. In all case study countries OFCOR in fact was
cither launched or strenpthened in response to national
initiatives to stimulate development of small-farm
agriculture. The level and longevity of such policy
commitment, however, have vatied significantly,

In Zimbabwe, to cite a positive example, the original
OFCOR inttiative was a direct response to the
post-Independence government policy of stimuating
agricultural development within the communal arcas.
Within six years of the adaption of this new policy, nine
of ITDR&SS rescarch institutes/stations had expanded
their rescarch apenda to include OFCOR and on-farm
rescarcivactivities in these arcas. Communal area
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organizational flexibility was probably arcatest in
Guatemala and, 1o a lesser extent, i Panwma where
OFCOR was established within new institutions. In
Zambia, the flexibility resalting trom the recent
reorganization ot the Rescarch Branch wus cieed s an
imstrumental Bactor pernitting the rapid establishinent
of ARPT and the clean diviston of responsibiticoos

between ARP Fand the commaoding and specralist teame

Flesibiline when it reaches the extreme ot
disorginization can. bowever, jeopardize intepration
Thisoccurredim Senceal where OFCOR wasimtroduced
durmy o penod o nissive rearaneation ander the
auspress ol Werld Bank project The conthets which
atose antoie rescarchers over approprate division ol
fospotsthiliies and conttol over resourees have ance

I aaeratnve impact on bubdun meoranon

Athe other streme oveanratonal neidie canmahe o
ditheutt to b about chanecrequired tor deselopame
ctiectnve mteeration Thiss ovident tromexpeirnces i
Fonador Afthonehthe PIP wlneh Bewan bite as aspecral
progectowas eventually cstabhishiod tormaliy as o
program oo o manets el wliic oreanizny the
provian was lnnted and theretore . cttedine
deselopment of the provtam constraned. Nodest
chanues norodaced amthe vcwearch planine,
prososniing. and revies Prade e civorder to thicetate
tee PIEP srthe commodiny proveams b e not beon
saethicient tosupport the tullhimplementation ot alt the

lnkave functions
Existing Orcanization of Reseurch

I SO0 ot the coases res e ed the wan s hich
station based rescarchwan s smecd ey
commodition discrphines. o resamee management
Lectors had i nmpartant bearme en the nature of s
Ik with OFCOR eowellas on the oreanmsational and
et attaneeinenis fegquined for stengthemng

mteeration (Chart )

Fhe oreanizationad anranecrment most conducn e to
developme mtegration between OFCOR and

sLtton basedrescarclvappeats. tor cvample, to be
regtonab sesten where hoth OFCOR and station-based
roescatel e carned our by screniists posted it remonal

centers o stations The regmmal numdate is more

Dretaled iy s ot the renetie ot swead nesses of various
Attangements for o sy OFCORM T e reated g
tartheommy comparative st sapes by D Mool Sands S

Boges B bawell and S Poats

RAal

focussed in terms of clicnts wnd agroccological
condicns and racditsees the application of i system’s
perspective and astrong problem-solving approach.
Furthermore, the interaction of scientists under such
creumstances is more trequent. and planning and

Togrstics Tor jomnt activitios are casicr toarranue.

A regional system emerped clearty as a taclitating
conditionin Geatemali m L ACnd PACin Nepal. and
in the Duad Purpose Cattle Projectin Panama. In
coutrast. organizanon bascd on discipline appears to be
the least compatble with strong mtegration: if a systems
perspective mn OFCOR I o be applicd eltectively, links
have to be budtacross disciplines as well as across
commaditics. Inboth Fevador and Guatemada. building
cltective hnks between the OFCOR program and
disciphne bisediescarch departments hias proven more
problematie than collaboration with the conumodity

pProgiams
Degree of Centralization of Rescarch Infrastrocture

v istitutional condimon related to the organization of
researclris the desrec ot centrahizatton of rescarch
mtrastructure mterms of stations and laboratories
Boecause i hihly centralized ssstent is more dependent
on OFCOR 1o achicve pecessay agrocenlogical
coverare. centeadizanion tends not only to ercase the
relative wereht enven to OFCOR but abso taadd
cmphasis o devetopme aorational disiston ot
tesponstbilines boetween OFCOR and station-bised
tescarch. Onthe other hand, where centralization is
extrene. espeerlly mfarect rescarch sestems,
comnuications and the organization of collaborative
heldactvities otten prove comparatively ditficult and
codtiv These problems are mostsevere when OFCOR s
carnied out by aseparate sioup ol rescichers, but alsa
arse whenasin Zimbabwe . the same rescinchers cariy
outbothonstationand on-tanm rescarch. Centralization
otrescarchmtrastracture increases the distance and
time saenints hine to triv el Tor OFCOR taskhs, thus
wornmg asatdistneentive to carrying out on-lirm

rescarch m addiion to experiment station rescirehy,

Deeree of contrahzation obintrastractare intlucnced
OFCOR-OSRantepration i the majority of cases
reviewed.adthoueh thie relationship wis not alwas s
stranghtforsod ¢Claet 20 A nney Table 1) in
Zimbabwe tor example. contradizanon wis cited a
supportig mtegration between the FSRU and
station-bused research because it Lactlitated informal
comnngication sad planming of joimt activities among
saentists. Yetom Zaeibia, where 30% of commaodity

wnd speckthist rescarchers are bised at the Lirge Central
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Research Stanon but S0% of ARPT scientists it small
regronal stations, centralization of OSR in relation to
ARPT inlubited integration. Formalmanagement
mechanisims had to be instituted o overcome limited
intormal interaction, weak communication owing to
long distances and posr facilities, and difficult and costly
togistical arrangements tor joint ticld activities. In
BARL alarge rescareh mstitate with over 800
researchers and 23 stations, similarly extreme
decentrulization ot OFCOR st at regronal stations
and rescarch sites i relation to station-hased
rescarchers was cated as e of the primcipal conditions

inhibitinyg suceesstul imtegration.
Institutional Stabitity

Inhalf the casesreviewed  the degree ot stability ot both
senior research manavers and rescarch sttt was seen to
intlaence sicnibicanthy the steength olimtegration
between OFCOR aud experiment station rescarch
(Chart 2y,

Systemitie collaboration between OFCOR and
station-based rescanch requires ongoing support and
I'he

Ik s thusvalnerable o trequent tuinovers at the uppet

cneauragement lom scmot tesearch managers
level ot manazement Because OFCOROS seldom a
long-established research ettort management
istabiline can prose partenl v deaptive Eeaders of
OFCOR citons asually has e todevate considerable
cicray o caplaniee aind detending OFCOR abjectives
and funcnons tosemor manaecis morder to e then
support. Frequent chanveres antop personnet mean that
OFCOR eaders mustspend stdl mose e busiding and
rebutldime support amone nmunaeement to the
detrmment of tultlme other nportant ek such as
provadine sotnad research lesdersdnp and promoting

collabaration with dation buecd rescearch.

Stntarh trequent chanves ameone the heads of
provrns o depariments rosult m collaboratine
relatiins B 1o be reestabhished continually
espectlly when GFCOR s oreamyzed as aoseparate
program. Hos probleniwas cited m Bouador, Panama,
Cuatemala and Senceal Tadecd. the Seregal Gase
sividiv dfustrates the potennad seventy ol istitutional
instabthity as s neeatin e condition torimteeration
hetseeen 1982 and TUS6 a succession ot A4 difterent
managers occupied the 7 semon research management

posteavalable

High turnover of research sttt swas also cited as an
impediment tostrongantegration in hall the cases
reviewed. L ack of continuity inhibited scientists trom

huilding cifective collcgial relationships and

collaborative rescarch programs. Stalf instability was a
particular problem in programs, such as the ARPT in
Zambia, which rely heavily on toreign experts with

short-term contricts.

Human Resource Base of NARI

The number and kind of stalt asanable within the
Natioaal Agricultural Rescarch Institute (NARID)
attected the mrture and stiength of OFCOR and OSR

mtegration inall cases reviewed (Chart 2).

Problems ansmge fron scareity of scientitic staft were
CESRADDY in Nepal.and in some

programs in Zambia. b these cases, there seere barely

ated in Seacg

cnough scentists to canny aut core research, much loss
collaborativ e activities. In other cises competition
wnong progrums lor imited buman resources
undermined building itepration.

The composition of statt iy ailable for OFCOR appeared
cven mare freguenth o attect integration, This
determines what disciplimes can be represented in
OFCOR  what level of scientitic research experience
can be counted upon, what vatio between scientists and
techiiedd personnelis teasible cand how heavily OFCOR
necds torciv ontoraign experts. Such statting
characteristies imvariably have an impact on the nature
ol the hnk between OFCOR and station-based rescarceh,
espeatlly m rerms ot the relative weight assigned to the
fve linkage rescarch tunctions. In BEeuador, Guitemala,
and Zambia, tor example, where OFCOR has been
relegated to more juntor natonal rescarchers,
estabhishing the seicntitic eredibibty of OFCOR with
more senion station-based rescarchers has been difficult.
Consequently . this has weakened the performance of
teedback und sdaptive research tunctions,

The tvpe ot statt assivned to OFCOR s i tunction of
thice factois: the probile ot total stafli aviatable. the
teasibthty ol reerutting staat with ditferent skills, and the
allocition decisions of senror research managers. The
nest twe Lactots are parameters which define the
managers” options. Allocanon decistons reflect o
manager s commitment to OFCOR the phdosophy and
mcethodology Tor OFCOR adopted the demands of
other saentibic tesearchain the anstitution. They also
reflect the deasthility of assigning more sentor scientists
1o OFCOR . To some cases, Nepal and Eeuador, for
example, where saentists depend on supplementary
meome from teaching or consulting i the capital eity,
the posting ol senion scivntists to remote areas targeted
tor OFCOR work is simply unrealistic. Ane: ' ¢



solution, such as the outposting of junior researchers
with arrangements for support from senior scientists,
has to be found !

Financial Resource Base of ihe NARI

Funding patterns had a major mtluence on the nature ot
rescarchintepration il cases reviewed (Chart 2). s

HIIPACE is registered i wo principal wats:

1) Scarcity of tunds canaperinvate the potentiat for
contlict between OFCOR and station-based

rescarch,

4

Insutficient or ervatic operating funds jeopardiee

inplementation ot collaborative activities, cspecially

tield visiis,

Internalstriegles over lands wore mostintense m BARI
and m Sencgal where OFCOR was isaationatized in
Lirge ew departments with signiticant donor support.
OFCOR's “privileged’ posttion tostered resentiment
armong other departments which has infubited building

effective integration.

Scarauty of operating tunds to support collaborative
activities war cited as aeonstraint inhibiting integration
e hali the cases revicewed. This problem has been
particularly severe for the FSR&DD in Nepal and.
recentiv, for HCTA e Guatemada which has had 1o face

budgetary cuts.
Research Muanagement Processes

Tlus condition reflects the degree to which research
peticies within the national rescarch institute are
formulated clearly, and priority-setting, planning,
programming. and review processes operate effectively
and efficiently. This condition, cited in 80% of the caser
reviewed as affecting integration of OFCOR and OSR,
hasimportant implications for the case with which the
adaptive research. feedback and support functions, as
wellas some of the Fokage mechinisms, reviewed in
Chapterd, can be implemented.

Lack of aninstitute - wide planning and programming
process, for example, means that no established
mechanism exists for chimneling information between
farm-level and station-based research. In Panin 1a, the
absence of any such processes was cited as the most
important factor inhibiting successtul integration. In
contrast, in Guatemala well-developed programming

' Human resource ssues in the organizahon and neanigentent of

OFCOR widbbe treated in depthin o fortheoming comparative
study paper by S Poataimd RO Bingen

b

and review processes at the regional level have been the
principal mechanisms for integrating the research of the
Technology Testing Department with that of the
commodity programs. In Ecuador, a different situation
has emerged. Hereomanagers tried w adapt existing
the Technical
toserve as

programming and review processes -
Comnuittees of the Regional Stations
integrating mechanisms. This resulted, however, in
Cverburdening the Committees with too many separate
objectives. in the application of inappropriate criteria
For evaluating PP work . and inaoweakening of PIPs
rescarch functions.,

Clearly. the presence o ettective rescarch management
processes ts notan mnaatable parameter. New,
improved mechanisms can be infroduced, as in the case
of the Coordinating Committee on On-Farm Rescarch
and Extension (COERE ) in Zimbabwe. Such change is,
however, hkely totake time aud can complicate
numagement’s task of building strong OFCOR-OSR

colluboration.
Maturity ard Capacity of Experiment Station Research

The capacity of OSRUrelevimt i ali cases reviewed,
atfects integranon in terms of tne performance of the
applicd rescarch and suppory functions, Teaiso
influences ihe degree to which OSH scientists see the
need for OFCOR and are receptsve to feedback of
information from turm-level research (Chart 2).
Coneretely, the maturity and cupacity of experiment
station rescarch is Jikely to correlate with the inventory
of ‘technology on the shelt™ tor OFCOR to draw onin
fulfilling the adaptive rescarch function. !

Tn Zambia, the relative vouth of the commodity
programs and thew paucity of technological options
seriously restricted possibilities for cotlaboration with
OFCOR in the carly vears of ARPT. Indeed, the
situation actually sparked contlict because in certain
instances ARPT felritselt obliged to undertake applied
on-station research to tey to fill technology

gaps. Such initiatives. by obscuring the division of fabor
and responsibilities between the two groups, elicited
strong complaints that ARPT was duplicating resei - ch
and overstepping its mandate. Integration has improved
markedly, however, as the commaodity programs have
over time developed technologies which they need to
have tested. Consequently, ARPT has come to respeet
the commaodity programs as a source of technological

S Lack of teehnologies isalso cited by 1 Narman (1983) as impeding
the integration of OFCOR and expenment station rescarch in
Botswana,



innovation. This experience underscores the need fora
balanced build-up of OSR ind OFCOR capacities in
voung research institutions,

The expuertenee of ICTA i Guatemala has been very
diftereai. Here emphasis was initially placed on the
development of strong coinmadity teams while OFCOR
wigs issigned aubordinate role. The apphed rescarch
Brnction s been strong, for evervthing was done tosee
to it that the commodity progrioms would rapidiy acgaire
the capacity to feed technologies into the Technolopy
Testing Department. Sinee this wenthand in hand with a
narrower research mandate for OFCOR, however,
OFCOR s serviee tunction las come to predominate,
whileits feedback tunction has proven ditheult to
implement. Now that priorities are shifting 1o
production in more marginal regions where T has
fewer appropiiate technological altematives to offer,
the mature of OSR-OFCOR collaboraiion is nesessarily
changing. Integration s becoame strenger, as the
adaptive reseach and recdoack Tunctic ns are heing

revitalized

Stmikar trends ol collaboration mcreasing as scientists
contront the challenes of generating technologies tar
maore margindgl cnvaranments hive ocemred in Nepal
and Zimbabwe as well Seentists in station-hased
rescarch programs which had suceesstulls gencerated
techoologios Tor more tasorable covnonments actively
sought tostrenethenmtegranon with OFCOR once they
begin towork m places where exasting technelogies
provedunsintable The aeed o the tudl complement ot
OFCOR Binkaee tunctions appears greatest m
comparatively marginal cnvironments whcre the
complex trming svstems are relative b enfamiliar to

station-hased researchers
On-Farm Research Antecedents

Fhe traditton of on frm rescarch waithie o NARS was
seen toect how experiment sttion scientists
percenved OFCOR hothin tenms of OFCOR S vaiidity
asarescarch stiategy and the natore of OFCOR™ 1ol
within the total research icasor, The se pereeplions,
n turn. colored views abontappropriate imhs between

OFCOR and expermacnt stacen rescarch

On-tarmy rescarch antecedents have infraenced the

course of mtegration m S0 ol the cases resiewed
(Chart 2y, BARTE provides the most pronouneed
example of how OFR antecedents hive impeded
integriation. bn BAREPS pasta large-seale on-tarm
soibtesting and tertilizer wial progran swas carried cut
which struck many scientists as sacaditically unrelisble.

and of little relevance to their rescarch. This antecedent
has continued to make itdifticult for the recently formed
OFRD to broadea its mandite beyond the service
function to include adaptive rescarch and feedback
functions. In Guatemala. on the other hand. the positive
experiences of wheat breeders who had done on-farm
sork over considerable time was decisive in the
foun-ation of TCTA as aninstitution with a pervasive
OFCGE approach.

Extension Capacivy

Important tointepration of GECOR and OSR in 409 of
the cises reviewed (Chart 2, the size and competence ol
extension services can sigaiticantly influence the degree
to which OFCOR cnipliasizes. or is expected to
cmphasize, the serviee function, e the testing and
demonstration of technology. In Zinibabwe, tor

examy e, where the extension service is thought to be
quite strong, researchers expect extension to test
advanced technologies to develop recommendations
tor specific chient groups, and to demonstrate and
transfer technologies to tarmers. Consequently, many
consider the service and even the aduptive research
function to be extension™s domain. This has meant that
OFCOR ctforts hine been maore applicd in nature.

Conversely, i Guatenithe, where the exiension service
isweak andits Cokases with TCTA have never beenvery
stuccessful ICEA emiphasizes the service s adaptive
rescandy frunctions of OFCOR and considars its farge
on-Lam rescarch pragram as the pomany selhiicle for

disseminating technologies to larmers.
Agroccologic:! Complecity

The degrec ot agroccological complexity encountered in
aregion willin Jarpe measare determine the relative
inportance aceorded to the adaptive rescarch and
feedback tunctions of GECOR, within the overal!
rescarch process. Generally, the preater the diversity,
the preateris the need for bocation-specific diagnosss and

acaptation ol technolagies. The cases reviewed showerd

that saicizzists and rescirch m;:nu;{cls‘ working 1o
gencrate technology appropriate tor margnzal or
complex agioccological zones telt the greatest need for
OFCOR The importance assipaed 1o OFCOR in the

Department of Researchm Zymbabwe, for example,

incredsestonee scientists bogan to address the rescarch
need . of the inore marpmal arcas typicat of the
communat arcis, Agroccolegical complexity affected
mtegration of OFCOR and OSR in 70% of the cases
analyzed (Chart 2.
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II1. Room to Maneuver: Facilitating Conditions YWhich
the Senior Research Manager Can Develop

Assketehed above. inany given situiition, i number ot
tundamental covironmental conditions will defie the
prossibilities for strengthening the integration of
OFCOR and OSR.Nevertheless, within any
institutionad envirenment there will alway s remiain room
e mancuver (Clayand Schatter, TOSH Hememann and
Bieps, 1083) The challenge tor the rescarchomanager is
toanabyze lusfher speciive in-titutional setting inorder o
develop amenagementstratees which, piven the
mstitutionsd’ connonment o constiamts and
opportunities. s readistie bt wihieh at the sanice time
goes s batas possible towards developing those
conattioes which will sapport the strong integration ol

OFCOR and stantor- hased tesearch (Brogs, TUS).

