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ISNAR MEDIUM-TERM PLAN (1988-1992)

I. THE 1SNAR PROGRAM: AN OVERVIEW

This document presents the ISNAR action plan for the period 1988-1992.
The plan is based on ISNAR's recently completed statement of strategy.

It gives operational content to that strategy, gives practical meaning to
strategic concepts, and adds resource and time dimensions.

The plan also links the producta of ISNAR programs and activities with
both institutional goals and available resources. (See Table 1.)

This linking process consists of seven steps:

(1) Linkin;, the ISNAR Goal witn the objectives of the CGIAR SYSTEM.
(2) Transl-.ing the long-term goal into three operational objectives.
(3) Defining three programs in pursuit of these objectives.

(4) Determining types of activities to be conducted under cach of these
programs to reach the objectives.

(5) Defining the products or outputs of these activities.

(6) Determining the standard costs of these products or outputs.

(7) Allocating resources to these products/activities.

This document has two purposes: (1) to prcsent the ISNAR plan for the
five-year period 1988-1992; and (2) to prezent the iISNAR plan and budget
for 1988, the first year of this quinquennium.

It seeks to provide answers to several questions.

(1) What decisions has ISNAR made about its programs?

(2) What effects will these decisions have on the structure and
priorities of the organization?

(3) What will implementation of these decisions cost?

(4) How does ISNAR propose to move from its current program to a
considerably expanded program in 19927



Table I.

CGIAR goal

CGIAR objectives
relevant to ISNAR
mandate

ISNAR goal

ISNAR products —
program objectives

Programs

Program output —
intermediate products

Activities

Aclivity in

TAC Glossary

Resources/
Inputs (PY)

Improved management

The ISNAR program: goal, program objectives, activities and program 2utputs

~Contribute 10 Increasing sustainable food production in
developing countries

- Strengthening national rescarch capacities
- Improving the policy environment
- Strengthening the integration of efforts

.

To assist developing countries to improve the effectiveness
and efficiency of their NARS through enhanced capacity in the
areas of research policy, organization, and management

&

|

“More productive

national agricultural

More effective

B

managers
concepts and tools rescarch systems B
Resea-ch - > Advisory service <-— > Training
to NARS
Expanded Improved con- In-house Indepth studies Analysis of System-building More elfective Training Dissemination Collaborative
knowledge base cepts.tools, and methods for o0 pnority issues NARS'strengtha strategies structures matenals of knowledge build-up of
on NARS guidelines for sysiem und and weaknesses Long-term plans Improved and development reszarch manage-
usc by NARS in 1] compunent =1 Designsfor  }=! organization of management ment expertise
fesearch policy, analysis system-burlding More elficiens skifls
organization, projects management
and management processes
T |
[ Implementaticn:
. Collaboration in .
Dcv:lupm_cnl Developmentand Build-up of Colaborative Diagnois: Planmng. strengthening Development of Formal traming: Informel training:
and > nalysis adaptanion of ISNAR's research «System review +Designing system- organization and training materials «Planning, oIn-house training
ofdatabase conceplsand diagnostic and projects .Constraint budding strategics management organization, and +Fellowship
on NARS toolson priority analytic Comparative analysis «Developing tong- components exzcution of program
Synthesis of topicsinreseaich capacity analysis term plans . Adaptation and training courses
ISNAR pohicy, <Formulating application of "‘"k‘h_“r" and
experience argamiration, system-building improved teminary
and management programy/projects management tools
oSpecialized sdvice
on priority topicy
2 18 18 18726 19 19 19 1s 15/16 I 1s
l i l l
S
1 6 2 171 b} s 7.5 2 2.5/13 05




IA. THE CHALLERGE: ISRAR'S ROLE JN THE CGIAR SYSTEM

The rationale for the creation of ISNAR had three parts. (a) Agricultvral
growth is the basis for rural socioeconomic change. (b) Such growth can
only occur if research organizations develop new materials and
techniques. (c¢) Research organizations cannot perform this development
task if they are inadequately planned and managed.

More than fifteen years of donor experience had convinced the CGIAR that
further progress in many national agricultural research systems (NARS)
depended largely on improved planning, orgauization, and management., The
task force which recommended the creation of ISNAR even went so far as to
say that management weaknevs was "at the root of the (agricultural
research) n»roblem in most countriea".

IB. THE TISNAR MAHDATY

Specifically, therefore, ISNAR's mandate declares that the organization
will concentrate its efforts "largely on planning, organizational, and
management issuesg',

Such a mandate clearly sets ISHAR apart from other agricultural research
and development institutions in the international community. Past
concerns in apricultural research have been mainly for the development of
new technolopies and for the growth of professional staffs. Much still
remains to be done in both areas, DBut relatively few institutions have
been willing to take on long-term commitments "at the level of overall
research planning, crganization, and management™. ISNAK exists to fill
this gap.

IC. THE ISNAR GOAL

The ISNAR goal is '"to assist developing countries to improve the
effectiveness and efficiency of their agricultural research systems
through enhanced capacity in the areas of research policy, organization,
and management."

In pursuit of this goal, ISNAR programs are designed to achieve three
objectives.

(1) More productive research systems: to support NARS in their
system-building efforts in order to enhance tne systems' productivity
and strengthen their contr'vution to agricultural developmen: .

(2) More efficient management tools: to develop improved concepts,
tools, and analytical procedures which NARS can use to improve
policymaking and management.

(3) More effective managers: to support NARS leaders in the development
of their management capabilities.



ID. THE ISNRAR PROGRAM

ISNAR's three programs -~ ADVISORY SERVICE TO NARS, RESEARCH, and TRAINING
- are in turn targetted at these program objectives.

These three programs are interdependent and mutually supporting. The
outputs of one depend on the inputs of others. For example, a research
project may provide data needed for the preparation of training
materials, as well as providing insights needed to develop management
recommendations for NARS leaders. Or an advisory service activity may
provide feedback on priorities to both research and training activities.
IE. THE FOCUS OF ISNAR'S PROGRAM: 12 CRITIiCAL FACTORS
On the basis of its experience, TISHAR has identified twelve critical
factors which determine the effectiveness of a NARS. These twelve can be
grouped under three heads: the policy environment, structure and
organization, and management processes. ISNAR works with NARS leaders to
achieve the three objectives, noted earlier, in each of these twelve
areas,

CRITICAL TFACTORS IN BUILDING EFFECTIVE NARS
The Policy Context of Agricultural Research

* Interactions between national development policy and agricultural
research

* Formulatioen of agricultural research policy: priority setting,
resource allocation, and long-term planning

Structure and Crganization of Agricultural Research
* Structure and organization of research systems
* Linkages between NARS and policymakers

* Linkages between NARS, the technology transfer system, and users of
agricultural technology

* Linkages between NARS and external sources of knowledge

Management of Agricultural Research

* Program formulation and program budgeting

* Monitoring and evaluation

* Information menagement

* Development and manapement of human resources

* Development and management of physical resources

* Aronigitinn and manacement Af finanrial reecnnrrac
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CONRSIDERATIONS IN BUILDING ISNAR'S FIVE-YEAR PLAN

As ISNAR has mcved to develop a five-year plan, it has had to take four
important considerations into account.

(a)

(b)

(c)

(d)

Most important, the necds of and requests from NARS. ISNAR is a
service organlzation. Its planning has therefore been guided by an
estimate of what the policy and management challenges facing NARS are
likely to be in the years ahead. ISNAR continues to receive an
increasing number of requests from NARS for advisory service in
specific management areas, for assistance In the development of
planning approaches and management tools, and for management training
in particular subjects,

Balance between programs. ISNAR's three programs are complementary
in their contribution to NARS and are in a logical balance to each
other. Final demand for advisory service creates demand for training
activities and for the products of the research program. For the
program to be sustainable, the balance among advisory service to
NARS, the development of new products, and their dissemination
through training must be maintained. ISNAR has determined that its
minimum program, and any planned activities bringing it up to optimum
size, would give the approximate breakdown among programs as

follows: Advisory Servi.w: (50%), Research (20%), Training (20%),
Program Support (5%), and General Management (5%).

Support and management costs have been kept at a low level lazxgely
because of the non-hierarchical structure of the ISNAR organization
and its decentralized approach to program management.

Balance within programs. Just as there are interdependencies between
programs, so there are interdependencies within them., 1In its
planning, ISNAR has therefore had to pay considerable attention to
sequences and prerequisites. For example, within the Advisory
Service Program, a system review may lead almost inevitably to ISNAR
involvement in planning and implementation. Or, within the Training
Program, the development of specifically tailored materials is often
an essential input to the staging of a workshop. ISNAR must
therefnre include in its Janning an estimate of its capacity to work
with NARS at many different stages of the management development
process.

Balance between regions. ISNAR has taken care to strike a reasonable
balance in the allocation of its resources between Africa and other
geographic regions. The following table presents the planned
geographic spread of ISNAR advisory service, research, and training
activities. Most research activities are comparative and
cross-regional in nature.

TABLE 2. Geographic Focus of the ISNAR Program

Africa Asia LatAmerica WANA* Global
Advisory Service 50% 20% 20% 10%
Research 20% 10% 10% 10% 50%
Training 30% 15% 15% 10% 30%



IT. PKOGRAM OBJECTIVES: 1988-1992

This chapter presents substantive details of the three ISNAR programs for
the medium-term plan period. Estimates of resources required for each
program have been based cn analyses of ISNAR experience to date.

The programs presented and the resources estimaved are based on an
optimum scenarlo. This scenaric i one of two which 1SEAR hasg prepared
for the period 1988-1492. The other i3z a minimum one, which provides for
a nucleus or critica: mass of personnel. [SNAR requires 34 POrsSon-years
of senior svaff time ir it ic to carry out a basic sustainable program.
The optimum scenario provides for 49 person-vears of senior staff time.
With this level of resources, LSHAR will be able to develop the type of
program which makes 1t a legitimate research-based service.

Both scenarjos are descvibed in detai) throughout this report, as are
plans for reaching the optimum level,

ITA. ADVISORY SERVICE T0O MARS

The advisory service progran conatitutes 1SNAR'S central thrust. TIts
objective is to assist NARS in the strengthening of their policymaking
and management carabilities, TSNAR staftf in this program work directly
with NARS leaders to identify appropriate manapcement stratepgies and to
develop new management procedures, 'y 1962, 1S5HAR expects to be working
Intenslively with approximately 28 NARS in its adviscrv service program.

The question of which NARS to select for intensive cesweration is an
important internal manapgement §.,suc, The first prerequlsite, of course,
is the presence of a clear and specific request from a NAES for an
activity within TSNAR's mandate. Bul requests continue to ru. beyond
ISHAR's chpacity to respond. Criteria which TSHAR then uses to determine
the intensity and durarion of its commitment inciude the relevance to its
mandate of the job to be donc, cquity in the choice of countries,
probable impact, the commitment of the NARS o strengthening its
policymaking and management, the existence of possible “"demonstiaticn
effects” for other HARS, geographic spread, and efiiciency in the use of
resources. These criteria are digscussed at more length in the (SHAR
strategy publication.

ACTIVITIES WITHIN ADVISOwY SERVICE. The advisory service program carries
out three types of activities: dlagnosis, planning, and implemencation.

(a) Diagnesis. Reviews of NARS to identify constraints to effective
policymaking and management.

(b) Planning. Development of strategies and plans to overcome these
constraints.



(¢) Implementation. Assistance in the implementation of these plans,
including in some cases the posting of ISNAR staff in advisory
positions within NARS.

In the cases of some NARS, ISNAR may cooperate on only one of these
activities. But in most cases, ISNAR recommends that all three
activities be carried out and that all three be seen as part of a single
package. The sequence is as above: first a review, then development of
a plan, then implementation.

The fact that ISNAR usually prefers to cooperate on the basis of such a
package is evidence that 1t regards its commitment to every NARS with
wvhich it works as potentially intensive and long-term.

ISNAR has estimated thie resources required - in manpower terms - for each
of these tvhree activities, Such ecstimates are rougly, but they do provide
an essential basis on which to plan. The balance between the three
activities is likely to be considerably differ-nt in 1992 than it was in
1982, Whiie the emphasis in ISNAK's carly years was on reviews to
identify constraints “Activity No. 1), the emphasis by 1¢92 is expected
to be much more on the development of plans (Activity No., 2) and
particularly on the implementation of those plans (Activity No. 3). This
shift reflects two developments: first, the changing nature of HNARS'
requests to ISNAR, and second, the evolving capacity of ISNAR to respond
to those requests.

The following paragraphs describe each of the three activities of the
advisory service program in more detail.

(2) Reviews of NARS to ldentify constraints to effective policymaking and
management. In the case of most NARS, such a review will be cf the
entire agricultural research system (e.g., ministries, councils,
institutes, parastatals, universities, and non-governmental
organizations). But in some caces, the review may be more focused on
a particular organization or on performance of a particular
management function. The products of either type of review are:

(a) the identification of important constraints to effective
managenerit ; and (b) the identification of possible solutions.

ISNAR intends te carry out about four reviews per year. These
reviews will be undertaken both in ccuntries with - hich ISNAR has not
worked hefore, and in countries with which ISNAR has been cooperating
but where changed circumstances indicate a need for further

analysis. Two of the four reviews per vear are likely to be in
Africa.

ISNAR estimates that twelve person-months of senior staff time (1.25
person-years) are required to carry out a full review. This level of
resource commitment does not vary much, even though NARS are
obviously of different sizes and different levels of complexity. In
cases of smaller and/or less complex systems, the skilis required of



(b)

(c)

-8 -

ISNAR staff may be more "generalist" - while in cases of larger
and/or more corplex systems, those skills may be more "specialist".
In the latter, considerable work can be done by national teams using
sneclalized inputs from ISNAR.

At 1.25 person years each, the four reviews planned per year will
therefore require 5 person-years. This amcunt represents roughly 30%
of the headquarters-based resources allocated to the advisory service
program.,

Development of stratepgies and plans to overcome these constraints.
This activity is a logical follow-cn from a review. The objective is
to put the conclusions of the review into operation. Products may
range from a long-term plan providing for orgsaizatiunal change tc a
series ¢f short-term projects addressing specific management
problems. Such plans/projects are always developed jointly by NARS
leaders and by ISNAR. Often, they form the basis for NARS
collaberation with external donors.

In each of the next rive years, ISNAR intends to cooperate with NARS
in four planning/project preparation exercises.

ISNAR zstimates that six person-months of senior staff time (0.65
person-years) are required to participate in the development of a
long-term plan or special project. Four such commitments per year
will therefore require approximately 2.5 person-years. This amount
represents roughly 15% of the headquarters resources allocated to the
advisory service program.

Because [SNAR works closely with NARS leaders on the development of
plans/projects, it is able to have a significant impact in spite of
this relatively low level of resource commitment. The initiative for
planning .omes from NARS leaders themselves, and much of the detailed
preparation work is done by NARS staff. As a result, ISNAR's role is
more that of an advisor and/or catalyst than that of a doer.