Fromcomparats e analvsis ot the cases studied, sis bisie
mstitetional conditions o beenadennticd which
atton ol OFCO R and

promotestrony and ety e ey
cxperment station resear chand winich resourechul

rescarch nanaers candevetop (Table 1y,

Optinabieahization of these conditions mas . thes, be
viewed s e conttal abjecoves ot wosonnd namagement

strateey toachiey e sttone imieenation,

Table 4:
Conditions Which Facilitate Effective
OFCOR-0OSR Integration

FoSeenints share anapplicd. tarmer orrented

perspective toagncaltura research

Screntists agrec on the cespectiy e rescareh fenetions
OFCOR and OSR Should pertosm ond s ther

relative impoitange

SooSaentistoshare acommon understanding ol OFCOR
asrcomplementaiy s notacompeting. research
ACHIV Y

4ooScrentists view OFCOR assacntificao b aredible.

SooSarentists pereeive the benetits of collaboration 1o

outwerrh the penonal costs

0. Screntists linve adeguate oppor tunstios tos lormal
and intormal interaction

Fhese siveonditions. thie essential policy,
organisational and managerialissues which must be
considered i devising astrategy to atiain then, and a
numbcr of eelevant maninement lessons from the case
stidios are cansidered below. The tollowing chapter
reviews the specitic livkage mechanisms used by
research manugers to develop thes e six basic conditions

Linvorable tor research integration.

Condition 1. Scientists Share an Applied, Farnmer-
Oricented, Perspective to Apricultural
Research

When this condition prevails, researchers carrying out
OFCOR and experiment station research bave a
common ‘mission” of yenetating knowled.e for the
purpose of developmg technologies for designated client
groups, This perspoctive imvolves rescarchiers agrecing
about theirobjectives. sharing common perceptions
CONCCTIING PHNGEY constraints to agricultural
developmaent. ad veachime o clear understanding

regarding the prioriny necds of therr clicnts

Realizimg this condition is s dong-term obrectine, a goal
which requires the sustaed commitment of senior
rescarchamanagement. Itentails nothing less than
Torging a chent-based mstitutionad cultore and
motivating researchiers to adopt such i calture, The
chadlenge s that sucha consensus pencrally requires
moditving protessional valies sind concepts of “vood
scienee” tnght to tesearchers duting ther speaiatized
training

Tssmes. A shared. applied. tnmcr-oriented perspective
toagricaltural research s probably the most difficalt of
all conditions forrescarch nigers to develop.
Dufterences inorentation between OFCOR and more
apphicd station-bascd research topically atlect scientists”
pereeption el objectives, constramis, and target chents
(see Chaprer by Such ditterences mav well prompt
conthiet. The challenge forsemon research nunsagers is
toconsert contlictinto construchive debate, culminating
in the broad amticition of OFCOR and experiment

stition rescearch under asct ot commaon goals.

Fapariences from the case studies. Research managers
appein 1o hive been quite suceessiul at developing a

Sceeabo Byerfeeand Trpp DH9ssyand Chambersand Jiggins (1987),
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sense of common “misston” in [CTA in Guatemala. in
some rescarchonstitutes o Indonesia, and in [AC and
PACT I Nepal. Clear progress cowards the attainment of
this condition was also evident i Zimbabwe. In Zambia
the Divector of Agricubture even stated that AP had
nad & major impact on commaodity and diseiplinary
scicntists making them more seesitive to the <pecitic

problemsand necds of resonree poor fumers

I Guatemaki in response 1o national poliey desiened o
attun food self-uthicienes by crcasmy production
atong smetl tomers T N deseloped o unitving,

applicd, tarmer ovented ressach strateey s Strony

connodity provrames have been linhed wath the
syatenmatic testing ot technologs ontarms, Hhis
approach has s ervsuccesstully pencrated technologies
tor medinmescade peasaint tnners wathrenin ey vood
resourees, NSO has shibred s poorities mmoge
recentyears, howeversvratin towards the aceds of
Fvrmers wath tewer resonces under the diverse
agtoccologcal conditions nrevaatine v the lnehilands,
the technolomcal chiallenecs o rccarch have become
et dauniimy aad e has proven dithicult to suston 2
shared cientonented phnfosophy, Orsinasational and
maneecrial chanves such as tortitieation ot the
Sociocconaomites Department and strenvthenme of
screntihe leaderipn e fechnoloey Testine
Department. have had e beomtoduced to bolver the
istitute’s capaany todesbwath tiese new challenges, A
Kevimstrument 10 A Das ased throsehont o eosire
that saientists, both i OFCOR and m commanding and
chisaphace provrams, share astiong chiept onentation. is
aten-month tionmy coutre tor albvecrmtscdunme wlneh
stedents Bye i peasant comnmunies and tar ander

local conditions

In [Indonesic NARDY has acrone development
mandatesand much ot s rescarch s cartied out as a
component of kuee development projects. This
development onentation has taalitated the intearation
ol OFCOR und stavon-bis ed research, Sinnlinhy 1 ANC

and PAC tounded s extension services tor the hall

regions of Nepal have sustamed g strony chicnt-oniented
philosophy - As atienad policy Tas statted to place more
ciphasis oncavncultnral developmentin the ndl
regtons, the o stattons fine beconmie more mtearated
o the national rescarch sestem, swath stronger hinks to
national commeodity and disciphnaey provrams. In
Zimbabwe, the covermments shibcm priorines to the
communal arcascwhere tarmers e relatively poor and
conditions more margmab stmulated DRE&ESS to
undertabhe aomajor rescirch eltontouniting both on-tanm
andstation-based research i orderto meet the needs of

this new chent group more electively

Management fessons, These examples itlustrate how
national development policy, transluted into an
agricultural rescarch policy which sets clear priorities
and define client groups for research, van provide a
tavorable sething for the o ainment of i conunon
OFCOR-CSR sense of ‘misson”,

Anaivsis of the cse stadies discloses severad other ways

managzers can promote the mstitational culture desired:

1) strong and sustained commitment hom senior
rescarch nunaecment to o clicnt-oriented reseirch
philosophy;

2y research management meshanisis which encourage
sceientists to deline researceh problems i tenms of end
wseis nboth Z-anhiaand Zimbabwe Torexamyple,
rinagers bave epevimented with il proposalsin
annual research programming. proposals which
require aqustilication of researcl i terms of its
refevance tosmall larmers identinied needs and
problems:

A1 areward sydtem which encourages chient-orientation
morescarch Placig cmphasis on contributions to
developing tecommeadations vather than number of
pubbications. tor cxample conld be mcorporated asa
criterion lor esalustimg statl pertormance:

4 orgimization of rescearch by regions. bringing
scientists imto closer contact wath clicots, and cach
other. and prozadime wmore restricted manda. .
usclul tor detiming and prioritizing common
objectives:

3) exposure ol seientists to client groups and their
tarning conditions through mechanisms such as ficld
visatscand indirect mechanisms such as seminars and
locusstudies of specitic farmirag systems outlining the
prevailing constiaints iad opportunities tor research:

0} opportanities for debate and consensus-huilding

amnong scientists working tin OFCOR and station-

based rescarch.

Methods Sy and 6) mav be tacilitated by the direet
Iinbage mechianicms desenibed o the followimg chapter.

Scientists Agree on the Respective
Rescarch Functions OFCOR and QSR
Should Perform and on Their Relative

Condition 2.

fmportance

Successtul OFCOR-OSKR intcgration depends on a clear
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division of laibor and responsibilities for research
lunctions eeceptable to both partners, OECOR and
station-hised research shoubd be pereeived as having the
potential to enhance the produoctivity and effectivencss
of the ather (Biggs 19820 Ficher, 19820 Norman, 1982;
Narman and Collinson, TUSS).

Isses, Detining o dear division of Libor and
testonsibilitics cntails delineating appropriate linkage
rescarchunctions tor OFCOR and OSR and
establisting their relative importiance explizitly, as well
asspevitving the serviees iwd produces which cach
sotld provide to the ether, To achicve this end. careful
plimning is reguired in the carly stages of an OFCOR
ctiont followed up by subsequent montoring 1o see i
the proposed plinvis working as expected or requires
readjustment. Because reseinchors see eve toeve iy
does notmean thew agreement will alway s Loid tim
tomoriow - Adpstments and reattnnanon of consensus
may be necessary . The expeticaces of the case studies
ndicate that continuous naagement attention i
requtted forsustimng cficctive vperational division ol

responsthilities. A smple policy steement s not cnougl.

Experiences fronn the case studies, Tnthe nuqorit ol
casen studied no tall consesan onan explicicde pon of
Labor and responsibulities tor the Hinkaee suactions had
beenzshieved Tworecment probiems were
documented. Tnsome mstimces, stition-based
tescarchers were sumpls unclear aboat OFCOR'S
objectives and the tunetions wineh OFCOH was
supposed to portm wathin the research process. s
wans pathicelaily e a Senceal and for BARL wheie
the OFRD wasrelativety new and had coneolidated
severaldistinet on-fam reseincd nrogects. Such lack of
awareness of OFCOR™ role conons tation-hased
\cicnli\l\\x.n.xlmnlm-l\rd.ullllnnghmmcinnli\idll:x”)‘.
in Zambia, Zmmbabwe, Guatemalia, and Nepal i the
FARADHD.

In Sencpal contusion o ci toles has been iserans
obstacle to effective integtation between the DRSE and
other departments and rescarch centers, Mot
commodity ad disciphinany scientists are content to
hive the DRSE provide them sith information on
farmens” practices and problens. thus carrving on the
role ot the former Rural Sociology Deparnment, 'l heys
are notcomtortable, howsver with DRSPS new role as
poth generator and adaprer ol technology . Onestation
scientists, who routinely conduct mualti-locational trials
i farmers™ ficlds, view DSREP'S rescarch as redundint,
Many Latl to-appreciate the ditterences between their
ownon-turm research and that ot the DRSSP in which
sociocconomic fictors and Ginmer management

practices are explicitly included as variables, This
problencol station-based rescarchers seeing OFCOR as
duplicating their previons rescarch but in farmers” ticlds
wirs abo documented in Zambia, Nepal, and BARI,

A more common problem, docamented in i majority of
the cases reviewed, has been that researchers
coneentrating in station-based research und those
working in OFCOR nave had ditferent expectations
about the functions that they are to perform - and
about theirelative importance. " Station-based
seentists, forexample: often wsert thee they are
generating componest technologics, and OFCOR
should give it highest priority (o testing their resnlts on
Fms and provishne feedback, Seicntists in OFCOR, on
the other rd beliove that OFCOR shouad define and
priovitize proolems on the basis of on-tar rescarch,
Fhese problems stoutd then be tackled both on
expetiment stations as well as i the field. Lo other
words there i poteatial for igniticant contlict over who
initiates rescarch programs and sots the spend.,
Problems ol this type were documented in Zambia,

Guatemala Poneladesh and Feuador,

ALiagement lessons, TUis cear rom the cise studies
reviewed that lick of understading and differences of
opiton among researcheis in OFCOR and OSR on the
appropricteness and elative iportanee of the five
Iinkaie rescarch tunctions represent potential sources of
contlictwhich can sevioush undenmine building stronger
mteeiation. Tosalso cleas that madntaming i working
consensus amony OFCOR and starion-based
ioscarchars ontherr respoctive areas ol independence
s iterdependonce is certainty one of the most
cliddlenging ispects of achieving suceesstul iniegration.
Yerodefinition of responsit iy has also beern one of
managenent’s most neglected tasks, For building a
warking consensus ointhe caomplementary relationship
between OFCOR and OSRseveral lessons can be drinwn
from co npagztis e analysis of the case study experiences.
Firstand foremost. it is important to have:

a palicy trimework defining assipned functions and

the expected division of labor:

1]

incentives to mativate rescarchers o implement this

policy.

Policy framework. A policy framework suitable for
achicving a working consensus among rescarch staft
mustminimally include three clements:

o ha Ngerian case. Okalvand Sumberg 1980y alsocite ambiguity of

toles s a problem.
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1) aclear mandate for OFCOR defining its objectives
and functions;

a policy statement defining the complementary roles
and responsibilitics of OFCOR and station-based

~

sescarch, and expluiming the need for research
integration:

3 mechanisms for dissenmnation of the policy to ali

rescarchers and administritors,

These basic clements were implemented to vanryving
degrees inthe coses studicd - T all cose study situstions,
exeept the institutes i Zaebaine o imteal phan
outlining OFCORS abjectves and cxpected Tunctions

had been develaped.

Aclear policy statement abont division of Labor and
respansibitios for rescareh functions between OFCOR
and OSRowas fess ecommorn. The most robust
implementation was i Guatemala where OFCOR was
defined asospeaitic phase i the rescarch process with
specitiv tunctions and the complemainary relationship
between OFCOR and station-based tesearch was nrde
cxphiat ey the researeh strateey of the insotute, This
policy tramew ok fed o e operational division of
tbor B lsewh L0 semon rescren manageent wsed
internal papers . direcives. o mectings tespelt oug
intended policy Nonctheiess i many plices ambipnity
persists about OFCOR S mtended role, a elea
indicateon thataf the mtended division of fabog s 1o
become tally operatiomal policy statements nead o be
followed upand reintoreed asthey ware m T AC gl

Indonesi

Commemcatior of poliey fa sttt was only sporiadically
mplemented among the case creviewad. Inclusion of
policy considerations i strateey statements within tie
institntes s i Guatemalia, has proven helptul. A,
because they are more widels dissermnated and read.,
shortmemos or directives smmaizing ey points of
policy appear to be more ettective as saidelines fin
iplementation thay intermal papers T Zimbabw e, jor
example.when the FSRU wi established. the Director
circulated ivconcise directive wneh detined its
objectves and clearly dehineated the complementary
rolesamlareas of rescarch collaboration expected. Fous
vears baterothis directive stll remained fresh i
institutional nemors . i ost other cases
cornnunmication ol policy to researchers and 1owcireh

managers was veehualh neelected.

Incenves. However important a pohey Iranea o
embadyimg acear division o labor and respoeealabies
is. researchers” active adherence to and implea, otation
of policy isdikely todepend Tareely on motivi, .

factors. Tt crucid for rescarchers to pereeive:

1) theirassigned rofes to be legitimate and productive;
2) the specified division ot abor to be feasibles
3} the services and products of cach type of research to

be necessary 1o the success of the other.

Unfortunately Can etfective incentive structure along
these lines i been we! ieved inonly aew of the
OFCOR situations studicd, Creating iacentives to
collaborate requares senior resciren mamagers” active
and sustained Feadership to develop a working

cor cosus among scientisis on the areas of mutual
dep ndence and o foster their commitinent to this

agrecd-upon division of responsabilitios,

Tndecd management expericnces indicate that
commitment to collaboration s stronpest when the
assigned divisioa of fabor and cesponsabidistes is reached
throughaconscnas onsatleast oper todiscussion -
ot the participant. rahor i wvkaterally imposed on
themtrom abvos e This implies o joint planning process
imvolving researchers workme n OFCOR and
ervperment station research, Inadmost all OFCOR
siteations revicwed, collaborative tunctions designited
for OFCORand OSR wer. e ontially Taid down hy
senior researcle management or Ly donors with varving

degrees ot follo s Aup totrack fevels nl'xt;nll';lcccp!nncc.

Fhe Sencgal cine provides adramitic example of how
conthet can arise fronimposed cellaboration. Plans for
setting up the DRSP and detinition of its responsibiiities
within ISRA were developed by a World Bank fund-d
project. Negotiations took plice at Ministerial leve!;
ISIA rescarchers were notimolved. When the newly
appointed Head of DRSP ssued amenio o the Director
General of ISRA defining his epartment's role and
specitving what DSRI expected from other
departments, ISRA researchers, believiag they Giced o
taitaccompli'.reasted with hostlity. Ata meeting run
much BReotmbunal, DRSSP represertutives were catled
on toexplivm themselves.” Diverging standpoints abou
PRSP within ISRA cmerged. Some s DESI as
redundant, others secused itof irving cither to minimize
the importaee of or-station rescarch or else to exercise
control ovei s priorities. The highly confrontational
evironntent which resnlied bas made it extremely
difticult tor DRSP 1o build effective collaborative
relations with station-hased research i the other
departments.,

Periodic ippraisal of the etfectiveness and feasibility of
policy-defined division of Tabor so that adjustments in
assigned roles and responsibilitics can be made as
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required is a second uselful way to foster staff
commitment. Again, such monitoring was are in the
cases stadicd. Guatemala and Ecuador have recently
undertaher such anappraisal, but only wter more than
Hhvears of operation, Significantly | in both cases, it
cmerged that division of labor and responsibilities
between OFCOR and OSR was not actually being
carricd out as phinned. Important oreanizational and
managerial changes had o be introdoced 1o try (o

correct tie weahnesses identiticd.

OFCOR pescarchers canalsa assume responsibifity for
stimutating aetiseanterest i therr products and services
ando i this wav, can raise - Linons-based colleagues”

incentises to cotlborate They can do this by

I demonstrating the capaany to pertorm their assiened
reseach tunctions:

23 tadorse the results of their research to the needs of
OSK.

Because demonstrating acapacing to pertorm issigned
roscarch tunctions budds confdence ivintegration
its potentinl benetits it becomes important to delis er
expecicd services or products in the cinly staees of
collaboration. Fniphasis in the beginning on sood tial
management toresample or the disttibution of concise
reports of hield dizenoses and resahs hielps to estabhish
the valihty ob OFCOR Tnsome cases, indeed, itmay be
bostto tiake on casier rescaseh problenis fiest o
demonstrate the teasibility of agreed-upon division of
Tabor tAnderson and Hardaker, 1986). With this
demaonsteated ebjective inmind forexample. the 1 SRU!
i Zimbabw e meluded arelatively igh-potential zone as

one ofits mttial two regrons of responsibihiny

Fhe Caisan Project in Panama abso adopted this
strateay. OFCOR undertook adapive researchi in a
high-potential arcain order 1o hme s woon as possible
the benefits it had w otfer. Its suecess in yuickly
developing appropriate technology for the region led
IDEAP o adopt the OFCOR approach more broady,
The danger of this demonstiation stratepy  however. is
that st cansetup false cxpectations, suggesting a promise
of short-term impact from adaptive rescarch in more
margid zones as well. Progress here, however, s more
ditficult so that impaticnee arising from unfulfifled
hopes canundermine OFCOR'S credibility,

The delivery of Gatiand information tailored to meet
the needsof station-hased scientists is another important
mechanism for eosuring that OFCOR will be viewed as
uselul. This means OFCORs considering its partoer in
collaboration as a rescarch client. OFCOR data which

fail 1o pass from site to stations will not aid integration,
As commaonsensical as this may seem, problems with
timely data availubility were cited in 70% of the cases
reviewed. " Either bottlenecks wrose in data analysis
owing to unwicldy methods and/or tack of appropriate
cquipment orelse delays in the writing, printing. or
distribution of reports disrupted internal information
How (Foawell T9SS). Similar obstacles 1o OFCORS
drawing on data from commaodity and disciplinary
scientists intertered with effective integration as well. In
Zambia Lack of secess to results from station-hased
rescarch led to OFCOR'S duplicating some presious
rescarch. This notonty meant wasted ellort, but atso

sparked conflict with experiment station scientists.

Frenwhen OFCOR resulis are made available, they are
too infrequentdy presented ina way which highlights
their relevimee to the work of other scientists. This is
especially truc for the presentation of social science
findings." OFCOR rescarchers need to present their
rescinrch resulis i way which responds to the priority
needs of technical seientists. Three useful tacties for
rescarch presentation emerped from analvsis of the case

studios:

Dy preparation of aconcise report for commaodity
scientists of relevant agronomic data on their crops
and mlormation on farmer” practices (Edwards and
Muwambi, 1980):

inchusion in OFCOR ieports ol aspeciid seetion on

)

the implications ot on-tarm experimental results and
liehd observations for QLR

discussion ol results inseminias ind workshops for

commodity and disciplinars speciatists.

The case study experiences show that several
institutional conditions tacilitate research managers®
ability to achieve aelear division of ibor and consensus
amang rescarchers on the respective rescarch functions
of OFCOR and OSR. This is casier in situations where
there is sutficient flexibility 1o institute organizational
changes to accommodate new divisions of
responsibilities where institutes are smabl and have
focussed mandates: where staff continuity helps to
sustiain collaborative relationships and agreed-upon
principles of operation: where OS12 has technology *on
the shelt appropriate for adaptive rescarch: and where
agroccological complexity and diversity in the mandate
region clearly justities the need tor location-specific
OFCOR research.

o Seealso Bernsten (1980,
" See ko Box (1984) and Gostyla and Whyie (1980).



Condition 3. Scie~tists Share a Common
Understanding of OFCOR as a
Complementary, not Competing,
Research Acti

A clear understanding and recognition imong
rescarchers of the complementary refationship between
OQFCOR and station-based rescarch depends nat only
onaclea division of labor and responsibilities within the
rescarch process (condition 2) but also on minimizing
disruptive competition and contlicts over power

whenever they may arise,

Issues. When scientists il to appreciate the
complementary roles of OFCOR and OSR two Kinds of
contlict typreadly oceur: struggles tor influence over the
rescarch program: and clashes concerning control over

resourees

Experiences from the case studies. Well overone-half of
the cine studies reparted conflicr avisig from disputes
over research avcnda and compey son for resourcees,

Influciec overdhe v osearch progrant. Conllicts are hisehy

to cmeree when:

1y saentists feeh OF ¢ OR s bemye miroduced s o

Cotrective strategy

Fl

cither the teedback or suppor function becomes

SUPCTVINOTY S

s

respoisthihty tor tormulatine recommenditions is

ambiguous.!

hemany ol the res reviewed OFCOR was seen, at
least mitially. as arescarch approach instited o
correct” or redivect station-based rescarelt, Towas, thas,
perecived as competitive, threatening the donmain of

influence and decision-making prerogatives within

station hasced research programs In Sencgal, as
deseribed above suelisituation sparked contlicts over
power. prestize. and professional mtluence. Indeed,
conflicts ot this type.abso recorded in Beaador. Panama,
Zambia, Bangladeshand i the carly years of OFCOR
in Guatemala, tend 1o be severe and theretore pose
serions and enduring obsticles to building strang
integration between OFCOR and station-based

rescarch.

Contlicts over power and rescearch autonomy also arise
when ather the feedback function of OFCOR or the

These arcas of conthet ave abso heen cited by Moscardr et al,
(19 Y wntimge about OFCOR 0 Feuador; Norman (1983); el
Nyienda et ol 19SS wnting about O COR i Nadawi,

support function of station-based research turns
supervisory rather than consultative. IF OFCOR is
pereeived as a 'new boss” with authority (o dictate
priorities, integration will be jeopardized as indeed
occurred in Senegal and to alesser extent in Zambia,
The consequences for integration are similarly negative
in situations where station-hased rescarchers overstep
their advisory tale and asseme instead a supervisory or
technical monitoring role towards OFCOR, as
happened in the case of PIP and the Technicat
Committees of regional stations in Ecuador,

The third major arca of potential conflict related to
domains of influence concerns the formulation of
recommendations. Should recommendations he
developed by station-based programs with specialized
expertise ina particular commodity or resource
maitagement actor, orshould they be made by OFCOR
with superies knowledge of aparticular region or client
aroup? This proved to be a major point of teasion in
Fenador, for example, swhen the PIP advocated
retracting a recommendation tor an improved variety
for the Hightands becise of the varicty's poor
performance i on-tarm tials, The prerogative to make
recommenditions has also beenaopie ol heated debate
in Zambia and Guatemalia, To be sure contlict on this
isste remains more likely where policy is at all
ambiguous abaut appropriate procedures for

tormulating reconunendations,

Control over resouwrees, Perecived OFCOR-OSR
competition for resources also can give rise to power
comflicts.™ A sense that OFCOR was capturing
resources, either human or financial. which would
atherwise have flowed to station-hased research
inhibited collaboration in Senceal. BARIL Zambia. and
Panama. and also in Ecuador while the PIP enjoyed
sprecial project status. Resouree atlocation has been a
particular probiem in NARS where donors have
expressedastronginterest in promoting OFCOR efforts
sametimes even it the expense ofa balanced build-up of
commodity and discipiinary research capacities. The
visible benefits of the initial influx of donor money —
new vehicles, micro-computers. travel and housing
allowances. overseas conterences. and graduate training
scholarships were reported to line provohed jeatuusy
amang scientists in less favored., more traditional,
station-hased programs in Sencgal and Zambia.

Muanagement lessons. The manner in which an OFCOR

cllortis introduced and established within i rescarch

i

Foradiscussion of this problen i Pananta, see Sands et al. (1985).



institute will have a strong influence on how it is
perceived. Power contlicts were more common in
situations with: a rapid build-up of OFCOR (Eeuador,
Zambia): u larae OFCOR effort relative to other
research progrinns or projects (Sencgal, Bungladesh.
Zambia): and special and visible donor attention to
OFCOR (3encgal, Ecuador, Zambia, Panama,
Bangladesh). Insueh situations, managers will have to
give special attention to minimizing power conflicts.

Perception of OFCOR us i competing strategy with
special status” disrupted integration mainly where
OFCOR was organized as o separate program or
department. In Feuador and Zambia the problem was
further exacerbuated because the Head of OFCOR had a
dircet reporting relationship to the senior research
manager. Thissituation threatened the professional and
institutional status of other programs and bred
resentment.

Power conflicts are obviously notinevitable simply
because OFCOR is orgamized as a separate program.
They did not erupt with the introduction of FSRU, for
example, m Zimbabwe . The danger of discord arising
from apparcently preferential treatment for OFCOR,
however.is one to which rescarch managers should
remain alert. In both Zambia and Feuador senior
rescireh managers made adjustments when they
recognized the costs of wuch acspecial status” OFCOR
wmrangement. They moved the OFCOR leader's office
from the adnunistrative headquarters of the Minntry to
the ain rescarch station. This kelped improve
integration. Reporting relationships were made cqual,
andopportunities increised for informal interaction

with heads of station-hased programs,.

The case experienees indicate that managers ¢in
minimize conflicts over power and control of resources
mastsuceesstully ininstitutional settings where there is i
strong rescarch policy commitment to OFCOR, where
the availability of statt and operating tunds are not
severely constramed, and where the established power
bisse of OSR programs Joes not preclude the
incorporation of OFCOR as atally complementary

rescarch endeavor.

Certain conerete management mechanisms, used in the
case study istitutions, can abo contribute to minimizing
tension: assignment of responsibility for coordintion of
Joint OFCOR-OSR activitios to aspeciic individual or
group: and formal allocation of reseicher tme and
specific allocation of funds to collaborative activities
(see Chapler ).

k8]
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Condition 4. Scientists View OFCOR as Scientifically
Credible

If strong OFCOR-OSR integration is to be developed
and the linkage researeh functions successfully
performed, itis essential for OFCOR to enjoy scientific
credibility within the research institution. ™ This is
particularly true with respect to the performance of the
adaptive research and feedback functions, both of which
depend heavily on effective collegial interaction,

Issues. The cases reviewed clearly indicate that
establishing OFCOR's scientific eredibility is a priority
managertent issue for strenathening integration
between OFCOR and station-based research. Itis a
condition, morcover. which has repercussions for the
other conditions tdentitied as conducive to successful
colluboration.

A number of key factors are involved in whether or not
OFCOR will be able to attain scientific eredibility:

1) the capabilitics of OFCOR researchers, in absolute
and refative terms;

2) the scientific quality of OFCOR cfforts:

3) the degree to which station-based rescarchers view
OFCOR methodology - both modes f analysis and
criteria for evaluation — as valid:

the degree to which OFCOR scientists can
demonstrate expertise in understanding real farming
conditions and furmers' priority problems and needs.

Iixperiences from the case studies. Scientific credibility
as i prerequisite for effective collaboration makes
common sense. What is importani to emphasize,
however is that OFCOR's poor seientific eredibility was
cited as hindering successful research integration in half
of the cases reviewed — Feuador, Guatemala, BARI,
FSR&EDD in Nepal, and Zambia in the carly years of
ARPT. Conversely, OFCOR's strong scientific
credibility was specifically aceredited with faetlitating
integration in Zimbabwe, the Crop-Livestock Project
and Small Ruminant CRSP in Indonesia, the CSP and
LACand PAC in Nepal, and the Djibelor team in
Senegal.

1w capabilities of OFCOR researchiers. ™ Junior staff
with relatively little rescarch experience and advanced

Seeddorexample: Canmings C1981), Motns (1984), Moscardi et ol
(LIS Noman and Collinson (1983,

B Thisissue s treated comprehensiely inaforihcoming comparative
< ady paper on human resouree management in OFCOR by S,

Poats and R.I Bingen.,



training are often assigned 1o OFCOR, especially when
OFCOR is established as a separate program. Chart 3
shows thatin five of the nine case studies fewer OFCOR
rescarchers had advaneed degrees than staft in the
NARSasawhole. OFCOR staftalso had on the average
fewer years of research experience. The difterential is
even more extreme if we look exclusively at the degree
levels of national staff. Chart  shows that in the
OFCOR situations which rely heavily on foreign
experts, these experts hoid the major share of advanced
degrees, asituation which raises coneern about the
national rescarch capacity in these programs and the
sustainability of the OFCOR eftort.

The deployment of junior rescarchers in OFCOR has
important implications for the suceess of OFCOR-OSR
integration: it limits OFCOR's ability to pertorm the
feedback function eftectively and. 1o alesser degree,
also adversely aftects the performance of the adaptive
rescarch function. o addition this statfing pattern

renders OFCOR more reliant on the support function of
station-based researchers. 1 this situation is not
managed carefully, OFCOR can lose its distinguishing
features, and end up in the narrow role of 1 regional
testing pragram, as has already oceuired, 1o a certain
extent, in Ecuador, Guatemala, and BARI, In
reviewing carly OFCOR experiences in Kenya,
Collinson (1U82) reached a similar conclusion: he
observed how the stratepy of plicing young,
inexperieneed social scientists in commadity programs
with no support from senior scientists left them
vulnerable to criticism. and led to the marginalization of
OFCOR within the rescarch system, In contrast, when
the FSRU in Zimbaubwe was established this danger was
explicitly recognized: i central objective therefore was
to mahe sure fromits inception that the FSRU would be
as strong technically as the other research programs.

The scientific qualitey of OFCOR research.” OFCOR
quatlity depends not only on the general research

Chart 3: Comparison of Degree Levels of OFCOR and NAKS Scientific Staff?
{pereent with advanced degrees)

Caso Study Countries

Ecuador
Guatemala
Panama
Senegal
Zambla
Zlmbabwe”

Bangladesh

- OFCOR Staft

NARS Staff

Indonesla?

I ! i

0 10 20 30 40

50 60

l .- .41 SR IA._.\. e

70 80 90 100

Percont of staff with advanceod degreos (MSc and higher)

Notes:

1) OFCOR staff profile 1 sub-set of NARS staft profile. Alldatis is for 1985 except for Bangladesh (Jan. 198Y) and Leuader (1985} OFCOR,

) Comparison made for sub-case studies only -- Zimbabwe (3). Indonesia (3). Nepad 8 = not for NARS as a whole,

17 See note 20






experimental treatments to the sources of yariation that
Larger groups of farmers have to manage inorder to
evaluate the viability of treatments icross the range of

conditions expericnced.

Ditferences imobjectives lead togically enough to
ditterent types of trials analy e mcthods, and resudis.
Foracvariety ol methodologieal reasons, on-furm
experiments usuadly have Targer plots and Tewer onesite
replications than cquivalent on-station designs, but the
numbcer of sites s usually Brge. widhocach site used as a
rephicate inthe anabysis. On-farm experinents also

por eratly have higher coctlicients of viniation (CV),
becanse non-experimentd varables cannot be held
constant. A number of hazards pushiup the proportion
of treatments and entire experiments which are lost
These ditfferences in ~tandard quantitative measures tog
evaluation ol apricultural research make OFCOR
Casy target tor eriticism.
A more sabte issae dtowhether onestetion
roscirchers view OFCCOs methods as leaitingate
conzerns technigues of dati analvsis. OFCOR data ane
often interpieted accordmg o criteria developed by
soct seientists withowhich on-station tescarchers are
unbanvdiar Feononue analvsis is just one additionad
meisuesawhole range clactor may apply .\
loservickding teclmoloey may be decmed preterable o
armore prodoctiveadternativ e the cropas reads Lo
i esting ata tme when prices e el on whien tood
i the fum howschoid o shortsupph OF COR
evaluations ol Brrming resubts iso take mso
consideration such factors as storage quality . nutnnonal
quality, tastecand the simely avlability of straw o
other by-prodacts for fecdng vestock - T the tives o
resoutce-pocs lirmers these ereenia many ndecd be
more important than mere physical vield per amt eeca,
Yet OSRscientists mas hanve to be convineed 1o share
the clicnt’s perspeetive. Ouestions sbont the leaitinacy
ot the OFCOR approach ietrdedantevtation in
Fevador, Sencgal. Zimbia, and Coaatemaba

Demonstiarion of complementar v ovperine
sderstandone veal farmany conditons and farmery
prioviy probfenis and necds For OFCOR o win OSR
suppert, s el to provide s complementan area ot
expertise needs to be substantiated wath tangible prool.
Clearly. OFCORescarches” companative advantage
shoutd lic in then undastanding of farming svateis and
Larm-evel constraints and opportimmnes tar sesearch. In
sitaations where O COR vesearchers rentnn aloot lram
farmers and tirms, reiving on techmenns to implement
on-furm rescarch. they may well iose credibitity among

station-based scientints for seenng to lack expertise in

w2
o

thevery area where their contribution should be the

sreatest.

Management lessons, Several important management
fessons for easuring the scientitic credibility of OFCOR

can be drawn from the cases.,

Paperienced rosearchers, aidenee Trom the cases
reviewed stronply sugpests that for OFCOR o achicve
full scientific credibility as part of an intesrated rescarch
processitshould be carried out by selid and expericne :d
rescarchers who caninteract as equads with thei
colleagues concentiating in cypeinentstaticn research
When human resouree constrnes prectude this o
happenime. then prmor OF C YEscaentists must s the
very leasthe actively supported by stiong OFCOR
seientiic feaderstip and other senior stalt. ™ In
mudtt-nnstitite projects i bidonesia, tor example,
Technical Commitee of seuior seicntists Wis set up
specitically to bachstopamare juntor OFCOR rescarchers
vutposted to held sites

Setengifec beadvrshyp N vebed lessonos that strong
screnitic leadosinp ecessennat tothe development and
mamtenanee of OFCORS ~aenntic credibiliny. The
OFCOR ewder mstbe able to detend ihe validi of the
OFCOR approaciand jusiiy the hands of data and
anahves pedormed. Hlus inphies that icshe should
have recovnized eredennals and expericnee in both
corventional aencultural researeh and sociad scientitic
toscarch. Strong feadership s idsoequired to ensure
qualiteand dyoamism mothe rescareh program which is
essented To gaming credibiling, Inadequate OFCOR
feadersinp was cited s deterting itegration in Eeuador,
Giutenabe and BARL Comverselv, in Zimbabwe, the
FSRU Teader’s sieny reseanch capacity and technical
Cxpertise in sy stems reseanch mreatty Lactlitated
establishing credibiy tor the program and developing
callaborative hinks with scior researchers inother
departments, The expericace of the cses ilso shows
how important itis tor the Teader of OFCOR pot to be
overwhelmed with adannistrative responsibilitics to the
detriment of their scientiic feadership responsibilities.
This emerged asiomajor problen m Feuados and
Senepal.

Nealiste objectn es, The cases raviewed disclose i
tendency wmong senior rescarch managers, as well as
amnong donors, to set anrealistic objectives for
developing OFCOR cfforts. Their inevitable failure to
live up to these exeessive expectations has led 1o

Seeabo Hildebrand et al, (1U85).
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disappointment in the contribution of OFCOR and
undermined its scientific credibility. Animportant
lesson to be drawn is that OFCOR sheuld be builtap
incrementally, with tespect to both the size and the
scope of the etiort, so that rescarchers enjov sutlicient
time to experiment with methods and ay-proaches and
canrcomsolidate their expenence. Rapid build up ol
OFCOR procrams w.evated as uving o nepitiv e impadt
on the qualiy of rescardhaed. conseguently, on
OFCOR S centitic credibiliy i b euador. Zamibia, and
BARI

Sowtedized travte Fos ensenme the quabity ol
OFCOR research and s saentitic credibihiy,
spectalized tinnmy tor <ttt in OFCOR jescaren
aicthods has proven yaluable. Such tramime may well
necihto be penodicatly repeated or estended. espectatly

aepreviems st el irnoser ot st

Inproducore ONR Gt io alienam e tepes or analvsi
Fapostne staton based tescarchers to the O COR
approachand 1o OFCOR research metiiods s likely to
increase therraceeptance of the s alrdity of untamiliog
Gopesobanalvas ond coadiation coterie V robust
mechansm tormeas lownd m Graatentala where all
rescarchersentermye 1T A were obliged 1o attend o
T month e conrse morescarch methods with an

cinphiasison OFCOR - These recruts, many of whon go

ontowork an commodity proceams, subsequenth prove

supportive of the complementany rescarch roles ot the
Fechnoloey Testmn Unitand the Socioccononie
Department. Onavmore modest seale m Zimbabwe and
Sencgalosemmars orworkshops on GCOR were tound

torbe usetubin binldme it coedibility

Sownd trral management inseverad ces reviewed oo
tal manacement undermuned OFCOR™ credibingy .
Usaally this was o question of too nramy ioals too widely
dispersed to permit adeguate superyision. A common
solution found was the clusterie of tials which
tacilitiates more trequent supersision and monitoring,
more tehable timing ot operations and delnery ot
mpats and more systemate datiecollection (Bigps,
TOS2: Ewell, TUSS),

Hiving OFCOR scientists tun trials on station nray also
pay dividends in terms of thei aceeptinee as legitimate
rescarch partners. Such trials provide them with an
oppartueity to demonstrate their rescareh skills under a
more controlled cavivonmeni. In Zambia some ARPT
agronomists initinted on-station experiments atier they
were eriticized by OSR scientists for high CVs and for
the messy appearance of their on frm trials, These
experiments demonstrated the expertise of the ARPT

scientists and showed that the high CVs and disorderly
appearance of their OFR trials could not be attributed to
their inexperienee or incompetence.