Assistance in the implementation of plans, including in some cases
the posting of ISNAR staff in advisory pocitions within NARS. Once
agaln, the initiative for this activity lies with NARS. ISNAR
assists by working with NARS leaders to identify appropriate
management strategies, to adapt management procedures which have been
successful in other NARS, and to cooperate in the
institutionalization of such procedures. It may also act as an
intermediary in developing relationships between NARS and specialized
management and training institutions in other countries.

ISNAR »ntends to cooperate with NARS on the implementation of
maniagement improvement plans in approximately 20 countries per year.
Ea.h such commitment is estimated to require on the average 5
persou-months of senior staff time. The resulting 10.5 person-years
represent roughly 55% of the headquarters resources allccated to the
advisory service program.

The composition of this group of approximately 20 NARS that ISNAR
will work with, will not be static throughout the planning period.



Changes will occur as collaboration with some NARS decreases or
terminates and collaboration with others commences or resumes. The
factors bringing about such turnover are discussed on page 11.

While jt is difficult to estimate the length of any ISNAR
involvement; we need to stress that institution-building is a
long~term process. Periods of intensive collaboration and resource
conmitment may alternate with pericds of less intensive ISNAR

invelvement.

In addition, in come cases, a decision will be made to post a senior
staff member to an advisory position within a NARS. ISNAR and the
NARS will make such a decislion when implementation of plans seems to
require the continuous presence ot a research management specialist.
in this case, the TSMAR staff member will provide continuity in
ISHAR's relationship with the NARS, even though he/she will still
require input from headquarters staff in particular management areas.

By the end of the medium-term nlan period (1992), ISNAR intends to
have seven outposted research menagement specialists. There ares rour
now: three in Africa (Burkina iaso, Madapascar, Rwanda), and ocne in
Asia (Indonesia). feven persons represent just over one quarter of
staff involved in the advisory service program,

RESOURCES FOR ADVISORY SERVICE (see Table 4)

(a)

(b)

Balance Arong Activities Within The Program. The following table
shews the proposzed balance between review, planning, and
implementation activities at poth mintmum and optimum staffing
levels. (PY = person-years).

TABLE 3. Balance of Act:ivities wivhin Advisory Service Program

JMinimwn _Optimum

vy % pY %
Review 4 26% 5 20%
Planning 2 13% 2.5 10%
Implemcnitation 8 53% 10.5 42%
Cutpested Staff 1 7% i _28%

13 100% 25 100%

Resident Research Management Specialists. These outposted staff
participate in all three ot the ISNAR program areas within the NARS
in which they work, They also promote collaborative action at the
regional level (through networks on specific planning, organization,
and management subjects). DBut they do net take on line management
responsibilities, as their primary function is to assist in the
build-up of management capacity among NARS personnel.

Outposted personnel are full ISNAR staff members and therefore
fulfill all ISNAR requirements in terms of qualifications and
performance. They repressnt an extension of ISNAR's core program
into a NARS and into a region. They receive technical backstopping
from ISNAR headquarters staff, particularly regarding the applicatien
of improved management tools (e.g., specialist advice in specific
management areas).
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Table 4. Advisory Service to NARS: Activities and Resource Requirements

TYPE OF ACTIVITY RESOURCES
Diaarosis Planning Impiementation
Collaboration SUB-TOTAL Management Total ISNAR
in System- System-Review Design c¢f System-Building Specialists Involvement
Building Constraint S$B-Strategies Efforts: Placed in
Analysis Long-Term Plan Development of NARS
Project Prep. S8-Components
Unit Unit Unit Total * Average
NARS  Cost Cost NARS Cost Cost NARS  Cost Cost NARS  Cost Cost NARS NARS  Staff intensity of
Time ISNAR invo.
no. M PM no. PM M no. PM PM no. PM PY no. PY no. PY PY/NARS
Africa 2 12 24 2 6 12 7 5 35 1 7 7.5 {5) 5 H 12.5 50 1.1
Asia 0.75 12 9 0.75 6 4.5 5.5 5 27.5 7 1 4.25 (1) 1 7 5.25 20 0.7
Latin America 0.75 12 9 0.75 6 4.5 5.5 5§ 27.5 7 4 4.25 m 1 7 5.25 20 0.7
WANA ¢.5 12 6 0.5 6 3 2 5 10 3 19 2 - - 3 2 10 0.7
TOTAL 4 12 48 4 6 24 20 5 100 28 172 18 (7) 7 28 25 100 0.9
% of HQ-based 30% 15% 55% 100%
% of Total
Resources 207 10% 40% 70% 30% 100%

1) Person-Year (PY) = 9.5 Person-months (PM).

- 0l



(c)

(d)

(e)
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Numbers of NARS. By 1992, ISNAR plans to be cooperating with 28 NARS
in its advisory service program. This figure requires 25 senior
staff person-years available for advisory service (18 at headquarters
and 7 outposted).

The resulting 0.9 person-year per NARS reflects the ISNAR expectation
of increasing commitment to specific planning and implementation
activities.

As new NARS are added to the list of those with which ISNAR
cooperates most Intensively, involvement with others will have to be
(at least temporarily) decreased. Three types of development may
lead to a less intensive ISNAR involvement with a NARS.

(1) Completion ¢f the review, planning, or implementation task(s)
upon which ISNAR and the NARS have originally agreed.

(2) Entvy into a period in which the balance of effort required
betveen ISNAR and the NARS shifts significantly toward the NARS.

(3) Shift to more extensive forms of ISNAR/NARS cooperation, e.g.,
research and/or training.

Intensity of ISNAR Involvement. ISNAR pians that the intensity of
its involvement with NARS in Africa will be higher than with NARS in
other parts of the world. It expects a resource commitment of 1.1
person-years per African NARS, as compared with 0.7 person-years per
non-African NARS,

The reason for this difference ls the intention to place 5/7 of the
outposted research management specialists to Africa. If these
outposted staff are excluded from the above calculation, the resource
commitment per NARS is expected to be similar for all NARS (i.e.
about 0.5 person-years).

Regional Balance. Of the 28 NARS with which ISNAR expects to work in
its advisory service program, 11 are likely to be in Africa, 7 each
in Asia and Latin America, and 3 in West Asia/North Afvica.

In terms of human resources, 12.5 of the projected 2° person-years
available for advisory service are expected to be assigned to Africa,
5 each to Asia and Latin America, and 2.5 to West Asia/North Africa.
These figures include the seven outposted staff.
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ITB. THE RESEARCH PROGRAM

The research program is an essential input to the development of ISNAR's
capacity as a service organization. One objective of the program is to
generate knowledge about NARS which permits cross—country comparison and
synthesis of experience. TISNAR must do research if it is to develop the
planning apr-ocaches and management tools which NARS request and require.

A further objective of the research program is to multiply the results
achleved by the advisory service. ISNAR can work intensively in only
20-30 NARS at one time. But the research program, by taking this TSNAR
experience and combining it with experience reported by other NARS, can
develop products of wide applicability. One example may be a methodology
for allocating research resources across commodities and regions.

Another imay be a set of program budgeting procedures. Still another may
be a format for setting up a managemeunt information system for research,

As NARS requests to ISNAR move much more in the direction uf planning and
implementation, the need for such approaches and tocis developed through
research can he expected to increase.

ACTIVITIES WITHIN THE RESEARCH PROGRAM. The research program carries out
four types of activities which can be distinguished by their intended
clients, focus, and intensity of development.