Swstained contact with field research. In the niore
hicrarchically organized OFCOR progrims or in the
generalized model for organizing OFCOR in which
scientists do both OSR and OFCOR, demonstrating
complementary expertise inunderstanding farmers’
problems is more likely to be o problem. In these
situations. OFCOR scientists, beciuse they spend less
tme i the field interacting with farmers, can become
removed from farm-level information and realities. In
these cases. concerted effort is needed to maintain
clective communication chiannels between senior
sarentists and the more jumor stadf based in the field
(B L TOSS: Phars oad 1USS). In LAC, for example,
where the ruggeed terrain of the Hills cuts down the
frequency of senior scientists” visits to the field,
outposted tield techniciins responsible for FSR sites
return to the station regalarly to participate in monthly
rescarch planning meetings. The FSRU in Zimbabwe
also recends began to involve outposted tield
technicins in programming and review mestings in
order to profit from the detailed farm-les el information
only they can provide.

The case study oxperiences indicate that several
nistitetional conditions facilitate rescarch managers”
ability todevelop OFCOR s scientific eredibility, Where
wstrong policy commitiment to resonree-poor farmers
and OFCOR prevails, senior managers are often more
swithing to assign experienced rescarchers to OFCOR, o
provide meentives tor tield rescarch, and to ensure
strong scientific leadership. Furthermore, where
scientitic personnel are notseverely lacking. it s casier
ot managers to assign experienced scientists to
OFCOR. rather than resorting to the recruitment of
voung, mexpericnced. university graduates us oceurred
in Zambia Fastlv, Tow rates of stadf turnover facilitate
mamagers” ability tyinvest in training in order to
swstematically develop i cadre of seientists with OFCOR

uxpertise,

Condition 5. Scientists Perecive the Benefits of
Colaboration to Outweigh Personal Costs

Integration depends on the mortivaiion of the scientists
involved to collaborate. Indeed, because participation
1 joint activities is likely to entait an adju o nent of
abjectives and activities in scientists” rescarch agenda, it
is usually not without costs. Cases reviewed — and
Itterature - indicate that collaborative activities require
time and money, and so cannot be simply added to
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on-farm and station-based rescarch could enhanee the

professional status of the scientists involved.

Personal cosis. Collaborative rescarch often entnls
traveland ficld work under diftficult conditions, not 1o
mention long separations trom home. Such personal
hardships seem all the more severe when per diems are
inadequate. expenses have 3 be paid aut ol pocket and
reimbursement is delaved. or v ellimg cats up time
wchedwmed tor fanuly or other professionad actisitios. The
case studies and relesant literitare show thotmamieens
would dowdllnot to underestmate how poweertulh
disuasive feclings ol deprvanon and inconvenience can
be (Biggs, 1084

Fhe ESRED DY in Nepat ter example. has had grear
ditficuity getting saontists trom other depar tments (o
participate mcotlaborate ¢ pluine activines i the
ficld becise authonzed per dicms do not cov et
expensesincuned. Suka problems were aited i
Ciuatemala, Feuador ) NREPw Nepadsand Zambia
Comersely o the penerous per diens pard tomembers ot
Fechnival Comittees i the multmsutate projects
Indonestivn e proveded astrone icenine tot semon
rescinrchers to e el out to the ield to work with the
outposted OFCOR s

Iareliccnal puacenves Foalls s importat to note
that il saientists pereen e jomt rescarchactnaties s
mtellectually resarding and helpral o thar own
ongoing rescarch s then tharr motnvation o collaborate
will be strong . despite possible tesenvations related to
institutional or protessional status or persanal
discomtort. The meentive isonh o shehtly ditterent where
OFCOK a0d OSR are conducted by the siome
indoviduid commitment toantegration may stidl depend
in Jarge measure on how rewanrding it promises to be to
the scientists" ntelectuad curiosity . or haw dikely it
seetns thot B fevelreseareh will turn up something ot

vitlue for further on-station rescarch.

Management lessons. Comparative analysis of the cases
generated usetub management lessons for making

collaborative activities atlaciy ¢ to scientists.

Isiitiional support for collaboraty e acuvines. The cise
studies reviewed suggest that rescareh managers
attemoting to integrate OFCOR and OSR need to lend
explicitand activ e institutional support to colliborative
actnvrties. Such supportshould involv e, fisst, systematic
gundelines for allocating rescarch time between
mdividual and joint activitics and, second. tornsl
recognition in eviduation and reward procedures of
colliuborative rescarch activities ind contributions to

technology development.™ In this w

V. NRAnagers can
contirnt the policy priority assigned to integration,
strongly encouragmg scientists toinitiate and participate
in collaborative activitics.

AManagers can also demonstrate their commitment o
OFCOR-OSR ntepration by participating in joint
activities thenesehves, ACEAC Tor exaunple, the
Durector tukes part i the semi-anaval group treks
during which scientists spend 3-10 davs at field sites
reviewing on-farm research and interacting with
trmers: Hisexample has been very important in
stimulating other saentists” involvement.,

Promotcn of professional opportuniies, Rescarels
managcrs canalleviate feass about the possible cosis to
one’s professional statis by facilitating opportunitics for
nublication or attendance at interosrional mectings for
saientints who collitborate b joint rescirch activities.,
Phis has been done to eood eficetm Zambia and
Indonesia. As aniaducement to joint undertakings the
managers can also provide gnarantees that credit for
stceesstubresearch sl be apporticaed tairly among all
wha colliborated, whether through the joint authorship
ol publications orsonie other form of recognition visible
sithim the rescarch ssstenand where relevant, 1o

funding sgencres.

Steps canalso be tahen to minimize the oppoitunity
costs ol collaborative activities in relation to other
tescarch. By clusterimg OFCOR tials and locating sites
neitr stations, for example, neanagers can make ficld
vistts casier and faster. Well organized and efficiently
run meetimgs can also cutdown on dhe time scientists feel
they lose asivconsequence of colliboration and

integration elforts,

intelleciad incentives. Managers will only be able to
aultivate intellectual incentives for participating in
collaborative rescanch il seientists view both OSR and
OFCOR as scientificilly credible. Should OSR and
OFCOR be organized separately. then managers must
first of all tind wavs to allow scientists to interact and
become Famnliar with cach other's research as is

discussed mthe tollowang chapter.

Comparative analysis of the cases studied indicates
severil msitutional conditions which intluence rescarch
minagers”abiliny o motivate scientists to participate in
collaborative activities. Station-based rescarchers!
interest i ellectively integrating OFCOR asa

e ke

complementary rescarch effort tends to ine-

Sceabo Dilon and Aaderson (1983),
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more nrarginal, and less well understood., envionments
are given priority s oceurred in Zimbabwe, Nepal, and
Tndonesta, Stdtstability within the reseqreh system
helps because seientists have the tine and repeated
contact o buald solid collegial relationships. More
centrihized systems where Buer proups ot seientists aie
bised tosether are also beneticial tor mercasing
intormad and formal interaction among scentistannd for
reducing the tmancial and personat costs toscientints of
long journeys to participate m joint activities. b asty
avinhabihty of operating tunds is well as sttt e b

collabormv e actnties i obyious)y crucial

Conditicin 6. Scientists Hive Adequate Opportunitics
for Forsal and Informal Interaction

Inteerancen of OFCOR and expenment station rescarci
isunthmbable vathout the mteraction of researchers to
Pyexchange mtotnugion. ard i develon colleyal
Py and respects The tnst poat requures b -
explanation s perhaps ivioniatie that the eachanec o
mtormution and spechzed advice reguines contact

Fhe sevond s horn out by the case study expencices
which mdicate that colbrerat tamilats and respect . and
notsnnpiv materabimeennyesare ven crally accessan

botore rescarchers untate cotlaboratine actnaties

Bssues, Rosearon nianwe s cancreate opporianies kop
contact between OFCOR and OSI screntists,
Pionumits - hoth ongamyeational and phyacal, promates
tmtenaction I addion tomaking torma mteracton
er toartanee. oreanizationaband physical provint
incroose the Tketthood of mtormal exchanwes. Where
opportumties are lmted by distance. the vap has to be
bridged by commumication Lacthties and active

managenent

Obvtously oo the size of the NARS v also o tactor
which stronedy iiluences both wmanaeer s abaling 1o
vreate opportunties toritetaction and the means
avalable Tntormalmreraction s clearly casier m
stadler institutes. The tsk o aomanaeer hoping 1o
multply opportamtios for mlormal mireraction among
rescarchersabditerent departments m RARPwith more
than SO0 screntists e ES deceaons and rescanrch centers
scompletels ditterentironthar ot amaager in Nepal s
PACwithonhy Tosacentistslocaied in Tdepartiments ata

single station

Experiences from the case studies, Despite the necessiny
ot contact between OFCOR and OSR screntists, as o
precondition formtegration of the roseanrch process,
apportusities for mteraction were consdered s

inadequiate in 607 of the cases reviewed
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Organizanonal provndty, Organizational proximity
refers to the degree to which scientists in OFCOR and
OSR come into repnlar contact with cach other because
they are assigned to the siome unit within the rescarch
svstein e s commodity or regronal program,
disciphnary department, o division uniting various
commodities s disaphoes. Close oreanizational
Proximiiny was scen as stidating tormal vl informad
interaction betwecn soentists working in OFCOP, ana
OSR mapprosmtely ialt ot the cases studicd
Seacgal, Zambra, Indonesias TAC and PAC in Nepal.
and the Zambabw e insitutes

OFCOResearchervan Seneyal s DRSPior example,
had more trequent contact with station-hascd scicntists
mthen departiient than with commoding scientists from
other depattment bn Zambia OFCOR and station-
Based scientistsinthe same donor-lunded projects found
that beciuse this arcaneement attorded them more that
the usual opportumnes o ateraction, it stimulated
collaborative rescarch, T Indonesia's multeinstitute
projects necause saientists tempotandy seconded 1o
OFCOR projeats mamtamed oreamzational athitiztion
with then hone mstitutes sustaned interaction with
ther coleagues in those msttotes wis possible,
Comerselyin Nepalremoval of the CSP from the
Agronemy Division o become the FSR&DD conferred
ahigher imstitutional states on OFCOR: at the same
e however, the imnoyvation set up organization:l
barners which have impeded FSR&EDD from
developing Timhs with station-based rescarch programs
i other division. In Feaador imd Guatemiala, where
OFCOR s aseparate program and stalf live and work
outm the bield, managers have thed 1o promote greater
mtegration with OSR by attiliating cach OFCOR 1eam

with aspecthic regional station,

Itis important to bear m mind that even in situations
where one and the same scientist conducts both OFCOR
and OSR and some tunctuonal integration is therefore
iiplicit, mterdiseiplinany orintercommodity interaction
miy notoceur. In Zimbabwe the Committee tor
On-Farmy Rescarch and Extension was introduced
pirrtially to provide linkages iand stronger integration
between OFR and station based rescarch across
institutes and disciplines. Similarly . in Nepal, LAC
institated the Farming Svstems Rescareh 'Thrust to
integrate the on-furm and station-basced work of various
disaplinary departiments.

Physical proxione, When scientists work daily in cach
other's immediat e vicinity . analysis of the case studies
SUEECSIS, JOINEACHVIHCS dre Ccasier to arrange., reqaire
less eHort to carry out. and. consequently, occur more
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trequently. The less travel involved before interaction
can take place, the lower the expense including
opportunity costs. In both Zambia and Senegal, where
OFCOR s organized as aoseparate program. links have
proven considerably stronger between OFCOR and
commodity scientists when they are based together at
regional stations. Similarly in Panama, where
OFCOR-OSR inte;

sttong colluboranion nevertheless developed between

rtion has generally been weak,

livestock rescarchers and OFCOR screntists from the
Dual-Purpose Cattle Project who were based toeether at

the Gualaci Rescorch Station.

e proviity of OFCOR triad sites to tescarch stations
also appears to attectmtegranion between OFCOR and
OSR D the Tndonesia case stady accessibility ol
OFCORes was credited with tavihtating integration:
comvenely o BARIL the distance between OFCOR
sitesand experiment statiois wasalleged tompede joint
OFCORAGOSR activities.

Commnication tacilines Bridging organizational and
physicabdistances however shehtreguines
commucation lacitities and other resourees, ot
activtties demand access o some mmimal combiition
ctphones radios setucles tuel. perdicms and housing.
Hhe case studiesshow how Lack of attention to providing
these commonplace necessties can make the interaction
amongscientists awkwaid ad stumbling. In Zambia,
for example. poor commurication tacilities and long
distimces nurhe even the planning of joint activitices,
much less thea omplementition, difficult. Simitarly. in
Panama. tensions arose because OSR scientists, who
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liad no means to communicate rapidiy with OFCOR
ficld teams, often simply did not show up for scheduled
mectings, disrapting the work schedules of OFCOK
scientists and wasting their time (Sands et al.. 1985).

Management fessens, The case studies show that 1o
strennthen OFCOR and OSR jategration rescarch
managers should foster statt proximity, cither through
organization:h mrangements or by basing scientists
togetherso that they conie in frequent contact, or both,
Whet OFCOR and OSR scientists are obliged to work
ata physical or organizational distance from cach other,
managers mustfind wavs to bring them together and to
facilitate communications. Indecd, the costs of
maintainig proximiny. tads for travel and
communtcatton, cannot be ignored. Carvently aperating
funds are often himited and pacticalarly vulnerable to
budgetcuts. Consegnentlyin the mterest of biilding
intezration nunagers should anticipate these potential
constrinnts and carntrk wsafe portion of ticir budpets
specitically to support the Togistics of cotlaborative

activitios.

Clearly, the wav research is organized. c.p. by
departments, programs. regional stations, will be an
miportant wsntational condition influeneing a research
managens ability to create productive opportunities for
interaction. as witl the degree of centralization of
rescarch infrastructure. The availability of operating
tunds also cnrerped i the case studies as a key factor
determining managers” ability to successtully organize
joint OFCOR-OSR mectings and collaborative
activities.
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CHAPTER Y
MANAGEMENT MECHANISMS FOR STRENGTHENING INTEGRATION OF
ON-FARM AND EXPERIMENT STATION RESEARCH

I. Introduction

Rescarch managers in the institutions studied have
experimented with and developed numerous
manigement mechanisms which hiave proven suceesstul
instienpthening integration of OFCOR and OSR and,
thus inimproving the effectiveness of the tesearch

svstentis aowholes These mechanisms lielp o

1Y creane ey es to stimulate and reward
collaboraton:

20 mobiliz e resources o support communication,
cooperation, and joint activities:

2o provide opportunines Tor fovmal and informal

miteictton,

ane hes iinkoce mechamsims were wentified in the
cempatace e analysis of cane study OFCOR Situations
{Fable

attnmnent af il socstratesic conditions identitied in

Fhese were tound to contnibute to the

Chapter Sas promotine inteetation and o facilitate
prottonnance obmosto i notall ot the rescined linkage

functicos descibed s Chaprens T and 2

Obviousty there s nosmgle teape tr pood research
management. The aihity and reasitaliny of specitic
mechanisms will vary with the mstitational setting in
which they arcapphed. as will the most etiective form of
their implemeniation. Nevertheless, analysis of

Wanagers” experiences inusing mechanisns to promaote

integration in diverse OFCOR situitions has viekled

o

vaduable msights dess and management lessons upon
whick rescarch manayers can dene when formulating
strategtes approprate for strengthemng integaation in

therr own instintions.

The mechanrms reviewed below tall ander tour distinet
manigement areass resarch management processes,
collaborative saientific oty iies, resouree ilocation
procedures. nd coordmation (Table 51, The following
discrission highlights cach mechanism's specitic
contribution to developing stronger integration,
managers” experience i using the mechanisms in the
diverse OFCOR situations studied, and the relevant
mnagement lessons ta draw from these experiences,
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Chart S shows the frequency with which these
mechinisms were used across the institutional settings
reviewed and the pereentage of case studies in which
they were specitically cited us important to strengthening
mtegriation. Chart 5 sunmarizes in graphic form the data
presented in Annex Table 2, This table indicates the
number of OFCOR situations for which information on
cach mechanism was available, the number of situations
in which the mechanism was nsed, and the number of
situations where case study rescarchers singled the
mechanism ont as contributing to stronger integration.

Table 5:
Key Management Mechanisms for
Strengthening OFCOR-OSR Integration
Research Management Processes
~ Joint problem diagnosis and collaborative priority-
setting and planning exercises.
Joint progrimming ind review mectings,
Periodic joint visits to the ficld.
Joint decistons on release of recommendations.

© Collaborative Scientific Activities

Formal collaboration in tvials and surveys.
Stimulation of informal consultation.,

Resource Allocation Procedures
Formal puidelines for allocating time to collaborative
activities,
Specificallocation of tunds fur collaborative activitics,

Coordination

~ Assignment of responsibility for coordination to a
specific individual or group.



Chart 5: Percent of Cases in which Management Mechanisms for
Strengthening OFCOR-OSR Integration Were Used!

Linkage mechanisms

Mochanism used

Julnt problem diagnosis

Joint planning

R Tt
Jolnt programming raview b B

Joint recormnmendalions
Joint field vinit, EEREH I
[ :

Trial collaboration
Survey collaboration
Intormal consultation

Time quidelines

Allocation of funds

Coordination responsibilities
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)
Percentage of cases

Noten
r N7

50

Mechanlsm reported
as strengthening
intogration

60 80 90 100

Manseenent mechanisos anals ced Tor discrote protes s on prorai s ssting case stods ainstitutions

. Lo
21 Panentae based on namber of sitiehons tor whiclvintormaton was aeabable: Reter o Anpey Fable 2,

B Reters topercent ol OFCOR sitnations s iseh case studs cesean hersspeatic ey credited the mechanism with strengthening OFCOR-CSR

Hiteyiation

H. Research Management Processes

Jaint Problem Diagnosis and Coltaborative Priority -
Setting and Planning Fxercises

Fhe expenences ot the OFCOR sitnanons studied
demonstrate that the joint diaenosas ot Lo Teved
constrnts and collaboratn e denmition of research
priovitres by OFCOR nd station based screntisiis o
posscrtul mteeratmg echansan When ctectnely
tanaped atstronelv impros e the pertormance ol all
OFCOR OSSR Binkace tunchions. cspecially the support
and teedback tinenons and s tacilitares the atiunment
of albsiostraterie conditrons wlnted as desieable tor

strenethenty iteeation

Fhis mechamsm canestabln v solid foundation 1oy
oo collithoration. By providing opportunties for
discussion at farm-Tevel problens and for debate and
exchange of specushst knowledge athedps to bl o
shared commutment toadentiticd pronioes and rescareh

problems and facihitates o complementary division of

labor withnea common problem-solving thrust. By
promating “hottom-up’ priorits-setting based on
systematic ficld-levebanalysis of the key constriints
which speaitic tirget groups of farmers face, this
tmechanism also enhances the quality and relevanee of
hoth OFCOR and expeviment station rescarch, Case
sondies rescated o moreov e, that the benetits ol this
micchanisi mercase whenjoint decision-making efforts

alsoomvolve jornt Gield visies (see helow ).

Reseawreh mamaeers had used this Tinkage mechanisny in
the majortty o OFCOR Siations studied (Chart 3). In
03", ol the situations for wineh mformation was
avinluble . station based researchers had participated in
diagnosne and prionty setiing activities for OFCOR,
And i e ey mechanisnowias exphicitly cited s
contibuting to cHective micgration.” lis unportant to

note, however dhatimoh ement ol OFCOR scientists in

Soealso Byerfee and A 195 ron Pakistan



formal priority-setting excreises for experiment station
rescarch was less common ind in ondy two cases was it
spectfically credited witl strengthening integration,

The most common application of this mechanism i
beentoinvolve seientists working i OFCOR and
station-bused reseir e m an informal ficld-level
dignostic suvey dearding 1o ot prorieysetting wsd
planiing excreise. Phe precise orgamizational and
managerial vrrangements adopted for carving eut this
activity have varied considerably actoss the case sty
sttuations, however, retlecting ditferences in
institutional contexts. In Cruatemada, lor exaniple, the
sondeo (HBdebrand and Ruano. 1982 ), 4
smultdisciplinary . intorial, dinostie sun ey, wis
developed specifically toinvolve stiation-hascd
rosvarchers ininitial fickd-les of problem diagnoss and
pronty setting. Indhe canlv dass of TP the
multdisaiplinies OFCOR e based in the social
scienee departmieni found that when they carriced oat
lickd diapnoses snd detined research priotities
independently cthey could notect station-based
sesearchers osaprort their conclusions. Aber il
conthers thes changed ther streey toamolve senion
station-based scientists and teseeh manigers activels
Hus approach proved sieeesstul m promoting strong
corhoration for g number of s, but subneqguently
Fostmomentum Lo participation by station based

scrertisivis ertane L he cise steds rescanchers cie Lack
obsupport fan sentor niamagement and il
constraints teexplas the dechnmg citectiveness

ol thus medhingsm

Fhe FSRU 0 Zsmbaba e nnplemented what was
Basically the sine meclimsam. but i somes bt
different wav. Owing tothe el level of specialisg
capertise avinlablom DRASS Cthe FSRUT team give
priove o mvalving sensor seientists i the development
ottheirrescarch plan. Farly collaboration in problem
didgnosisand prion, settins was seen as essential log
buildimy asitane O COR progzam which vould

cliectively complenient existune roesearch provians,

Todetine thew research avenda. the FSRU  with strong
SUppottlrom sentor manaegeincil. ofvaniced a

weeh dong workshop i both of their rescaneh e
These workshapsmvolving 20 senior scientists from
DR&SS included discussions wirhy tarmers and tield
diagnosis of ey constraints to production. Jomnt elorts
generated o tentative listol potential innovations for
cach arcas e FSRU D tean subsequenthy esaliated the
proposabs for techmeal and ceanonne feasinlity, and
developed i tormal research plan. Atter the first vear of
research, the FSRU team organized a second round of

workshops and invited station-based scientists to review
their research results and o advise on the future

dircction of the rescarch program. This thoughttul

attention to involving senior scientists in the definition
of rescarch priovities for ESRUS an-Tarm research
program hias provided aolid basis forsubsequent

collaboration.

Among the OFCOR sitwations siudied in Nepal,
number of teresting variatiens on the Canmmon modeld
of ‘the group treh” were registered which retlect the
distinctinstitutional settings i which the mechanism has
beenimplemented. The group trek involves scientists of
diftfercnt disciplines travelling topether to ficld sites
where they meet with farers to diagnose hey
constraints and (o ideniily opportunitios for rescarch,
Fhrough discussions in the tield, scientists reach
agreement onresearch prioritieos and develop a research
planswithacearly detined on-Tarm and station-based
rescarch division ot labor (Mathenryand Gali, 1957),

Fhe implementation of group tieks has been
comparatively casy tor T AC and FAC whose small size
and more narrow v detined regional mandate laclitate
callisboration. Their scicntists reside together
on-station, see themselves as working together inan
mtegrated program. and repo o common director
whoaenvely pronotes joint excreises. The tield sites
visited arewathin aosimgle dav's walk . Eaternal donor
Tunding vovers the expenses of scientists in the field.
Thanks to these facilitating condinons, 10- o 12-day
group treks can be carried out at 1 AC twice iy ear.

I contrintow hen attempting to implement a group trek
the FSR&DD has teed more daunting organizational
and managerial probl-mes (Nathema and Galt, 1987).
Fhe rescarch institution has aonational, rather than
regional, mandate. Tts seientists are so dispersed that 1o
bring them together forajoint actvity is logistically
ditficult and costly. Kesource constraints, morcover,
have resalted in per diems tor scicatists so low that <hey
canoleven cover the actual costs of staving in the ficld.
Furthermore, since FSR&DIY is only one department in
alarge institution itis more ditticolt to get the attention
ol semor numagement and their explicit support for
collaborastion. These factors reduce incentives tor
station-based seientists to participate in group treks
Yot despite these constraintsand although FSR& DD
has i fivet had o cut back time spentin the ficld 1o two to
five days.the group ek is still viewed as a key
mechanisim for linking FSR&EDD with other divisions
andcommodity programs. [t also remains the principal
means for integrating the sesearch of FSRA DD and the
Sociocconomic Researclvand Extension Department
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Collaborative priority-setting and planning exercises are
particularly effective when implemented periodically,
which. unfortunately. is not prevailing practice. The
experiences of the cases indicite that regalar joint field
Visits to reassess priovities and rescarch agenda and to
develop plans for joint work help to sustain active
coltaboration between OFCOR and station-based
rescarch. Tn both Guatemalaind Eeuador, where initial
joint ficld exercises in probiem diagnosis stimutated
intense collaboration lack of repetition ted o a decline
of interest and participation in collaborative OFCOR-
OSR activities over e, Incontrast, in Nepal, group
trehs have been institutionalized at regudar intervals,
This aelps maintaio dynamism in collaborative rescarch
chtorts and cnables seientists to monitor the progress and

direction ot their research ssstematically.

The case studies reviewed disclose several additional
manageral factors important for increasing the

cttectiveness of jomt problem diagnosis and plimning:

1) explicit support from senior imamagement for joint
participation i praorits-setting and planning
CXCTCINeS:

23 mvolvement of sentor scientists who have the power
to mahe decisions onresearch plans and programs:

) implementation of jomt planning activines in the
hield with internction with farmers,

B adentfication of joint planning as a mcans for
definmy rescarch agenda for both on fiem and
stution-based rescarch:

) clear defimtion ol the obiectives and expected
output/product of joint exercises {Pandey etal.,
1980);

6) sewell-detimed methodology or procedures for

problem diagnosis and priority-setiing:
5

unambiguous assignnient of responsitiinty tor
coordimuation and feadership to o specific rescarch
Manager:

Sy allocation sesuthaent funds to cover costs in the field

and to minmuze hardships for scientists,

Yy periedic monitoring of progress i the execution of

assigned rescareh tiskhs

Ttis clear from the case studies that rescarch managers
have primarily emphasized involving station-based
rescirchers in developing rescarch plans tor OFCOR,
Mare attention needs to he paid to ensuring that
OFCOR scientists participate in formal priority-setting
exereises tor station-hased rescarch. Although this
occurred incidentally in several research institutions
studicd, itstllneeds to be arranged more systenatically
iFOFCOR is to perform its feedback function
effectively.

4d

Joint Programming and Review Meetings

Becausc joint review of proposed programs and research
results facilitates the performance of all linkage rescarch
functions, itis potentially a very effective mechanism for
integrating OFCOR and station-based rescarch, For
rescarcliinstitutes with well-established programming
and review processes, this mechanism may be easier to
implement than joint priority-setting and planning, The
experiences of the cases indicate, however, that equal
and active participation in programming and review by
both partners ona regular basis and in a truly
collaborative spiritis ditficult to sustain.

Joint progranuming and review mectings can provide an
effective and efficient means for improving
communication among rescarchers. They make rapid
dissemination of new research results possible as well as
creating asetting for immediate feedback from
colleagues. This clearly helps assure the relevance and
quality of both on-farm and on-stition rescarch, Such
mectings can also provide i convenient arena for
cHficiently organizing coordinated or collaborative

rescarch etforts.

When managers attempt to institute this linkage
mechanism, they will inevitably confront scientists
worried aboutissues of power and control. They will
have to proceed carefully and ensure abalance of power.
The experiences of the case studies indicate how
important itis for joint programming and review
processes ta be pereeived by all as consultative, and not
supervisory. with rescarchers drawing on cach others’

respective arcas of expertise.

Joit programming and review mecetings were used in
various forms in almost all the OFCOR situations
studied (Chart 5). In more than half the cases such
mectings were siid to promote integration. In Panama,
the lack of such awmechaniss was identified as an
obstruction to effective OFCOR-OSR linkages. Once
again, however, it should be noted that joint review is
notusually reciprocals it is more common for station-
bised researchers to examine eritically OFCOR's
proposed programs and rescarcl results than vice versa,

Depending on the specific institutional setting and on
established programmiing and review procedures,
rescarch managersin the cases studied implemented this
linkage mechanismin ditferent ways. Needlesstosay, its
application < much more straightforward in situations
where the sai seientists carry out both OFCOR and
station-based research. as in LAC in Nepal and the
various rescarch institutes in Zimbabwe. The case study


http:llIIttitIl.ll

experiences reviewed below indicate some of the main
issucs for rescarch managers to consider when
attempting o institute joint programming and review
meetings in scttings where separate staffs carey out
OFCOR and experiment-station rescarch.

InZambia, such mectings have probably emerged as the
single mostimportant mechanism for overcoming
conflicts between ARPT and CSRT scicnbists and, thas,
for building strongernore effective, eollaboration.
Small meetings are organized to review research results
and programs proposed for specitic commadities. These
arc attended by commaodity rescarchers and ARPT
scientists who are working on the crops involved. Fhe
small meetings. it shoald be pointed out, were d.igned
to complement Lurge. public, highly formal annual
review meetings which had proven unsuitable for
detailed program analysis, critical discussion. and joing
planning, Signiticantly, both ARPT and CSRT scientists
reward the small gatherings as avaluable linkage
mechanisin. Because the mectings are restricted to stafl
within the relevant rescarch programs. aud are narcowly
focussed, they expedite the productive and efficient
exchimge of information, advice, and prelimmary
rescarch results. This has led to the improved
performance of all basic linkage rescarch functions and
to signiticantly stronger inteeration. ARPT rescarchers
regard the mectings as their principal forum for
communicating farmers” problems and needs to

station-based rescarchers.

That tegionat organization of rescarch facilitates
implementation ol joint programming and review
meetings is evident from the experiences of 1CTA in
Cuatemalia, LAC and PAC i Nepal, and the Lowveld
rescarch station in Zimbabwe, AUICTA L annuad
mectings are held at the stations to review the results and
proposed resernrch agenda of cach commodity program
and discipline operating in the . zion. These meetings
provide the principal opportunity for influencing the
work puans of other programs and for crganizing
collaborative activities. The end resultis an integrated
rescarch plin for the revion. Owing to their relatively
smallsize and their elear focus on regional rescarch. the
meetings hive worked rather etfectively tointeprate the
rescareh of Technology Testing teims and commodity
programs, and Lo promote a strong client orientation in

resciarch,

Sonie problems huve arisen, however, in the regional
plianning process in Guatemala. First, beeatse there i<
no formal monitoring mechanisin, adjustments in
proposed programs or arrangements for collaborative
wark agreed upon during joint mecetings are not always

incorporated into the final regional plan, much less
actually carried cut, Sceondly, the mectings bave mostly
facilitated the flow of information in only one direction,
from the commodity programs to the Technology
Testing teams. Case study experiencees in Guatemala
indicate that favorabic rescarch policy and regularly
held joict programming meetings in no way guarantee
elfective two-way communication, Even where
OFCORs feedback function is an explicit part of the
rescarch system’s design an i has the unambiguous,
formal support of the institution, as is true for [CYA,
such feedback can prove difficult o implement. Two
explanations for the disappointing situation recounted
B ICTAS case study are that 1) Technology Testing
teams present their findings List at progranmming and
review meetings when interestand attendance has
already Targely waned and most programming <lecisions
hive heen tahen,and 2y until recently. the Technology
Testing teams had no national coordinator to defend
their interests and inputs into regional plans.

While in Guatemata and Zambia, OFCOR and
station-bised rescarchers have interacted at joint
programming and review meetings on relatively equal
footing, in ather OFCOR situations senior scientists
from experiment stations have rather one-sidedly been
cidled upon toissess OFCOR research results and
programs. Such review committees have eperated in
Feuador, in multi-institute OFCOR projects in

Indo esi, and st NRIP in Nepal.

While the use of such a review committee of senior
eientists may imgrove communication and facilitate the
performance of the service suppot, and applied
rescarch hnkage functions, itis less condlucive to
improving the feedback ana adaptive rescarch
functions. Power here is invested solely in station-based
scientists. They have amandate to puide the direction of
the OFCOR program, while OFCOR's possible
influcnce oastation-based rescarch remains informal.
This may not provoke major problems where there is a
senior OFCOR scientist who can defend the OFCOR
rescarchagenda. Wheo OFCOR scientists are all junior,
however, the danger exists that the OSR review
committee will assume o sapervisory, rather than an
advisory role so that complementary aspects of OFCOR
are all too casily slighted. Case study experiencss in
Eevador, where the rescarch results and proposed
programs of PIP teams are reviewed by the Technical
Commidece of the rescarch station, illustrate such a
development. Until recently the Technical Committee
wis made up exclusively of seaior station-based
researchers, with no PIP repre « ntation, Although this
arrangement fostered communication among programs,



italso appears to have had a negative impact on the
nature of PIP's rescarch. Because the Technicat
Committee evahuated PHs work according to the same
criteriaused for station-based rescarch, PIP researchers.,
consciaus of their need to be judged positively, limited
reports to conventional statistical analyses of agronomic
results, coefficients of variation, and justifications of
triafslost — criteria by which " good” scientific research is
judged. They negle sted the OFCOR perspective, in
effect suppressing alternative tpes of information and
anadysis germane to meaningtul farme-level research,
Now that the prablem has been recognized in a recent
cvaduation of the PIP program, however. the
reorganization of joint prograniming and review to
center onindividual commodities, similar to the
approaca adhered to in Zambia, is expected o improse
the siturtion presently,

These types of problems with review committees can be
overcome by including a senior OFCOR scientist on a
committee used to review both OFCOR and station-
based research. Thic approach was used on the Samaro
Rescarch Stationin Nigeria to elp ensare the relevanee
of station-based rescareh to the priority needs of small
farmers i the region (Davge, personal communication).
Stmilarh Cin the nyulti-institute OFCOR projects of
Indonesta, where a Fechmeal Committee of sentor
scientists advises the OFCOR program. the OFCOR
project leader is also invited to attend the programming

andreview meetings of the collaborating institute s,

SCNON IEGEECTS MUSE 2 CeE pressure contimuously to
defend the role of OFCOR researchers in the
programming process. I they do not, experience in the
cise studies mdicates that OSR scientists will almost
inevitably cone to dominate the agenda. feedback will
bestitled, and the effeciiveness of both prograr well
the overall rescarch etort will suffer.

Comparative analysis of the experiences of the case
study NARS ideatifies aonumber of managerial practices
tastrengiien the etiectiveness of joint programming and
review mestings as an integrating mechanism,

1) Suctemectings should have the full sapport of senior
rescinch management and the attendance of
rescarchers should be mandatory. (Frratic
attendiunce undermined the etfectiveness of meetings
i Guatemala and Zambia.)

Wihen OFCOR and station-based researeh are
conducted by separate groups, bath should

[
~—

participate equally in the review of cach others?
programs.
3 For the productive exchange of information and
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planning of collaborative activities, smaller meetings
with a focussed mandate (e.g. commaodity or region
bascd) and with only the relevant scientists in
attendance are the most suitable. Public presentation
of rescarch resalts should be confined to a different
type of mecting. One meeting cannot suceessfully
meet both these disparate objectives.

4

Participants in meetings should have the power 1o
mitke programming decisions ind implement
proposals. Otherwise. the mectings can only serve
for information exchange.

¥

After joint programming and review meetings
written sumniy of agreements reached on division
of labor and responsibilines will facilitite follow-up
and monitoring of implementation.

6) When OFCOR and OSR have a common supervisor,

it casier to organize joint programming and review
neetings and to ensure that any decisions reached
are subsequenty implemented.

Periodic Joint Field Visits

Participation in regular joint ficld visits, such as annual
monitoring tours or regular field days, in addition to the
periodic planning and programming exercises discussed
above, emerged from the case studics as a crucial
mechunism for developing stronger integration between
OSRand OFCOR scientists. The point to be cmphasized
with respect to this linkage mechanismis that such joing
ficld visits should occur on a regalar basis instead of
occasionally or as a one-olf privrity-setting exeicise.
Joint ficld visits are particularly important for the
adaptive rescarch. support, and feedback functions.
Case study cxperiences indicate during joint field visits
the complementiry roles of OFCOR and station-based
rescareh become visified, paving the way for stronges
collaboration. The value of OFCOR becom s more
visible in the field and through directinteraction with
frmer-clients. Station-based scientists, secing their
technologies being applica under actual farm
conditions, can develop a clearer understinding of their
clients” needs and of the opportunities for and
constraints against intervention.”” This in turn helps
them identify potentially relevint technologies more
expeditionsty and motivates them to provide a stronger
support role for OFCOR. Jeint field visits also allow
OFCOR researchers to demaonstrate their technical
skills and complementary expertise. thereby increasing
their scientific eredibility in the eyes of station-based
seientists and enhancing the attractiveness of
prolessional collaboration,

Seeabvo Bakorand Norman (1988; Chambers (1980), Horton and
Sawver (LIS8), and Lev (1U8K),



Although joint ficld visits may be logistically more
problematic und, sometimes, more expeisive to arrange
than mectings or senunars held at stations, case study
experiences mdicate that the benefits they yvield warrant
the additional trouble and investment. Being in the tield
together ona regular basis, jointly diagnosing and
analyzing technical problems or suceesses, stimulates a
shurply focused, lively exchanee of ideas and provides a
basis for buitding future cooperation. When scientists,
removed from their normal work envivonments, are
throwa together in the ficld. morcover, anxicties about
status, power, and ego which typicaliy color their more
formal meetings, wre apt to fade into the background,

In 85% of the OFCCR situations for which information
wasavailable regularjoint fiekd visits were scheduled. In
00% this mechanism was explicitly credited with
strengthening integration of on-farm and station-dased
research (Chart 5). In Nepal periodic joint fiekd visits
have tormed an important linkage mechanisnyin all
OFCOR situations studicd. In the Cropping Systems
Rescarch Program, for example, the maize breeder's
frequent visits to rescarch sites was cited as establishing
acbasis for strong and eftective vollaboration. In Zambia
joint field visits have resubied inthe “conversions” of
several CSRT scientists who were previously highly
critical of ARPT and the quality of its research. In
Zambabwe the FSRU Wi held separate field days solely
for station-bar ed scicatists as it means for fostering

stronger and more productive collaboration.