(a) Development of a knowledge base on NARS.

(b) Development of improved planning approaches and management tools for
use by NARS. Intensive involvement in six of the twelve planning and
management areas listed in Chapter 1. Outputs to include practical
products for NARS Jleaders.

(c¢) Build-up and maintenance of in-house diagnostic capacity in the
remaining six of the twelve areas. Output to inzlude materials which
will allow the impact of these factors to be studied as part of a
systems approach.

(d) Special studies in response to specific requests from either NARS cr
donor agencies.

The following paragraphs describe each of the four components of the
research program in more detail.

(a) Development of a knowledge base on NARS. ISNAR has already made
substantial progress in the establishment of a cross-national
database containing information on NARS' organizations, programs,
personnel, and financial resources. This database provides both
ISNAR staff and NARS leaders with an important resource for
comparative analysis.




(b)
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Information included comes from a wide variety of sources: ISNAR
reviews and planning exercises, published documents, and surveys sent
to NARS leaders. Such data collection is often carried out in
association with regional organizations. TISNAR expects to continue
to work with these organizations and with NARS on the development of
procedures for keeping information in the database relevant and
current. The database will be in the public domain, and will
therefore be available on microcomputer diskette(s) to NARS, research
institutes, and denor agencies.

In the course of the medium-term plan period (1988-1992), ISNAR
intends to publish at lecast one book and a series of analytical
papers using information from the database.

ISNAR estimates that one person-year of senior staff time is required
to continue development of the database and to undertake anal' ses of
information from it. This amount represents roughly 10% of the
resources allocated to the research program in the optimum

scenario,

Development of improved planning approaches and manageme

nt _tools for
use by NARS. Six areas selected for intensive involvement.

>N ISHAR
has identified six of the twelve policy and management areas noted in
chapter 1 on which it will concentrate in the period 1988-1992., 1If
and when more 1esources become available, it will move intensively
into the remaining six. The priority areas selected are:

(1) Formulation of apricultural research policy: long-term
planning, priority settving, and resource allocation.

(2) Structure and organization ef research systems,

(3) Linkages between HARS, the technolopy transfer system, and users
of agricultura! technolosy.

(4) Program formulation and program budgeting.
(5) Program monitoring and evaluation.

(6) Human Resources development and management.,

The objective of wo.r in each of these areas is the development of

new, Improved, and practical approaches to pianning, organization,

and management. Specific products are likely to include guidelines
and "how to" manuals, as well as more analytic working papers.

In order to support the work of the research program in each of the
primary six areas, as well as in the secondary six, ISNAR has created
twelve Jorking groups. Each such group is composed of staff from a
variety of disciplines and experiences, thereby ensuring that each
subject is approached from a variety of perspectives. Each senior
staff mz2mber serves on approximately three such groups. Through this
mechanism, each member of the ISNAR senior staff becomes an active
member of the research program.



(c)

(d)

ISNAR estimates that one person-year of senlor staff time is required
for the development of improved approaches and tools in each of the
six concentration areas. This activity therefore takes six
person-years, or roughly 50% of the resources allocated tc the
research program in the optimum scenario.

Build-up and maintenance of an in-house diagnostic capacity in six
areas. As noted above, these six areas are ones for which ISNAR will

not have the resources necessary to do concentrated work in the
medium-term plan period. They are:

(1) Interactions between national development policy and
agricultural research

(2) Linkages between NARS and policymakers

(3) Linkages between NAES and external sources of knowledge
(4) Information management

(5) Development and management of physical resources

(6) Acquisition and management of financial resources.

The objective of work in these six areas will be the development of a
minimum analytical capacity which can be built on when and if
additional resources become available. Specific activities will
include literature reviews, ldentification of priority subjects for
future study and action, and maintenance of contact with other
research orgaunizations working on these areas. It represents a solid
capacity %o borrow management approaches and apply them in ISNAR's
work.,

ISNAK estimates that one-third of a person-year of senior staff time
is required to develop and maintain this functional capacity in each
of the secondary six areas. Such activity therefore takes two
person-years, or roughly 18% of the resources allocated to the
research pregram. TISNAR beiieves that such a level is low given the
growing number of requests from NARS in these particular planning,
organization, and management areas; but realistic in view of the
overall piojected program size,.

Special studies_in response to specific requests from either NARS or
donor agencies. Such studies may be concerned with any of the twelve
policy, organization, and management areas in which ISNAR works, or
with special analyses using the database. They may come about in a
number of ways. For example:

(1) as a result of a priority need identified in the course of a
NARS/ISNAR cooperative program;

(2) as a result of an initiative taken by one of the internal ISNAR
working groups;

(3) as a result of a specific demand from the donor community.



Several such special studies have already been undertaken. In 1986,
ISNAR provided technical leadership to a SPAAR (Special Project for
African Agricultural Research) working ercup on the development of
guldelines for long-term research strategies for African NARS. In
1987, it carried out an inventory of CGIAR activities In sub--Saharan
Africa for the CG task force on aAfrica. It has also participated in
a cross-national study of srganizational, financial, and human
resources issues faclng West African NARS.

A major study of planning and management issues confronting on-farm
client-oriented research in nine countries is nearing completion.

And finally, lacrgely in response to requests trom NARS directors at a
rneeting at ISNAR in late 1986, a cross-national study of
research/extension linkages has just been begun. Both studies follow
the collaborative approach and are conducted with the ftull
participaticn of NARS.

ISNAR estimates that at least tweo person-years of senior staff time
annually are required for such special studies. Such activity
therefore takes roughly 18% of the resources allocated to the
research program in the optimun scenario and represents an important
response capacity ot ISHAR.

RESQURCES FOR THE PESFARCH PROGRAM  (see Table 6)

(a)

(b)

Staffing. The (advisory) service ethic at ISHAR remains strong, with
the result that ISHAR staff have so far been unable to dedicate to
research the minimum amount of time per topic which the production of
solid products requires. Internal working groups have prepared
literature reviews on their subject areas, but progress beyond that
point has been uneven. Only a tew systematic attempts to develop and
to test improved planning approaches and management tools have been
undertaken.

As a result of such considerations, ISNAR plans to increase
significantly lts human resource commitment to the research program,
In the course of the medium—-term plan period, the number of
person-years devoted to research will rise from 6 to 11, Moreover,
through judicious vise of consultants and contract research ISNAR can
stimulate addition»] rescarch on areas critical to its work,

Resource Allocation by Activity and Output. These eleven
person-years will be divided between the four activities described in

detail above as follows:

TABLE 5. Focus of Research Activities by Product

PY %
Database 1 9%
Dev. of Management Tools 6 55%
In-House Diagnostic Capacity 2 18%
Special Studies 2 18%



Table 6.
1he Research Program: Activities and Resource Requirements

TYPE OF ACTIVITY i i RESOURCES
Development of Development of Maintenance of Special §tud1es Total ISNAR
Knowledge Management ISNAR Diagnostic SUB-TOTAL on Priority Issues Involvement
Base on NARS Tools and concepts Capacity
PY PY PY PY % PY PY PY
RS DATABASE T : T 0% 2= 3
POLICY - ] 0.33 1.30 15% 1.33