Fickd visits are cquatly important when OFCOR s
carried out by seicntists who also conducet station-based
rescarch (Biggs 108201983, 1985). T these situations, it
is beneficial, when possible, to have trial sites clustered
relatively near to the stations, for this allows OFCOR
rescarchers to trave! frequently to the sield and to take
other specialists along tor consultation. In hoth MARIF
in Indonesiand FAC in Nepal. the proximity of field
sites was eredited with improving the effectiveness and
efficieney with which OFCOR was integrated into the
institutional rescarch progriom.

Tobe sure evidence from the case studies also indicates
that implementation of regular joint fickd visits can
constitute i reat challenge o management. Fo begin
with they require signilicant forward planning: in
addition logistics can be complicated., especially where
communications are ditficult; funds must be secured:
when travel will involve some hardsh'n and discomfort,
rescarchers must be peesuaded that their gains will he
worth the treuble: and. finally. somconce has to assume
responsibility for arvangov the events.
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In Zambia the ARPT National Coordinator reported
having to invest considerable energy in organizing such
licld visits, What is more, even though ARPT covered
the costs and handled the logistical arrangements, a
specific directive from senior management was still
necessary to secure cotlaboration, Furthermore, joint
field visits, like many collaborative activities, ave
particularly vulnerable to cuts in operating funds. This
wis the principal reason for their curtaitment in
Guatemala and Feuador. Funding constraints also
frustrated managers who wanted to arrange joint field
trips in Zambia and Zimbuabwe,

Managers should not overlook the possibility that joint
field vistts might have a negative impact on OFCOR-
OSRintegration, if OSR scientists see what they believe
10 be messy or poorly implemented trials, which
happened in Zambia. Also, to maintain the scientilic
credibility of OFCOR researchers, it is amportant for
OSR scientists to be apprised of the various ways in
which rescarch on farms ditfers from that on stations. A
clear explanation should be provided of the rationale
behind the design and implementation of the OFR trials
which they observe.

Analysis of the case study experiences suggests a
number of additional management considerations for
assuring the success of joint ficld trips:

1) Effective cooperation is casiest to secure when a
conmmon supervisor of OFCOR and station-based
research organizes joint field visits, Responsibility
for specihie arrangements, however, can best be
delegated to an individual who is committed to the
uscfulness of the mechanism.

2

Funds should be allocated speciticaily for ticld visits
so that researchers are not confronted with making
difficult choices among competing prioritics.

3) Joint ficld visits should be well planned and

organized so that researchers do not feel they are
wisting time or undergoing hardships that could have
been avoided.

<~

A written summiry of the principal conclusions
reached during field visits can help guide ensuing
discussion and facilitates follow-up,

Joint Decisions on the Release of Recommendations

Little experimentation with this mechanism was
documentedin the case studies. Yet, quite severe
contlicts between OFCOR and station-based
researchers over power and responsibilities for
formuleting recommendations arose to test managers’
skitls in Ecuador, Zambia, and Guatemala, Evidence
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from the cases studicd suggests that less potential for
such conflict exists in situations where the same
researchers carry out both on-farm and station-based
research, When OFCOR and OSR are carried out by
different proups, conflict is most likely in situations
where expertment station rescarchers have a national
mandate, as in most commodity programs, but OFCOR
rescarchers are deployed regionally.

Fix most of the cases reviewed., such conflicts arose
fargely because procedures and responsibilitics for
recommendition release were ambiguously levined.
Research managers have chosen to address the problem

in different ways. In Guatemala, for example, after
intermittent conflicts, the Technology Testing Unit was
eventually given final responsibility for issuing
recommendations based on the validation of
technologies in on-farm tests. In Zambia, after much
debate, arepresentative of ARPT was appointed to the
nationat-level Variety Release Committee,

Rescitely managers should be aware of this potential
arei fou conflict, and as soon as an OFCOR effort is
instituted, shoubd establish unambiguous procedures for
recammendation ielease.

II1. Collaburative Scientific Activities

Formal Collaboration in Trials and Surveys

Formal collaboration in the design. implementation,
and analysis of results from trials and surveys refers to
shared responsibiiity, not merely to consultation. An
important mechanism tor strengthening integration
when distinet groups of researchers cany out OFCOR
and station-based research. formal collaboration
suppaorts integration in four principal ways.

1) dvbelpsio baild shared interests and abjectives.
reducing the teedeney of OSR and OFCOR scientists
to develop separate proup identities and loyaltics

(i ¢. counters the “us-them’ svidrome ).

Ithielps both OSR and GEFCOR scientists to oricnt

(]

theirrescarch o meet cach other's priority needs sl
interests, e totreat one another specifically o+ the
clients of cach other's rescarch,

3

Ithelps to avercome common conflicts between
OFCOR and OSR staff over the validity of their

respective methods, vesudts, and evaluation criteria,

—

feprovides an excellont apnortunity for focussed

professiomal niter.acion.

Collaboration in trizis and survess can contribute to the
pettormoence of abl Bive basie linkige rescareh tunctions,
althoughy itis fess important tor the serviee function. It
cin abso enhance the scientific credibility of OFCOR
research, thereby fostering protessional incentives for
mteretion

Despite its obvious advantages for strengthening
integration, formal collaboration in trials and surveys
was not frequent in the case studies reviewed (Chart 5).
Formal collaboration in trials occurred in only half the
situations for which information was availuble, and in
only three cases was it cited explicitly as promoting,
stronger integration. Colluboration in formal surveys,
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even less common, was reported only in Zambia and
Zimbabwe.,

In the case studies OFCOR-OSR, collaboration in trials
generably sprang from informal arrangements among
scientists, Tt was facibitated notonly by organizational
and geographic proximity, but by other more formal
opportunities for interaction as well, such as joint
progranuning meetings. One of the principal advantages
of this Jinkage mechanisn is that through collaborative
ficldwork station-based rescarchers generally become
more appreciative of the dificultios of working in less
controtled on-farm environments, ind more tlexible in
their eriterta for evaluating on-farm research results.

Coltaboration in the aesign of formal survevs and in the
interpretation of data is more difficult o manage, but it
has the patential to be very benelicial for integration,

Typically. information generated through OFCOR
sacial seience rescarch is the most difficult of alt to
communicate suceessiully to station-based scientists.
Unfamiliar with the rescarch niethods employed, they
are often less than confident in the reliability and utility
of the information praduced. Tnvolving OSR scientists
direetly in the design and implementation of surveys has
several advantages. This approach helps ensure that the
data which OSR scientists need are adequately
collected, that OSR scientists” reservations about the
quality of information can be dealt with before the
survey is implemented, and that station scientists”
prevailing assumptions about farmers” problems based
o ad hoc observations can be tested adequately during
the survey. Also, since miany survey questions are
usually of i technical nature, the quality and utility of the
survey can be markedly improved by involving
specialists in the formulation of questions, and
interpretation of results.,
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By encouraging OSR collaboration in formal surveys,
rescarch managers can help to improve the relevance te
station-based scientists of i major QFCOR research
activity, enhancing the scientific eredibility of OFCOR
significantly and providing & stronger basis for
OFCOR-OSR integration within the rescarch
institution.

Stimulation of Informal Consultation

Although less tangible than the previous linkage
mechanisms, informal consultation entails benefits for
rescarch integration which rescarch managers should
not overlook. Infornsd consultation burlds trust,
arouses interest and personal commitiment, and

motivates colleagues to undertake Tormal collaboration.

Alow-costand expedient means of communication, it
can be especially important for the supportand feedback
functions. Rescarch managers can stimulate informal
consultation by ensuring opportunitics for scientists
working in OFCOR-OSR o interac,

In 85% of the OFCOR situations for which we have
information, infornud consultations took place regularly
between scientists working in OFCOR and those on
experiment stations (Chart 3). In approximately 30%.
such contacts were explicitly recognized as having a
strong positive impact onintegration, In the Caisan
projectin Panama and FSR&DD in Nepal, geographic
and organizational isolation were blamed for inhibiting
the informal exchange of information and, thus, forming
an obstacle to effective integration.

In Ecuador infortal consultation was even cited as the
mostimportant means for mtegrating PHPs work with
that os experiment station rescarehers. The exchanges
were usually initiated by PIP rescarchers during their
regular visits to the stations. Since PIP researchers are
generadly hired from within INTAP. rather than from
outside. they know the seientists at the stations and it has
been comparatively casy for them to build collegiat
relations with them.

In Nepad the strong bond between rescarchers ut LAC
and PAC and scientists in the commadity progrins of
the national research institution has been baced mainly
on informal exchanges among friends. The same holds
true for the CSPL where the fact that CSP researchess
were partof the same externally funded donor project as
many of the commodity scientists made forming close
collegial relatinnships all the casier.

His important to realize that within @ research system

the level of informal consultations among scientists need
nowdepend wholly on individual personalities, A
rescarch manager con identify and promote various
kinds of informal exchanges in his/her system

For starters, as mentioned above during discussion of a
manager's possible strategies for providing opportunities
for stalt interaction, proximity, both organizational and
physical, considerably enhances the litelihood of
informal consultation. {asual nieetings entering a
building, in a halhway, orin a recreational area lead to
greater familiarity, and to usctul exchanges of
information. In Zimbabwe, for example. the e room of
the main idescarch Station has emerped as a key locale
for informal consultation wmong leadeys from the
institutes and the FSRUL

Case study experiences indicate that research managers
should take proximity serioushy into account when
deciding on appropriate means for organizing OFCOR
in their systems. Although outposting OFCOR scientists
toficld sites may improve their interaction with farmers,
for example. it clearly impedes their ability to intensify
collegial relations with experiment station scientists. A
manager's organizational model of choice must, indeed,
depend onhis/her specific objectives for OFCOR within

the rescareh process, ™

Managers can also ereate opportunities for researchers
to become better acquainted, professionally and
socially, by scheduling opportunities for them to meet
collectively, such as seminars, social gatherings,
recreational activities, or joint trips. Although such
events may seem triviid compared to other linkage
mechanisms and research conditions we have discussed
carlier, in the end successtul scientific collaboration
requires researchers being personmally and professionally
motiviited to interact.

Research managers should be cautious, however, pot to
rely too heavily on informal consultations as a linkage
mechanism. A common problem is that such
collaborative relationships do not last, especially where
thereis instability in staffing owing to reliance on foreign
scientists or to high rates of turnover or internal
transfers.,

¥ Detailed analysis of the strengths and weaknesses of various
arrangements: for organizing OFCOR will be treated in a
forthcom ¢ comparative study paper by D. Merrill-sands, S.
Biggs, V. kwell, and S, Poats,
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IV. Resource Allocation Procedures

Formal Guidelines for Allocation of Time to
Collaborative Activities

Collaborative activitios require rescarchers” time., a
scaree resouree in oy institutes. The experiences
documented in the case studies indicate that if
collaborative activities are to be etfective, managers
caniot rely solely on rescarchers” own informal choices
of how touse thar time. Persanal interests and those
protessional responsabilities tor which rescarchers are
held directly sccountable will inevitably tahe precedence
overjointactivities, Where OFCOR and station-based
rescarch are carricd out by the same individuals, the
isuc issomewhatdifferent, but no lesserucial, Scientists
may notvolantarily concede time 1o OFCOR that could
be spenton other mere tamitiar, more institutionatly
tvared, or better rewarded station work, s therelore
incumbent upon areseinch manager to provide clean
and realistic guidelines wbout the amount ol time to be
devoted to OFCOR-OSR joint activities. and to back
these wiidelines up with well-argned justitications, as
wellaswathincentives and rewards tor productine
collaboration. Candefines express amanagement's
commitment to collaborative activities ind recognize
formally the cotresponding adjustiments that have 1o be
made in time allocated to othier responsibilities when
jointactivities are procianimed. They alsa help

significanthy inforward planning.

Gudelimes 1or the allocation of tescarclien time were
documented in less than halt of the OFCOR sitwations
reviewed (Chart 3 1 ack of paidelines andd formal tinge
allocation procedures were identitied as hindering
intepration in Guatemala, Panama, Feuador,
Bangldeshrand Zambre Where they were used. they
varied narkedly i clarity and with respect to the

organizabionab level at which they were applicd.

In Nepal's NARS apolicy notice was circubined to
rescarchers which supidatedt that they spend 0% of
their time outon s Yot because the on-farm
activitics intended were not spectficd. scientists passed
the preseribed Boars domg estension training. attending
Frrmers i cand cinrving out other activitics but not
conducting OFCOR iy contiast. when Zimbabwe s
Agronomy Lstitute and e LAC i Seepal set guidelines
allocating time to OFCOR qenvities specitically (250,
and 5% respectively), the mechanism proved

suceesstul,

Statt compliance has been all the greater, moreover,
because at both institutes. which are comparatively

small, management can casily oversee implementation
ol the policy. What's more, at both the Agronomy
Institute and LAC. the generalized model of OFCOR
obtains,so that rescarchers were already participating to
some extent inon-farm research - an adjustment of
time. not perspective, was required of them,

Viery specibic ime guidelines are used in Indonesia's
multi-institute projects. Membership on the ‘Technical
Committee ol a multi-institute OFCOR project is
olficially recognized as i part-time responsibiiity for
participating station-based scientists, Rescarcher time
for collaborative meetings and visits (o project sites is
allocated Tormally. OFCOR rescinrehers also have time
roserved to return periodicatly to the home institutes
from which they have been seconded. The Indonesian
auidelines . which clarity and, to some extent, facilitate
procedures torinteraction between OFCOR and
institute seienti ts,are perecived as an important

mechianism for strenpthening integrition,

Case study experiences establish that guidelines for the
allocation of researcher time become more effective as a
spur tointeriction as they become more specific. A
guideline that spells out in o conereie workplan how
much ofa rescarcher’s time is to be spent on
collaborative activities may in fact be particularly
clective. The introduction of such o mechanism,
repeatedly recommended in the Tieratare (Collinson,
1984 Norman and Collinson, TYS5), was proposed by
ciase study rescarchers in EFeuador, Guatemalda. and

Zambia,

Cise study experiences also reveal that incentives loy
statl to follow wuidelines increase the probability of

complianee.

Rescrch managers can, indeed, create incentives,
emploving such various tectios as rewarding scientists in
stalt review procedures for their collaborative activities,
crphisizing collaboration in job descriptions (Zambia).
promating pubiication policies which favor collaboritive
work - or participating in collaborative activities
themiselves (1.AC).

The third and cruciad management consideration in
setting time allocation guidelmes is that more time for
one thing means fess time foranother. 1t vital never to
assipn so mweh rescarch time for coltaborative efforts
thatother core activities come into jeopardy, Guidelines
should embaody i realistic appraisal of the actual
person-hours available. T situations where human
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resourees ire searee. such as a commodity program with
astaff ol only two. emphasis on collaborative activities
may welb be itl-considered. Even where researchers are
notin such short supply .o manager necds to assess the
relative promise of individual and collaborative
activities carcfully, OFCOR-OSR collubaration is
always appealing. but it can have high opportunity costs
interms of rescarchers finding themselves unable (o

tultit other essential tesponsibilities.
Specific Allocation of Funds for Collaborative Activitics

Our case studies demonstiate that ack of mnes tomeel
such operating costs as transportation. tuel, o
rescarchers” per dienmis in the tield commonly constitutes
abiarrier o OFCOR and OSRinteg-ation. Funding
constraants can endanger the teedback and support
functions i parbcular for these rels on the unbroken.
Herative exchange ol information between OFCOR and
station-bused rescarchers, Hereosurehy s managenal
toresizht should be able to forestall disruptions.
Nevertheless in lllll) tour case studies reviewed were
there tunds specitically budgered to support
collaborative activities. Phe resources upon which
OFCOR OSR conperation anag coordination depend

appuar to be assumed more often than managed.

Lack oftunds were sand to thwart colluborative activities
joint fietd visits in partieatar in Eeuador,

Guitenialia, Panama. Zambiaand FSR&DE in Nepal,

I some cises the woavailability of adequite financing

made teld trips arduous for scientists. and therefore

unattractive, In Nepal the official FSR&DD per diem
docs noteven cover the actual costs researchers incur in
the field. In other cases, funds have not been available
for vehicles and tuel - eftectively cartailing
colluboritive fickd activities before they can begin.

By wav ot contrast, in Indonesiics multi-institute
OFCOR projects,atravet budget is officialty allocated
to cnable members of the Technical Commiitee to visit
project sites regalarly. These tunds, including generous
perdiems, provide strong incentives for scicntists to
serve on the comnuttees and to make colluborative field
trips.

Where sutticient. it unt ample, tinancial resourees are
available, the wllocation of operational tunds for
collaborative activities, like the msigement of
person-hows retlects the priority which managers
aseribe to these activities, A major lesson from the case
studies is that it colluboration and stronger OFCOR-
OSR integrationare truly desired . then tunds have to be
allocated formally to support linkage mechanisms, One
wav to ensure this is to mahke coordination of
colkiborative activities o ine iteny ina program budget,
Anotheristo plice ftunds for operational activities under
the controtof the individual(s) responsible for such
coordination. [ institutional settings where OFCOR
and station rescareh are by and Large separate, specific
allocation of funds from both partners in projected
collaboration is important in order to avoid complacence
arismg from sitwations in which one side always initiates
and the other merehy tollows along.

V. Coordination

Assignment of Responsibility for Coordination of
OFCOR-OSR Collaboration to a Specific Individual or
Group

Successful implementation of the varions linkage
mechianisms discussed above depends Lirgely on
cHective voordination of the inputs of both partners,
Coordination, a chaflenging and time consuming
managenment task . entails such responsibilitios as
arranging joiat programming and review mectings or
joint fickd visits, as well as deadting guidelines for
allocating rescircher time. or other resources, 1 also
involves weonsiderable amount ot ime spent in
mecetings and talking, what some would call
‘networking.” Coordination of collaboration is
especilly necessary where OFCOR and station-based

rescarch are carried out by two separate stafts. To be
cifective, coordination should be the clear-cut
responsibility of i specific individual or group,

This necessity appears to be recognized clearly by
research managers: in 85% of the OFCOR situations
reviewed, responsibility for coordinating on-farm and
station-hased research had been officially assigned to a
person oracommittee (Chart 5y, Nevertheless, those
designated did not abways discharge their responsibilities
cilectively. o only halt of the cases did it appear that
coordination was contributing actively to successful
integration,

I the cases studied. rescarch managers assigned
respansibility for coordination of collaboration to:
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arepresentative of cither OFCOR or OSR, but
usually OFFCOR;

acommon \upcr\'i,\ur;

‘w

acoordinating committee.