Interactions between national
development policy and
agricultural research. .33 . 0.33
Formulation of agricultural

research policy: ariority

setting, resource allocation

*

and long-term planning. 1 1
ORGANIZATION 2 0.67 2.70 307% 2.67
* Structure and organizatien

of NARS. 1 1
* Linkages between NARS and

policy makers. 0.33 0.33

*

Linkages between NARS, the
technology transfer system,

- 9l

and users. ' : ] 1
* Linkages between NARS and

external sources of knowledge. 0.33 0.33
MANAGEMENT 3 1.0 4.0 45% . 4.0
* Program formulation and -

program budgeting. 1 1
x Monitoring and evaivation. 1 1
x Development and maaagement

of human resources. 1 1
* Information management. 0.33 0.33
* Development and manzgement

of physical resources. 0.33 0.33
*  Acquisition and management

of financial resources. ’ 0.33 0.33
TOTAL 1 6 2 9 100z 2 1
Z Total Resources 10% 50% 20% (80%) 20% 100

* Special studies may fzil in any pricrity area.
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{c) Resource Allocation by Theme. If the two person-years for special
studies are not included, the allocation of research resources
between the database and the twelve planning/management areas are as
fnllows:

TABLE 7. TFocus of Research Activities by Management Issue

JICTAL

vy py Y %

-

Latabase 1 11%

Policy Context 1.33 15%
* Link between natl.,

development poiicy

and agri.res, .33
* Formulation oi

apri.res. policy 1

Structure & Organiration 2.67 30%
* Within NARS 1
* T,inkages between NARS
and policymakers .33
* [,inkages between NARS,
the tech.transfer
system, and users 1
* Linkages between NARS
and external uources of
knowicdpe .33

Management Processes 4.00 44%
* Program formulation &

program budgeting 1
* Program monitering

evaluation 1
* Information development

management .33
* Human Resources dev.

and management 1
* Physical Resources

management .33
* Financial Resources

management .33

Total 7 ' 2 9 100
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(d) Evolution of Research Priorities Over Time. ISNAR expects that its
research priorities will evolve over the course of the medium-cerm
plan period. In some planning/management areas, existing knowledpe
will permit new approaches and tools to be developed more quickly
than in others. For example, program formulation and program
budgeting is likely to be une area for relatively rapid development.,
But after 3-% years of intensive involvement, ISNAR expects that
basic concepts and methodologies should be clear. Although NARS are
likely to continue to request 1SNAR cooperation in this area, the
need for furcher major adaptive research will probably decline to
maintenance levels and activities will become part of the service
offered by ISNAR.

On the other haud, some planning/management areas are likely to be
ones in which new issues and problems will continually arise. Human
resources development and management may be one such area. Topics
there which will probably deserve continuing attention include
methodologirs for training planning, career planning, and conditions
of service for apricultural research scientists and managers,

The allocation of resources within the research program will

therefoie be less stacic than the above descriptions and tables might
suggest. TABLE 8 provides a summary of hcew ISNAR envisages the focus
of its research program to evolve during the medium-term plan period.

IIC. THE TRAINING PROGRAM

The objective of the training program is to strengthen the management
capabilities of NARS leaders. In many NARS, rapid growth over the past
10-15 years has resulted in younger scicntists with modest experience
being promoted into senior positlions. Such new managers are then
immediately asked to formulate research strategies, plan pregrams, make
budgets, manage personnel, and oversee physical facilities. There is
considerable evidence that many of them lack the leadership skills and
knowledge of management techniques which they require.

The ISNAR training program responds *to this challerpge in three ways.

(a) By developing management training materials which can be used either
by ISNAR or by other training institutions. Such materials are a
major way in which ISNAR disseminates to NARS the insights gained
from its advisory service and rescarch programs. They are therefore
an lmportant means ¢f "multiplying" the number of NARS with which
ISNAR can maintain active contact.

(b) By organizing and supporting training courses for NARS leaders.
These courses may be inter-regiznal, regicnal, or national.
Participants may include agricultural research policymakers, senior
NARS managers, and/or middle-level NARS managers,

(c) By providing informal, intensive training at ISNAR headquarters to
individual NARS 1leaders.
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Table 8: Focus of Research Pro gram 1988 - 1992

1988 1989 1990 1991 1992
NARS Duatabase [
POLICY

Interactions between national

development policy and
agricultural research

Formulation of ¢ gricaltural

research poiicy: priority setting,
resource altocation and

long-term plinning

ORGANIZATION

Structure and organization
within NARS

Linkages beiween NARS
and policymakers

|
Linkages between NARS, oL

the technology transfer

system and users
Linkages between NARS

and external sources of . . . - .

Knowledge

1
MANAGEMENT

Program formulation and

program budgeting
T BDOOOO ,—'Y ''''''
Monitoring and evaluztion L__.:] Lu;:‘;:]- [

Developnient and management

of hum:m resourees

Information management &

Development and mdnagement

of physical resources

Acquisttion and management is) & -] e

ot financial resources

B BasiccapaciTy
® SPECIAL STUDY



ACTIVITIES OF THE TRAINING PROGRAM. The activities of the training

program fall into three categories. (a) Development of training
materials. (b) Organization and cupport of formal workshops, seminars,
aind training courses., {(c¢) Provision of informal, intensive training at
ISNAR headquarters to individual NARS leaders.

The following paragraphs describe each of these three components of the
training program in detail.

(a) Development of training materials. ‘The objective of this activity is

(b)

to assemble and/or produce training materials in agricultural
research policy, organization, and management. Such materials
include training cases and exercises, simulations, audiovisuals,
lectures, and readings.

An important characteristic of such paterials is that they be generic
and of wide avplicability. 1In other words, they shoula be usable not
only by TSNAR but also by regional a:nd national training
institutions. They should also be specitic enough for use in
regional and national contexts, while at the same time being {lexible
enough for adaptation for use in other parts of the world.

All members of ISNAR senior staff participate in the development of
training materials. The working grovps play an important role, as do
staff members dicectly involved in research.  AlL materials go
through & provess of testing aud adaptation in actual training
courses bhefors they are widely disceminated,

The amount of time roguirad to prepare a training case or a szries of
readings varies. HNevertheless, ISHAR estimates that an overall
commitment of 2 person-years to this activity is reasonable. The 2
person-years represcent 25% of resources allocated to the training
program.

Organizarion _and support of formal workshops, semi=-rs,and training
courses. As noted above, these events may be nelc at the
inter-regional, regional, or national level. Participants may
include agricultural research policymakers, senior HARS managers,

and/or middle-level NARS managers.

By 1960, ISNAR expects to be sponsoring approximately 19 training
events annually. These events can be categorized as follows,

(1) Inter-regional events., Two per year are planned. The first
will be for leaders of NARS with which ISNAR is cooperating
intensively in its advisory service program. [t will usually ve
held in The Hague and will be both a management workshop and a
program consult:.tion (at which NARS leaders will make an input
into ISNAR's program planning). The second inter-regional event
will bring topether specialists in research management from
NARS, universities, and R&D centers around the world to examine
a specific issue of mutual concern. In 1988, for example, the
workshop will focus on agricultural research pelicy.
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ISNAR estimates that each such event will reguire 0.4
person-yedars of seninr staff time for preparation,
implementation, and follow-up. Two events will therefore
require 0.8 person-vears, or 10% of rescurces allocated to the
training program.

(2) Regional events. Such events provide an opportunity for NARS
leaders in similar historical and geographic envirenments to
focus on common problems. Five reglonal events per year are
planned. Two will be held in Africa {(in cornection with ISNAR
cvoperative programs in the Sahel and in Southern Africa) - and
one each will he held in Asia, Latin America, and West
Asia/North Africa.