Fach i tioese three alteratives has proven toinvolve

distinct advantages and disadvantages.

Representative of OFCOR. Assignment of coordination
responsibilitios to OFCOR feadership was
nunagements” most common choice. preferred in
Eeuador, Zambia, Sencgal, the multi-institut projects
of Indanesia, and the Cropping Systems Rescarch
program i Nepal o occurred . infornatly, in the
FSRUGin Zimbabwe, Comparative analvsis of these
sitaations hasidentified tive tactors which intluence an
OFCOR Teader's ability to carry oat coordimation

responsibilities eticetively,

First, coordinators with considerable rescarch
experience and asound technical backgrownd in
agricultural seiences wilkmore readily secune the: respet
and cooperation of station-based scientists. Such
credentialyane particulasiyv importint when the OFCOR
feader designated 1o be conrdinator is i social scientist,
Hesshe needs enoneh tming and experience in the
agticultural seienees o he able tointeract professionatly
with semot natural saient stscad to understand the work

of station-based rescarchers.

Scecond. motnation is important: doces the individual
appointed recognize the need lor coordination ind hae,
helshe o personad and professional interestin assuming
the responsibiliny” Seientists who “just want to eet on
with their work” will not exeelina coordinator role.
Ohencan OFCOR Icader will hive greater protessional
interest in coordinating collaboratn e researeh thin
station-hased program deader hecause OFCOR'
stecess depends so ireely on the outpat ot applicd

rescarch progranmes,

Thirdanindividual with many other responsibihitios
competing tor histher time and attention will have
trouble fullilling i coordinatos's dutics. 'n Feuador and
Seacgal, administitive procedures and donor relations
consumed so much of OFCOR Teaders” time, that they
could not devote adequate nttention 1o coordination
respansibilittes. This jeopaidized building eltective finks
with station-bised rescarchers. Time tor coordination

must be protected.

Fourth, o rapid turmover of coordinators undermines
rescarch integration. When the persan responsible for
coardinition of collaboration changes trequently, as in

Levador, refationships with station-based scientists
need to be rebuilt continualty betore further positive
action is possible. In Zambia. on the other hand, the
national coordinator for ARPT served for six
aninterrupted years, and he was able to experiment with
and develsp numcrons coordinating mechanisms which
led tosigniticant improvements in OFCOR-OSR
collaboration,

Fitth, when the OFCOR teader-coordinator has no
authority to ensure that station-based researchers
participate i collaborative activitios senior management
needs to lead explicit support o histher efforts to
exeeute coordinating responsibilities. It should be made
clear that OFCOR is notsoliciting OSR sup.port
independently, but that coordination of collaboration ;s
ahiigh-levelinstitutional priority intended o improve
the quality, refevance and coraplementarity of both

on-farm and station-based research,

LAC i Nepal uses anvariation of the OFCOR
lcader-coordinator model. Researchers in all LAC
departments are involved part-time in OFCOR through
their participation in the multidisciplinery Farming
Systems Research Thrust. Overall responsibility for
coordination ol collaboration. however, is assigned to
the Socioccononties Department. The rationale behind
this choice is that because the Sociocconomics
Depirtment does not generate technology of its own, it
is relatively neutral. Coordination has worked well, In
this case coordination of collabarative activities has
been greatly facilitated by the small size of the institute
and the active support and participation of the Director.

Common supervisor. In five other case study situations.
Ciuatemala, Zimbabwe single-institute projects in
Indonesia, and the PAC and NRIP in Nepal,
coordination of collaboration was assigned to a joint
OFCOR-OSR supervisor. The principal advantage of
this option is that beeause the joing supervisor has
authority over both groups., he/she can more casily
promote ind monitor the implementation of
collaborative activities. An additional advantage is that
he/she can be instrumental in ensuring that on-farm and
onsstition rescarch are integrated into a coherent
program addressing designated priorities and identified
problems. Assoon as ongoing results indicote a need for
arcorientation ot research, ajointsupervisor is well
placed to move quickly to bring about the desired
changes in the rescarch agenda of both on-farm and
onsstation programs (Biggs, 1983).

In Guatemakivand Zimbabwe asenior rescarch manager
from the national rescarch institute {Deputy Director or
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Technical Director Jesely was the joint sapervisor
assigned to coordinate coltaboration. These expericnces
show, however, that although individuals at this level
may hinve the power to execute decisions efficiently,
they are also likely to have nny competing
responsibilities which Hinit the tine they han e available
forattending to coordmation,

Other case studies indicate that ajoint OFCOR-OSR
supervisor can discharge responsibilitics tor
coordinution more effectively when hefshe cecupies a
somewhatlower management level position which
Involves fewer competing management responsibilities,
e.g.such as program or station director, in Guatemala,
somie ol TCTA S regional dircctors assamed this role and
elfectively coordinated the rescarch activitios ol the
Technolopy Festing teams swith that of the conumaodity
programs. In PAC I Nepal the Head of the Agronomy
Department oversees both on-fams and on-station
rescarch which form part of aninteprated program. e
isalso responsible for coordinating the work of his
Department with the other departments in the institute,
including the Socincconomics Department. Similarly | in
the Small Ruminant Collaborative Rescareh Support
Projectat Indonesi's REAP the program coordinator is
re ponstble for coordimting on-farm and on-station

rescarchowithin the project,

Ajoint supervisor’s etlectiveness in coordinating
OFCOR and OSR will retlect the time he/she has
available the priority helshe assigns to coordination
activities, the degree of respeet ind authority he/she
commands within the research institute, and his/her
understanding of the objectives and role of OFCOR
within the research system.

From analysis of the case studies itappeans that the
arrangement ol choiee tor elfective coordination is a
two-ticred distribution ot responsibility with i high-level
rescarch manager bearing vencral responsibility, but
explicitly delegating the organization. implementation,
and monitoring of collaborative activities taa
lower-levebmanager. Phis lower-levebmdividual s
betrer able to do the tootwork involved in developing
andanstituting coordinating mechamsms, while the
seior administriator has the authority to provide the
incentives to ensare that scicntists participate, and tosee
tovit that linkage mechanisms are taithtully
implemented.

Coordinating committee, In Nepal and Zimbuowe
committees have been assigned responsibility for
coordination of colliaboration within the national
research organizations. Both committees have only
recently been formed so it is difticult to judge ther
cifectivenessyec In Nepalb the committee faces the same
difticulties which high-level administrators confront, t
is respansible tor coordinating rescarelh within the entire
national research institute and therefore the
coordination of FSR&DD with rescarch in other
divisions is only one small duty ontol many. As i result
the committee hasstill ta set OFCOR-OSR linkage
mechamsms tatly in monon,

In DR&SS i Zimbabwe where there are many
idependent oni-tavm rescarch eforts, the Director
institnted in T9S60 0 coodinating commitice (COFRE)
camprised of the Heads of those anits considered to be
essential participants in OFR tor the communalarcas. In
s irstvear andschalt, the committee made considerable
progressin rattonaizing the diverse OFR ctforts,
coordirating station-based and on-lirm rescarch, and
developing links with estension. Two key management
factors have contributed to its success: 1) the committee
s explicitsupport from the Director of DR&SS who
frequently participates in mectings: and 2) it s
comprised of managers with the authority o act
decisively in committing resources to colliaborative
activities and toamiate oew directions of rescarch when

required

Inany rescarch sitnation coordination of the
collaboration on which OFCOR-OSR integration
depends has to be managed actively.

Tohave achance to succeed individual(s) or group(s)

assigned responsibility tor coordination requiic,

cnough time and resources to attend o the
demanding tisks of coordination:

)

sutficient authority, status, and respect from
colleagues toimplement their ideas;

3) well-developed interpersonald skills for resolving
conflict; and

strong professional motivation for strengthening
integration (Handy, [US5),
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CHAPTERS
CONCLUSIONS

L. Using the Guidelines

The experiences of the case studics reviewed show that,
however desirable, strong OFCOR-OSR integration is
notan casy objective to achieve or to sustain over the
fong term. Active management and explicit instittional
support are essential preconditions for productive
collaboration, yetno single formubv exisis paarantecing
success instrengthening integrition. There is no peneric
madel, no hineprist for intearation appropiate to all
rescarch systems: not cana management straiegy tor
OFCOR-OSR integration suceesstully implemented in
one NARS be tiasterred duectly o another, Rescarch

institutions. i terms of ther culture. stze, nmandate.,
policies. organization. and existing numnacement
Processes. are \Illlpl\ too lieterogencous not to
mention tie diverse obectives ind prontics ol
individual rescarch manavers inder ditterent
institutional conditions, specitic measures tor
stremgthemmnnierration. such as instituting particular
linkage mechanisios or allocating certam hinds Gt human
or finanaal resources demaonstrate sarble results and
utihiv. fnsome of the cases, torevanple, the hiring ot
expericnced Toteien saentise i the carly stages ot
developime OFCOR contnibuted to butlding itegtion
because their expertise helped estabhsh OFCORS
scientibic credibilin . B lseswhere, howerer, where
institutional conditions were ditterent. their preseoce

bredeonthictand resentment avainsg FCOH,

The clearestunplication ol the case stidy cxperences as
awhole s that to achicve chtective OF COR-OSR
integration research mareers minst design a strateg
tatored inall respects o the speditic objectives and
conditions et their os i systems. Hhis in no way means,
however, that rescarch managers cannot lear trom
cach other's experiences. To the contrary, our
comparative anadvsis ol mne rescarch ssstems with
refatively mature OFCOR ¢Hors shows:

Ly cettam predictable problems anse when managers
v o torge stroneer OFCOR-OSROntepision;
certamastituiional condinions winch either mpede

-

or Bectitate inteyration trequemtly recur:

‘od

certinn basic management ponciples and tools to
strenpthen inteiation are applicable, with
adaptatton. across aowide range ol istitutionad

settings.

We have consolidited the Targe body of management

*h
h

experience embodied in the case studies to generate
practical guidelines to assist rescarch managers in
deriving and institutionalizing their own management
strategies. The guidelines appl o all five essential steps
of stratezy design and implementation:

1} setting objeciives:

2) dingnosing the research syatem to identity
opportanitios iwnd consteamts foe building
mtegration;

7

destgning a plan ot action:

implementing the plan ot action:

2

MOBOTING Progress.
Setting Objectives for OFCOR-OSR Integration

indesipning s management strategy the first step is 1o
detine the nature and degree of OSR-OFCOR
integration regnived toattiin the goals of the researen
systen Aterallomtegraton s notimend i itself . but a
means tommprove the research ssstem’s capacity to
respond ethicientiy and elftectivey to the priority needs
olits client groups. resource-poor larmers in paticular,
Despite the overnding importance of setting clear,
feasible objectives, the case studies show execution of
this first step has consistenthy been aweak managenient

area.

Sctting objectives Tora minagement strategy to achieve
OFCOR-OSR integration necessitates reaching
decisions about the emphasis to be given ts cach of the
five finkage roscarch functions - the serviee, adiaptive
reseireh, teedback Capplicd researchand support
functions - and detining the nature and capacity of
OFCOR and OSR required to perform these functions
as phanned. The case studies show that the requisite
balance among hnkage tunctions will vary with the types
of rescarch problems which i NARS confronts. No hard
and fast role obtains tor all stuations,

Fecognizing that, piven the resource constraints
endemicin mant NARS, ideal OFCOR-OSR
intepration can rarely be achicved, managers must make
sure that their management objectives are reelistic.
They need to base then aspirations on i aceurite
assessment ot current OFCOR and OSR capacity, and
on the hikelihood that sulficient institutional Nexibility
exists for them to improve on present levels of



integration. Our review of the strengths and weaknesses
of various organizational options and management
processes instituted to facilitate the performance of
OFCOR-OSR linkage functions is offered to help
managers detine feasible objectives for OFCOR-OSR
integration within their own systems.,

Diagnosing Constraints and Opportunitics

Follosing the basic rule that diagnosis should precede
preseription, once managers have decided upon reatistic
objectives for OFCOR-OSRintegration. they then need
toanalyze the speaific conditions of their rescitreh
systems i order to deteimine the best possible means
forachieving their objectives. How should they design
their management stritegy given the constraints and
vpportunities present in thein institutions”?

In the cuse studies reviewed 13 emvinonmental
conditions were identiticd which sigmificantly attected
the s rality and degrec of OFCOR OSR integration,
Fhese envivonmental conditions cin serve s a checklist
to help research managers gange how favorably o
unfinorably oricnted 10 OFCOR-OSR integrition their
own systems are. Phev canalso assistin identitving
where s' uteant donger-termeltort may prove usetul in
developing aninstitunonal setting where integiation has

dbetter chianee tosucceed.
Bresigning a Plan of Action

Onee mwaqor constrainty snd opportunities for
management ntervention have been dingnosed,
managers can proceed to design i speceific plan of action
lorstrengthening OFCOR-OSR integration. Such
plan should contain i succinet deseription of operational
measures, their relative prionities . and the sequence in

which they are to be implemented.

In deselopmyg their workplans imanagers should take
interaccount the siv conditions identified through our
cirse study analysis as tacilitating OFCOR-OSR
integration, Indeed. these are the institutioral

conditions they must cultivate if they are to realize the
full benefits of OFCOR-OSR integration for enhancing
the effectiveness and efficiency of the rescarch process.
Study of the facilitating conditions and the policy,
organizational and human fuctors influencing a
nunager’s ability to ereate them can help rescarch
managers determine where in their owi systems they
need to take action and what kinds of operationg:
measures promise to be mostuseful. Quranalysis of case
study experiences can also help them anticipate and

design solutions to the more common problems fively to

beset managers whoare striving to develop these

conditions,

‘The synthesis of diverse institutional expericnees
presented in the textabo provides managers with a body
of basic management principles and a wide range of
mimagement tools to drisw upon when designing specific
measures of their own to strenpthen OFCOR-OSR
integration in their systems,

Tmplementing the Plan of Action and Monitoring
Progress

Fvena cursory reading of the experiences of the case
study rescarch mstitutions is sufticient to discover that
the effectiveness of individual management strategies
and mechanisms to foster OFCOR-OSR integration has
viried considerably across institutional settings, Our
account of tactors adding 1o er detracting from the
performance of the various Hinkage mechavisms can be
ol assistiance to numagers trying to appraise the utility of
virious integration-strengthening mechanisms for use in
their own particubar institutions. Learning from others”
experiences may enable them to adapt promising
mechanismis to the specific conditions of their research
institution while avoiding the problems which typically
arise when managers attempt to use the mechanism,

The degree 1o which the sis basic facilitating conditions
have been realized can serve as an indication for
managers of their progress towards creating i setting
conducive to successful integration,

II. Lessons Learned

Comparative analysis of the expericnces of the rescarch
institutions in the case studies has disclosed the basic
issues imvolved in successtully integrating OFCOR and
experiment station rescarch. Tmportant fessons,
highlighted throughout the paper. have emerged tor
those responsible for designing and implementing
management steategies to build stronger integration,
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Several of the mostimportant lessons merit reemphasis.

A Balanced Build-Up of OFCOR and OSR is Essential
for Strong Integration

The case study experiences show that the way in which
OFCOR isintroducedintoa NARS islikely to influence



significantly a research managers® ability to develop
effective integration. Overly ambitious initial attenipts
to develop OFCOR capacities may jeopardize the
eventual stable incorporation of OFCOR activities

within the research process.

Analyses of the cases supparts the proposition that
cttective integration of OFCOR and OSR is best served
by a balanced build-ugs ef both. OFCOR ana OSR are
complementary and mutually dependent: the suceess ot
cachisafunction of the etfectiveness i productivity of
the other.To cairy outadaptive rescarch ciiectively,
OFCOR relies npon station-biased rescareh to provide
Dyaranpe of technological opticns which can be adjusted

tospectlicagroecological and sodioccononic conditions,

and 2y spectalized expertise toassisiin the diagnosis of
tarm-level problems and the design ot their solutions. In
the samie vemn, OSR necds OFCOR topive 1) feedback
on the pertormance of technolopies under a wide range
of realistic nanagement conditions, and 2 sound
information on the priority needs and problems of
specitic chient groups of farmers. Such information flow
i~ particularly importaat for research in narginal
environments where agriceltural constraints e
particalarly diunting. whete clicnts” needs are generally
notwell understood and their inks with the researcls
system are otten weak at best.

The rapid build-up ol OFCOR cliorts is o problem not
only when it outstrips the developmient of OSR
programs, butalso when it excecds OFCOR expertise,
We hive leared trom some of ous cases that oo much
tosoon i terms of the size and scope of QFCOR
cftorts - undenmines the quality of research and. thus,
damages OFCOR s scieatific aredibilite, The
development ot strong OFCOR capacity tikes time.
Incremental build-up of OFCOR, i terms ol number of
agroceclogical zones covered, and numiber of
components and mteractions in the farming System
addressed, permits the consoludition of experience and
the growth of expertise, both of vhich are essentiad if
OFCOR und OSR are to contribute to the research

process as L'l]ll.ll partners.

Integrition may also be endangered by institational
tension it OFCOR S percenved as i major corrective
strategy introduced to compensate for past failures of
OSKRTo ensure nutual cooperation, research
managers must leave no rooms tor doubt that OFCOR s
intended to complement. not compete with, OSR.
Stmilarlyany pereention of OFCOR as enjoving special
statas or advantages in acquiring resourees will usually
work aganstsuccessial OFCOR OSR integration. Case
study experiences demonatrate that strong donor

attention to OFCOR at the expense of more traditional
OSR can cause friction. damaging the prospects of the
suceessful tong-term integration of OFCOR within the

research process.

As o general rule, researeh makagers introducing
OFCOR into a NARS ar signiticantly building up
existing OFCOR capacty should not he overambitious,
carefully planning OFCOR'S incremental development
over time instep with the complementary development
ol OSR capacities. Any sigmificant imbalance in the
cupacities of OSR and OFCOR will nrohibit successtul
perforpiance of the full complement of the five rescarch
linkage fuactions, diminishing the etfectiveness and

ctficieney of the research process as a whole.