ISHAR estimates that each reglonal training event will require
0.3 person-years of senior staff time for preparation,
implementation, and follcw-up. Five events will therefore
require 1.6 person-years, or almost 19% of resources allocated
to the training program.

(3) National events. Such events often {it very ~losely with
activities beins carried out jointly by a HARS and by the ISHAR
advisory service program. They usually focus on particular
national issues and emphasize the development of particular
management skills and tools.

ISNAR plans 12 WARS-level tralning events pir yvear. Four are
projected tor Africa, vhree for Asia, chree for Latin fmerica,
and two for West Asia/North Africa.

ISNAR estimates that each such svent will require 0.25
person~years of senior staff time, Twalve events will therefore
require 3 person-years, or about 3%% of resourzes allocated to
the training program. ISNAR has allocated such a large
proportion of its training resources to NARS-level events at the
request of NARS leaders themselves, who argue that management
change can only be effected through such intensive efforts
within each system.

(c) Provision of informal, intensive training at ISNAR headquarters to
HARS leaders. TISNAR organizes such training when one
person (or a small group of personc) seeks in-depth exposure to ISNAR
work in a particular planning or management area. Often the idea for
such a training visit has grown out of cooperation between a NARS and
ISNAR in the advisory service program. At the time of the vigit to
ISNAR, the NARS leaders have the opportunity to work closely with a
range of ISNAR staff on the development of soluticns to specifle
management problems.

ISNAR estimates that 0.5 PERSON-YEARS of senior staff time will be
required to plan and implement such informal training activities.
This amount represents 6% of the resources allocaced to the training
program. The demands from NARS for training of this kind can be
expected to grow. As ISNAR capacity to collaborate with such
visitors grows, consideraticn may be given to development of more
formal internship and/or fellowship activities.
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RESQURCES FOR THE TRAINING PROGRAM (see Table 11)

(a) Staffing. The training program is an effective complement to ISNAR's
service and research programs. It is an important way of
strengthening planning, organizotion, and management capabilities in
those NARS with which ISNAR does not cooperate formally in its
advisory service program.

ISNAR therefore plans to increase significan.ly its human resource
commitment to the training program. In the course of the medium-term
plan period, under the optimum scenario, the number of person-years
devoted to training will rise from 5 to 8. This amount represents
16% of total ISKAR resources.

(b) Resource Allocation by Activity. The following table summarizes data
presented above (% = % of total training program resources).

TABLE 9. Balance of Activities within Training Program

Py %
Development of Training Mats. 2 25
Formal training:
workshops, seminars,
and training courses 5.5 69
Inter~regional (0.8) (10)
Regional (1.6) (20)
National (3.1) (39)
In-house training 0.5 6
8.0 100

(¢) Resource Allocation by Region. The following table also summarizes
data presented above (% = % of total training program resources).

TABLE 10. Geographic Focus of Training Program

Py %
Africa 2.2 30
Asia 1.3 15
Latin America 1.3 15
West Asia/North Africa (WANA) 1.0 10
Inter-regional 2.2 30

8.0 100



Table 11,

The Training Program:

Activities and Resource Requirements

TYPE OF ACTIVITY RESOURCES
Development Formal Training Events): Informal Training: Total ISNAR

of Training

Invols emant

Materials
Seminars Workshops Training Courses In-Hsuse Training
Global Regional National SUB-TOTAL
Cost No. Unit Cost No. Unit Cost No. Unit Cost No. Cost Cost %
Cost Cost Cost Total
PM PM PM PM PM PM PM PM PM PM PY Resources
Giobal 13 2 4 8 2 8 21 2.2 30
Africa 3 2 3 6 4 2.5 10 6 16 2 21 2.2 30
Asia 1 1 3 3 K 2.5 7.5 4 10.5 1 12.5 1.3 15
Lat.America 1 1 3 3 3 2.5 7.5 4 10.5 1 12.5 1.3 15
WANA 1 1 3 3 2 2.5 5 3 8 1 10 1.0 10
TOTAL 19 2 4 - 8 5 3 15 12 2.5 30 19 53 5 77 8 100
Z TOTAL 25% 10% 20% 40z 70% 5% 100%
1 Estimated duraticon of training events: 1 week.

_SZ_
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IID. PROGRAM SUPPORT

The objective of activities in this catepory is to support the advisory
service, resecarch, and training programs. [SNAK has three main tyres of
support activities.

{(a) Publications. Publications are one of I[ZNAR's nost important means
of disseminating intormation about agricultural research planning,
organization, and manapgement. The audience of ISNAK publications
ranges from leaders of HARS, to executives ol aonor agencies, to
managers ot international R&D organications, to academics. The ISNAR

mailing list in 1987 containg approximntely 000 entries.

[SNAR produces

the foliowing major types of publications in English,
French, and/or S

Spaniol an appropriate.

(1) Generei puvlicerions, The Annual Report, the Annual Program and

i

Budget, loug-iraiye plannivg documents, etc,

(2) the Country Activity Series. Reports ot system-wide or
problem-specitic reviews of HARS.

(3) The Research Munagement Series,  Papers ou gencral planning,
organization, and manapcment issues in agricultural research,

(4) The Workiug baper Sories. Stafr papers on specific planning,
organizavion, and waragement subjects.
(5) The Training Materials Sories. Cases, exercises.

(6) Conference Uroceadings.

(b) Library and_Iccumentation. A well-focused and casy-to-use library is
essential for the advisory service, research, and training programs.
Tt is used both by ISNAR staff and by NARS leaders (either when they
vigit ISHAR or when they request help in locating specific materials),

The TSHAR library includes NARS publications, donor publications,
pericdicals, and genoral refercnce works, Over the medium-term plan
period, ISNAR expects to irprove its access to various computer-—based
databanks around the world and to explore more advanced methods of
information storage and retrisval,

Program Development and Coordination., ISHAR is in the process of
developing an internal Project Management System. The product of
this system will be continuous and current information on ISNAR
program activities, finance, and personnel. The objective is to
provide both ISNAR managument and its donor agencies with data
necessary ftor éffective planning, monitoring, and evaluation. A
by-product will be greater responsibility for individual ISNAR staff
members in project desigr and execution.

—~
¢]
~

A Program Development Cocrdinator maintains the information system,
in addition to coordinating the development and financing of special
projects.

These three support activicies require two person-years of senior suaff
time. (See Table 12.)
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IIE. MARAGEMENT AND ADMINISTRATION

ISNAR maiagement is responsible for the development of strategy and
program, the monitoring of impiementation, and the evaluation of
results. Tt consists of a Director General, two Deputy Directors
General, and an Administrative Officer.

Each of the two Deputy Diiectors General devotes half of his time to
management and half to program work. One is resnonsible for ISNAR
collaboration with NARS and the other for Research and Training. The
Administrative Officer is responsible for finance, personnel, physical
facilities, and general administration.

ISNAR management therefore consists of three person-vears of senlor staff
time.

TABLE 12. Program Support and Management: Activities and Resource
Requirements
Resources
Activities Py
Program Support 2
Publications/Information Dissemination 1
Library/Documentation?
Preogram Development Coordination 1
Management? 3
Management 2
Administration and Finance 1
Total 5
Notes:

1 The library/documentation unit is managed by a research associate.

2 ISNAR management consists of a DG, two DDG's who each contribute
50% of their time to management functions (the balance being
allocated to program development) and an Administrative Officer.
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Table 13. Resource Allocalion Across ISNAR Programs
Optimum Scaonario

Advigory Services

51.0%%

~ Manugement
G.12%

Program Support
4.1%¢

Resecarch
22.42%

Tralung
16.37% 7

Table 14, Breakdown of Advisory Service Program
Optimum Scenario

Implementatiaon

35.7%%

Plarining
er

1%

Dlagnosis
10.272 ~—




Table 15. Breakdown of Rescarch Program

Optirmmum Scoenario

: ﬁ’g“,"
Data Base S E"T‘”’"
2.0% -

BV ey

Mgmt. Toola

12.2% e

Dlagnostic Skiix

4.1°2 «
Spaclal Studloes

a1z

Table 16. Breakdown of Training

rograrm
Optimum Sconario

N
\.\
: N
In-House Tralning
~_! 1oz
L
I Sormlnars & Wkshps,
Pr.22

Materlals

172 '



III. SCALE OF OPERATIONS: MINIMUM PROGRAM NEEDS AND OPT{MUM
PROGRAM SI7E

ITIA. CONCEETS USED IN LEFINING TIHE SCALL OF OPERATTIONS

In defining the scale of operations, ISNAR used four concepts:

(a) Minimum Progrem. The minimum program is the threshold which ISHNAR
must attain it its service to NARS will bhe adequately supported by
research and training activities., It is a supply-s:ide concept
describing the critical mass needed at ISHAR: In research to develop
appropriare rocls and management approaches adapted to NARSG; in
training to produce training materials and organize the minimum
number of workshops required tor repgional tosting of the improvea
approaches and or the dissemination o1 information about ISNAR
products; and in alvizory service to provide the minimum level of
service to NARS ensuring adequate peographic and program balance., 1t
implies sustainability and continuous relevance of ISNAR's service
throtugh balanced development of research and training along with the
necessary management and program support.

A

(b) Base Propram ("Essential" in TAC vocabulary). The "base'" program has
both supply and demand considerations. On the supply side, it must
be at least as large as the "minimum" program or critical mass. On
the demand side, the base program may be larger than that implied in
the minimum program if donors and clients believe it is "essential"
for ISNAR, acting In its service role, to reach a larger number of
NARS and have rescurces to produce training materials, deliver
training events, and develop improved management tools that sustain
this service. It represents, therefore, an intersection between
ISNAR's ability to supply, in an efficient fashion, the mix of
activities described in the Medium Term Plan and the essential level
of effective demand expressed by clients and donors. The size of the
base program is to be determined by TAC in the light of the above
considerations.

(c) Additionzl Activities. 1Ii. the present Medium Term Plan, ISNAR has
considered that its bLase program and minimum program may coincide.
However, the TAC and CGIAR may determine that it is "essential" for
ISNAR to have an impact on a larger group of beneficiaries than
implied in the minimum. ISNAR sees "additional" activities as
building on the minimum program in balanced fashion by adding
advisory service, training, and research support in the correct
proportions. These activities are identical in character and balance
to those in the minimum program; thus expansion is a question of
scale. Some "additional'" activities may be considered '"essential" by
TAC and denors and thus included in the "base" program. Beyond this
level, additional activities could be :considered "desirable" in the
terminology proposed by TAC.




(d) Optimum
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rogram. The optimum program represents sustainable level of
operations which maintaing ISNAR’s program balance, is consistent
with ISNAR's management capacities and operational style, and keeps &
balance both among and within activities of the different programs.
TU is the wisvimure nreep am =tas siditional activicies, all of which

may be considered "essenticl" from the point of view of clients and

donors. [v is attainable without lous of efficiency and without
changing the intepratea nature or ISNAR's program and management, [t
is not a firm coximun but it represents a level heyond which ISNHAR

would not artenit to grow in the current planning period. Exceeding
the optimum would mply overly rapid expansion for efficiency and a
likely chang» in the management structure and operating style of
ICHNAR.

ITIB. CCHSYDERATIONS TN DETEXRMINING PROGRAM SI1ZE

ISNAR took four considerations into accourt in defining the gize of its
1988-1992 plan.

(a) Demand considerations - Needs and requests of NARS. YSNAR is a

(t)

service organivation. Az noted in Chapter !, its planning is
therefore continua!lly guided by an estimate of what the policy and
management challenzes tacing NARS are likely to be in the years ahead,
NARS demand ror ISHAR products and services has always outpaced the
capacity of the organization tc respond. This unbalanced

relationship between demand and supply 1s expected ro continue
throughcut the period 1988-19792.

There are 96 MAES in the developing world, all of which could
potentially requese [SHAR collaboration. TISNAR does not a priori
rule out collaboravion with any specific NARS on grounds of size,
state of advancement or regional considerations. It dves, however,
determine its reaponse to requests from NARS on the basls of clearly
defined priority considerations. ISNAR has decided to emphasize in
its rive-year plan activities which have the maximum potential
multiplier. In practice, such a strategy means increased attention
to the RESEARCH and TRAINING programs - both of which generata and
extend improved monagement tools For use by NARS leaders.

Supply considerations — 1SHAR'g cap Lty to respond and produce an
impact on NARS. There are both deptl. and hreadth issues here. ISNAR
obviously wants to work with as many NARS as possihle, while at the
same time ensuring that it is working with any sinpgle NARS
intensively enough to have an impact.
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In the optimum scenario, ISNAR would be able to work with 28 NARS.
This figure is a target rather than a firm commitment. Further
experience in working with NARS will permit more accurate estimates
of the resources required by particular types of activity. Such a
process of continuous evaluation might lead to a redefinition of both
the minimum and optimum plan scenarios for ISNAR.

Gonsiderations reparding the macro_environment. Global
considerations regarding the priority assigned to
institution-buiiding in the CGIAR pley an important role in
derermining the future size of ISNAR. The build-up or NARS
capacities is an imporcant condition for the ultimate success of
global rescarch and technology generation efforrs. Important
resource flows to NARS require a sustained complementary effort to
enhance the capacity of NARS, if maximum productivity of the overall
effort is to be achieved. This conviction is reflected by increasirng
attention assigned by CGTAR members to systematic
institution-building eftorts at the vational level.

Efficiency consziderations related to_prozram size and balance:
Minimum and optimum levels of personnel. The advisory service,
research, and training programs must maintain a balance with each
other - at the same time as they reach a cricvical threshold level.
Direct demands from NARS for cocperative nrograms in advisory service
create an indirect demand for research and training activities. All

three programs must therefore expand together.

In order to maintain such a balance, ISNAR defines its minimum
program size at 34 senior staff and its optimum at 49. These
person-years will be distributed as follows:

TABLE 17. Program Size and Balance

Present Core Minimum (PY) Optimum (PY)
Advisory Service 12 15 25
Research 4 9 11
Training 4 5 8
Program Support 1 2 2
Management/Admin. 3 3 3
24 4 49

Below this minimum level, which may be seen as "essential” from a
capacity perspective, ISNAR's research base, particularly, would be
so weak that meaningful interaction between the three program areas
would be impossible.
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On the other hand, an expansion beyond the optimum level of 49
person-years of senior staff would also change the essential
character of the institution. [n such a case, ISNAR would have to
consider the desirability of a hravier management structure and more
internal differentiation of programs and activities.

For the purposes of this five-yvear plan, ISNAR assumes a growth to
but not exceeding the optimum jevel of 49 person-years of senior
staff.

I7IC. THE MINTIMUM PROCRAM: AN ESSENTIAL SET OF ACTIVITIES

The minimum program is pased on the interdependence of ISNAR's three
progvams, and is designed te enable TSNAR to perform four essential
functions.