Each Organizationa Option for OFCOR Entails
Distinet Opportunities and Constraints for [nfegration

Managers developing OFCOR capacity in their rescarch
syatems have (o choose among various ways 1o organize
OFCOR.They must decide whether scientists currently
invalved in experiment-station research shoubd extend
their programs to include on-farm rescarch activities —
what we have called the generalized model; whether a
sepatiate group of rescarchers should be assigned
respensibility for OFCOR functions -~ what we have
called the speciatized modet: or whether OFCOR
should be conducted by both specialists and generalists
- whatwe have calted the composite morlel. The choice
ot model has important implications for the natare and
duatity of OFCOR S Tinks with other components of the
rescarchsystem, with clients, and with extension, as well
as for the further management of iesearch processes and
fickd operations. ™ Several consequences of different
organizational options for OFCOR-OSR integration

deserve emphasis here.

Research managers need to determine whether, in their
particular system, the peneralized, specialized, or
composite OFCOR maodel will bring about the maost
rational and workable division of Tabor and
responsibility for carrying out the complementary
rescarch funcnons of OFCOR and OSR. The case
studies indicate that this decision should reflect the
dominant Kinds of rescarch problems being addressed,
the degree to which farm-level problems are currently
understood by sciesitists on-station, the relative
emiphasis to be given to respective linkage functions, and
the overalisize of the rescarch system and availability of

' These imphcations will he fully analysed ina forthcoming
comparative stidy paper by DL Mernill-Sands, S. Biggs, P, Ewell,
and 8. Poats,



resaurces — both human and financial, The cases show,
too, that none of the three models would be preferable
inall NARS; cach option has positive and negative
implicitions for OFCOR-OSR integration . depending
on the environment in which it is usced.

The generalized model has one particularly obvious
benefitforinteeration: when the same scicntist conducts
both GECOR and OSR he/she passes imtormation
quickly and etliciently back and torth between the field
and the statton, Case study experiences sugyest,
however, that this acvangement has disadvintages with
respect to both the scope ol mtesration across
disciplinany and conmmodity lines and e vange of
linkage tuactions that can be adeguateh performed.
The generadized model o example, Tacilitates
information flow m the technology peneration and
festing processes, butis weaker inarcas requiting a
systems perspective such as denition ot clicat groups.,
dingonosiv ol neld-level problems.and the desipgn and
evaluation of poteatral solunions withm the contest of

specilic farmmg systeme,

the spectadized OFCOR model, on the other hand.
beciuse i tacthitates the deselopment ol expertise in
OFCOR mtcrms ob methods and modes of analysis in
buth agronomic and sociocconaniic rosearch, ofters
clearbenetits i terms of the qualiny and guantity ol
on-tarm research conducted. Discrplinary biases,
professional simbition, tme constranats, or am
combinaton of these may inhibitstation-based scientists
from fully deseloping the specialized sKills that make
OFCORGavaluable complement to OSR, One argtment
sgainst adopting s model, however s that it
cmbodies intrinsie oreamzational barners to eftective
integration. Where the specralized OFCOR model
obtans, rescareh managers have to ind micchanisms to
Pridge the distances ereated by phvsicid separation,
organizational isalation.and the deselopment ol proups
ofrescarchers with sepanate and possibly conllicting

identities.

While the compaosite OFCOR model has the potential to
reinforee the strengths of both the eencialized and
spectalized models and to mitnate then weaknesses, it
requires sntensive manaeement and coordimation skifls o

it s to be successtully mplemented.

Teanstracture s asecond organizational issue telated
10 OFCOR-OSRintepration. Fwell (1988) has defined
the padar apposites of tean organization as hicrarchical
versus autonomous. o erarchical teoms scientists are
centrably located: they design and analy/ze research
implemented ina number of rescarch arcas by field staff

= technicians or junior scientists - whom they may or
My vot visit periodically, i contrast, in autonomous
teams, scientists actualtly live at ficld sites and are

directly engaged in all phases of rescarch.

Again, these different team structures entail a trade-of f
ol benefits for OFCOR-O5R integration. The prineiple
advantage of the autonomous team structure is that
scientists, heptinconstant contactwith farmers and ficid
level problems. can develop and inject this vital arcea of
expertise inta the researehsysteny, The disadvantage for
integration ol the wdonomous team. however, is that
the outposting of OFCOR scientists limits their
interaction with OSR scientists, Also. in nrany system,
only jumior scientists can feasibly be assigned to remote
avcast unless these svientists are supported by senior
st doubts man arise about the qualiny and creativity of
their on-Lnm research which. as we have seen from the

cises. uadermime OFCORS scientific eredibility.

Lo hicrarchical teans interaction between saentists
sorhing 1 OFCOR and OSR S casier because it least
the seniorsaentists are based togetherat the experiment
stations or adiministratis e headgoarters of the NARS.,
Vet the disadyantage is that senior OFCOR scientists
may well renain rather isolated trom the ficld rescarch
itsel Vhis distancing can abso Tead to problems of
scientitic credibilityCif CFCOR scicatists prose unable
todemonstrate complementary espertise in the in-depth

understanding of fannelevel problems and clicots” needs.,

An Effective Division of Labor and Responsibility for
Research Functions Must Be Built on Consensus

Successtulintegration of OFCOR and OSR depends on
rescarchers” agreement with and commitment o
planned divisions ot labor and responsibility for rescarch
tunctions. Expericnce shows that motivition to
participate in collaboration is stionger when decisions
o the assignment of rescarch roles and responsibititics
are reached atter discussions among the managers and
scientists involved than whien such decisions are imposed
byvdirective. Joint planning helpstoensare that OFCOR
and OSRscientists perecive their allotied tasks to be
reaistic and teastble therrassigned roles legivimate., s
the services and products expected of them necessary to

U it suceess.

Strong Scientific Leadership for OFCOR is Essential for
Developing and Sustaining Effective Integration

Strong scientific leadership for OFCOR contributes to
buiiding elfective integration in two imporiant ways,
First. such leadership means that an OFCOR advocate



in the research system can defend the validity and utility
of OFCOR methads and modzs of analysis as well as the
diverse kinds of dataand information generated through
on-farm rescarch. Such i spokesperson is invaluable for
building OFCOR’s scientific credibility and for the
effective perfornimee of the feedback function. Second,
strong OFCOR leadership is neceded 1o inspire vigorous
scientific eltort, both nurturing svstematie development
of OFCOR capacity through encouraging
methodological experimentation and innovation, and
overseeinyg consolidiation of an-farm tescineh

Ceaperienee.

The experiences of the case studies reviewed indicate
that OFCOR feadership should have sutficient
institutional and professional sertus to be able tinteract
with senior OSR scientists as their equal, This implics
not only that they should have recognized eredentials in
both conventional agricultural rescarch and socis)
scienee reseeren methods. but that their institutional
position should be equivatent to those held by program
leaders or department heads [ isalso very important
that the ability of OFCORS Teader(s) ta provide
rescarchsupportand vuidance does ot get buried under

overwhelming administraiine or coordination duties.

Someane Must Be Responsible for Coordinating,
OFCOR-OSR Collaboration

The case studies sugpest how necessary courdination is
to mitiate and sustain collaborative cHorts among
rescirchers suceessfully Cto bring people together, o
Facilitate joint planmng. to ensure that agreements are
translated into action, OFCOR-OSR coordination
entalls iowide spectram ot responsibilitios ranging from
allocating resonrees tor jointactivitics, o arranging joint
Held visits, to monitoring joint rescaich progrinms, Such
responsibilitios are justas iniportant for the specialized
as for the generalized model ot OFCOR - whereitis
necessary to coordinate activities across disciplines and
commaditios,

Fhe experiences of the case studies lead os to believe
thit tor coordination responsibilities to be elfectiveh
dischiarged. they must be entrusted o particular
individual or group. In choosing how to coordinate
collaboriation. rescarch managers must take as thei
pomt ol departere the specitic needs of their particular
NARS Fach of the three most commion options which
managers have used when assigning coosdination
responsibilities - an OFCOR or OSR representative, a
Jjoint OFCOR-OSR supervisor ora coordinating
committee - entails distinet opportunities and
problems. Inany event, however, the individual or

group acting as coordinator will suceeed more readily if
endowed with: enough time and resources to attend
without hesitation or diversion to the actual tasks of
coordination: enough authority, status and respeet from
colleagues to make ideas work: enough interpersonal
skills to resolve contlicts smoothly; and enough
professicaal motivation to work unreservedly to
strengthen OFCOR-OSR integration.

Suecessful Performance of the Feedback and Support
Functions Requires Intensive Management

The case studies show that implementation of the
feedback and support functions has proven particalarly
challenging to rescarch managers. Because these
functions depend so heavily on periodic and intensive
interaction among rescarchiers, attempts to improve
their performance may well involve changes in
organization, work progrioms and the allocation of
financial resources. Inaddition, the feedback and
support functions entail revising the research agenda of
other scientists or programs. Consequently performance
of these functions cun almost be expected to arouse
conflicts of inteyest and scientific judgment,

For the feedback and support functions to be
implemented and sustained meaningfully, they require
strong support from senior rescarch managers and
energetic management directed towards fostering,
mutual respect wmong scientists, generating incentives
and resources for collaboration, providing opportunities
for interection - tormal and informal, integrating
OFCOR-OSR planning and programming, and
establishing an institutional cutture which promotes and
rewards astrong clicnt orientation in rescarch. When
assigning priority to these fanctions, research managers
need to recognize the real commitment 1 active
management which their performance reuires.

There Is No Sueh Thing as a Free Lunch: Resources
Required for OFCOR-OSR Integration Must Come
from Soniewhere

Collaborative activities, which require both operational
funds and rescarcher time. cinnet just e tacked as
additions onto rescarchers” existing programs. We have
toaccept that tie law of conservation of encrgy will
apply here aswellasin the natural world: if rescarchers®
resourees are to be used incollaborative activities, they
will have to he drawn from other enterprises. The case
studies leave no doubt that rescarchers will rarely
spontancously assume an extriburden; personal

interests s professic al responsibilities for which



researchers are held direetly accountable will take
precedence over joint efforts.

Rescarch managers, recognizing that the rescarcher-
hours and financial revources which eollaborative
activities consume must be realtocated from other
programactivities. need to provide sllocation guidelines
to help rescarchers make rationad choices amorg
alternative activities. Guidelines not only issure the
availability of necessary resourees but demonsizate to
rescarchers the value managers attach to collaborative
rescarch I the priority assigned tc OFCOR-OSR
integration is ever to be more than rhetorical, man‘igzers
must demonstrate institutional suppart of collaborative
activities coneretely in their programming decisions,
including the atlocation of rewards. funds and time.

Research Manaacinent Processes are Effective and
Efficient Points of Intersention for Building OFCOR-
OSR Integration

L mert oo cvreviewed managers dentonstrated
considerab, » ereative talent, even entieprencurship at
times, in theirefforts o intearate OFCOR and OSR.
One munagement arcawhere inechanisms we -
frecucntly introduced 1o stimulate collaboratic oo
research manaement processes, e, priority-nening,
planning, wind anawad programming and review
processes, Joint plannmg and programming mectings
proved ta be especiadty valuable arenas for OFCOR-
OSR interaction, Comparitive analvsis of the cise
studies identified severa’ managerial fictors whieh
sigmficantly increase the ffectiveness of joint research
planning and programumi. g exereises introduced 1o
strengthen OFCOR-OSRantepration: explicit support
from and participatior, of sciior management: clear
definttion of the objectives and outpat of the joint
exercisetinvolvemen of senior scientists with
deciston-making powerssmall, tocused mectings:
mieetings in the tield featurtng directinteraction with
farmers.

Finallv . and very importantly, the cases indicate that
scientists working in OFCOR and OSR should ideally
participate as cquals injoint planning, prosramming and
review activities, These activiies, carried out in a
consultative, notsepervisory spirit, can lend themselves
to fortifving the rescarch programs of both OFCOR and
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OSR. The cases reviewed disclose, however, that
Lalanced collaboration is more the exception than the
rules itis more common for OSR scientists 1o be
involved in the planning and programming of OFCOR
than vice versa. This bias has jeopardized performance
of the adaptive research and feedback functions and
ipaired development of effective integration,

A Return to Common Sense: Managers Need to Create
Caportunities for Scientists 1o Interact

Interactionis essential to OFCOR-OSR integration, not
only because itaffords opportunities for the exchange of
information among rescarchers. but also beeause it
enables collaagues to get 1o know and respect cach
other. Such personal and professional familiarity
increases reseirchers” motivation to participate in
colluborative activities. especially in the kind of
on-going informal consultation vital to the feedback and
st pport functions. To appreciate the value of collegial
interaction, whether between separate OFCOR and
OS8R units or across commudity and disciplinary
boundaries, is commonsensical, and vet in almost
two-thirds of the cases stadied. opportunities for
interaction were characterized as madequale,

Research managers should promote opportunitics —
beth formal and informal - for interaction between
serentists, Such interaction is naturally casier to arrange
when rescarchers can be based together, yet physical
and organizatiosal distances can also be bridged by
managers sensitive to the importance of communications
and cager to identify and develop mechanisms to bring
scientists together. Managers also need to recognize,
however, that where there is a structure of rewards and
incentives tor collaboration scientists are more likely to
seize available opportunities for interaction.,

Finally, to state the obvious in order not to overlook it:
the movement of cither information or researchers takes
time, money and effort. The case study expesiences
reviewed suggest that without the explicit attention of
management, stoppages are likely, creating bottenecks
detrimental to the development of OFCOR-OSR
integration. The alert rescarch manager will ensure that
alack of these basic necessiiies does not sabotage well-
intentioned plans and that their provision, rather than
an afterthought, is always the first step taken,
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Anunex Table 1:
Appearance cf Environmental Conditions A ffecting
OFCOR-OSR Integration in the Case Studics’

Environmental Conditions Cases in Which the Condition_Affected
OFCOR-OSR Integration

1. Orientation of development policy
towards small farmers:

-- strong 8: E, G, P, ZA, ZI, I, Na, Nb.
-— weak 1: B.
2. Rescarch policy commitment to OFCOR:
-- strong 5: G, ZA, Z1, I, Nb.
-- weak 2: E, P.
3. Organizational flexibility of the NARS:
~- inflexible 1: E,
~- flexibile 6: v, P, S, ZA, ZI, Nb,
4.7 Stability of the NARI staff:
a. Senior research managers:
-- stable 1: ZA.
-- unstable 3: E, G, S.
b. Research staff:
-- stable 0
-~ unstable 5. €, G, S, ZA, Na.
5. Human resource base o Lho NARL:
-~ adequate 3: Z1. 1, Nb.
-- scarce 7: E, G, P, S, ZA, B, Na.
6. Financial Resource Base of the NARI:
-- adequate 3: Z1, I, Nb.
-- scarcu 7: E, G, P, S, ZA, B, Na.

1. Development of resecarch management
processes:
-~ strong
-~ weak

: E, G, Na, Nb.
P, S, ZA, ZI1.

[CNE-N

8. Compatibility of OFCOR organizalion with
organization of rescarch in NART:

-- compatible 6: G, ZA, 21, B, I, Mb
-- inccmpatible 2. E, P
9. Centralization of rescarch
infrastruclure:
-~ centralized 4: P, S, ZA, 71
~- decentralized 4: £, G, B, I.
10 Capacity of OSR:
-- technologies available 8: E, G, P, S, ZI, B, I, Nb. (Na)
~- lack of technclogies 2: ZA, Na. (ZI, Nb)

Vi. OFR antecedents:

-- long history 5: G, S, B, Na, Nb.
-- short history 2: E, ZA.
12. Capacity of extension:
-- strong Z2: 21, Nb.
~-— weak 2: E, G.

: B, G, ZA, ZI, I, Na, No.

13. Agroccological complaxity and diversity:
-~ high
-- low

o~

Newtee

AT B Nepal the NARS and LAC/PAC are consdered separately.
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Annex Table 2:
Frequency of Use of Management Mechanisms for Integraiion
in the OFCOR Situations Studied!

Linkage mechanisms

Situations for which Situations where mechanism had
information was
available. 2

been implerented. 3

Situations where mechanism
was cited as strengthening
integration. 4

setting exercises.

1. a. Joint problen diagnosis and collaborative priority- 15 i0: E, G, P, Sa, ZIb, Ia, Nb, Nc,
Nd, hke.
14 12: £, G, ®, Sa, Sh, Zla, ZIb,

b. Joint planning exercises.

la, Ib, Nb, Nc, Nd.

7: £, G, ZIb, Ia, Nb, Nc,
Nd.

€: ZIb, Ia, Ib, Nb, Nc,
Nd.

2. Joint programming and revicw meetinss, 17 "3: &, G, Sa. ZA, Zla, B, la, Ib,

9: E, G, S3, zA, Ia, Ib,
Nc, Nd, Ne.

3. Joint release of recommendations. 7 o ZA 0
4. Periodic join* visits to t:c fie!d. 15 13: E, P, Sa, ZA, Zla, ZIb, B, Ia, 8: 2A, Zla, 218, la, Ib,
Ib, HNa, Nc, Nd, Ne. Na, Nd, he.
5. a. Col]aboration—;;_irials. 14 7: Pb, Sa, Sb, ZA, ZIb, Nb, Nc. 3: Sb, ZA, Ne.
b. Collaboration in formal surveys. 5 2: ZA, Zla. 9
gj— Facilitatios of informal consd;zgiaon. 14 ‘2. E, P5, Sa, Sb, ZA, Zla, ZIb, Ia, 8: E, Pb, Sb, ZIa, ZIb,

Na, Nc, Nd, Ne.

Na, Nc, Nd.

7. Formal guidelines for allocating researcher time to 11 5: ZA, Zla, la, Nc, Ne. 1: Ia.
collaborative activities.
8. Specific allocation of furds for collaborative activities. I 4: Ta, Nb, Ne¢, Nd. 1: Ia.
9. Assignment of responsibility for coordination to a 16 14: £, G, Sa, Sb, ZA, Zla, ZIb, Ia, 7: ZA, ZIb, Ia, Ib, Nc,

specific individual or group.

Ib, Na, Nb, Nc, Nd, Ne.

Nd, Ne.

Notes:

o he 17 OFCOR siuations studicd iere croupedastollon e Ecuador, E) Guatemalis (G Y Panmman.2* - Cuisen o
programs externad o DRSP(Sh Zambia, 1(Z.A): Zimbabwe. 2

) Dual-Purpose Cattle Project (Phy: Senegad. 2 - linkages within DRSP (Saj. linkages with
anstitutestZ0ay BSR Unit (Z1h) BARL T (B)y: Te foncesia, 2 - multi-instituic (a). single institate (1) Nepal, 3 - Cropping Systems Program

(N2 FSRADD (ND) LAC (NG PAC(NU). NRIP (Ne). *When referring to the NARS-level program, treated as one (P): otherwine the two cases are s cparated becanse they have had very ditferent tvpes of
E ! i 3 A M

linkages with OSR.

2 Number of case study situations i which use of mechanism was explicitly mentioned. Information not available tor all mechanisms i afl cases.

B Represents situstions where the mechanism has been used.

' Refers to the trequenay of situations in which the case study writers specifically eredited the mechanism with strengthening tntegration,
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