(a)

(b)

(c)

(d)

Within its advisory service program, to cooperate with 22 NARS. This
number is a minimum if ISNAR is to be able to develop useful
cross-national comparisons of agricultural research policy and
management. Iptensive involvement with 22 NARS ensures sufficient
diversity in terms cf size, structure, and resource availability.

Within its research program, to build-up a database on NARS, to work
on the developmenc ol new approaches and touls in 214 of e twelive
management aress noted in Chapter 1 and to maintain a basic
diagnostic ecapacity in the remaining six areas. If the number of
senior person-years available to ISNAR were to fall below the mirimum
level of 34, the number of management areas which could receive
adequate attention would have to be reduced. The research program
could ne longer provide the backstopping required by training and
advisory soervice.

i
!

Within its training program, to develop training materials and to
conduct at least nine seminars and workshops per year (ore global,
four regional, and four natlonal). Once again, 1f fewer than 34
senior person-y:ars were to be available, ISNAR would have to reduce
its commitment to training to even lower levels.

Within its program support and general maragement, to maintain an
appropriate balance relative to advisory service, research, and
training programs. Senior support and management personnel are at a
minimum; any level of senior person-years below 34 would involve
fewer resources for the three main ISNAR programs.
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The 34 senicr person -yearc in the minimam plan are divided as follows.
The size of this minimum plan is in line beth with the recommendations of
the CGIAR task force which led to the establishment of ISNAR and with the
findings of ISNAR's first external reviev.

TABLE 18. The Minimum Progsram

Senior Person-Years Percent
Advisory Service 15 44
Researcih 9 26
Training 5 15
Program Support 2 6
Management 3 _9
34 100

On baiance, the minimum program represents the sum of eszential
activities that together constitute a viable program. Furthermore, it
represents a nucleus around which to build a larger program with expanded
impact potential.,

IIID. THE OPTIMUM PROGRAM: BUILDING UP TO OPTIMUM SIZE

The optimum plan strikes a balance between projected requests from NARS,
probable impacts on NARS, eftuctive and efficient use of resources, and
internal management capacity. It is intended to enabls ISNAR to carry
out its three programs:

(1) Within jts advisery service program, to increase both the breadth and
the depth of cellabeorarive activities with NARS. In terms of
breadth, adsption of the optimumn plan will mean that the number of
NARS with which ISNAR can have intensive involvements will rise to 28
(from 22). in terms of depth, it will increase the intensity of
ISNAR involvement with selected NARS throupgh the assignment of ISNAR
staff to management advicory positions.

(b) Within th¢ rescarch program, to allow work on not only the twelve
management are s noted in Chapter 1, but also on special studies.

(c) Within its training program, to move from the modest level of 9
training events per year to approximately 19 events, Management
training is one of the areas of hiphest derand to I[SNAR from NARS.

Table 19 shows the distribution of program activities, program output,
and resource requirements under both the minimum and optimum scenarios.
Table 20 shows the allocation of person-years to ISNAR programs under
both scenarios.



Table 19.

Program Activities, Progr

1 Output _and Resource Requircments under the Minimsn and Optimum Scenarios

__Minipum (essential activities})

1.
Activitires/COutputs

Additional activ
‘v'i

cies

Optimran progran

1
ties/Outputs

Resources Rescurces Acti Resources Activities/Qutputs
PY  H) RA . PY ) EA o PY HQ FRA
Adv. Service 15 14 1 Collab. system-buiiding with 10 4 & Collab. system-tuilding with 2 18 7 Collan. system-vuilding with
to NARS 22 NARS: & NARS: 20 NARS:
4 4 - *Diagnosis: 3 system reviews i 1 - *"Diagnasis: system review 5 5 *Diagnosis: 4 <ystem reviews
2 2 - *Planning: 2 long term plans 6.5 6.3 - *Planning: 1 long term plan 2.5 2.5 "Planning: 4 iong term plans
8 8 - *Impl.: Collab. with 16 NARS 2.5 2.5 - “impl.: Coilab. with 4 NARS 10.5 1C.5 *Impl.: Collab. with 20 NARS
1 - 1 "Mgt. specia’ist in 1 NARS 6 ~ 6 *Mgt. speciaiists in € NARS 7 ~ 7 Mgt spec-aiists in 7 MHARS
Research 9 Generation of anow./mgt.tools 2 Generatizr of know./mgt.tools 11 Generaticn of know./mgt.%cols
1 "Knowindge base on NAKS 1 *Hnowledge base o NARS
6 *Management todls + concepts 6 *Management tocls + concepts
2 *In-house diagnostic capacity 2 *In-house diagnrostic capacity
2 *In-decpth studies on priority 2 "In-depth studies aon priority
managemant issues management icsues
Training 5 Build-up of mgt. skillg: 3 Buiid-up of mgt. skills: 8 Build-up of mgt. skills:
2 *Dev. c¢f triining materials 2 *Dev. of training materials
2.5 *formal training:9 workshops: 3 *formal training:10 workshops 5.5 *formal training:i19 workshops
- 1 interregional workshop ~ 1 dinterregional workshep - Z interregicnal workshops
- 4 regioaal workshops - 1 regional workshop - 5 regicnal workshops
- 4 nat. training cocurses - & nat. training courses - 12 natiznal workshops
0.5 *In-house training 0.5 *In-house training
Program 2 Publicaticns/info.dissem. 2 Publicaticns/info. dissem.
Support Library/documentation Library/documentztian
Program and dev. coord. Pregram and dev. coord.
Management 3 Management 3 Maragenient
Admin. Administration & Finance Administration & Finance
Total 34 (33) (1) 15  (9) (6) 49 {(42) (7))
Note: PY : Person-year of senior staff
HG Headquarters based staff
RA : Research manajgement specialists olaced in NARS

%3
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ITIE. THE PATTERN OF PROGRAM GROWTtI

ISNAR's objective in staffing is to reach the critical mass that it requires
to implement its medium-term plan as scon as is feasible. Such a critical
mass - which has been described in the "minimum" program - is defined as 34
senior staff person-years, The target date for reaching thiz level is 1990.
In a parailel effort, complementing this minimum program by a set of
"additional™ activities, ISNAR strives to reach its optimum program in 1991,
At that time, ISNAR will have a total of 49 senior staff person-years. Such
growth of 16 person-years (over its present size) represents an increase of
48% over the four-year growth period. This plan implies a gradual and
parallel build up of program staff uuder both the minimum and optimum
scenarios. (See Table 24.)

Such growth is realistic. ‘the table below chows both absclute increwses in
staff size and annual per2entage changes.

TABLE 21. Agpregate Growth Under Minimum and Optimum Scenarios

Minimum Additional Qptimum
Preserit level 25 8 33
Target level 34 15 49
Absclute growth 9 7 16
Percentage growth 36% 887% 48%
Target date 1990 1991 1991
Average yearly
growth (PY) 3 1.75 4
Average annual
percentage growth 12% 22% 12%

When seen in terms of year-t. -year growch, such a build-up is modest when
compared to the demand for ISNAR services. 1ISHAR manapgement and nrogranm
structure have the capacity to absorb this growth. The table below provides
annual figures.

TABLE 22. Annual Growth under Minimum and Optimum Scenarios

Minimum __Additional Optimun
PY % Change PY % Change PY % Change
1987 25 - 8 - 33 -
1988 28 12% 10 25% 38 15%
1989 L 11% 11 10% 42 11%
1990 34 10% 13 18% 47 12%
1991 34 - 15 15% 49 4%

1992 34 - 15 - 49 -
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Table 23. Growth in Senior Staff Level For
Optimum and Minimum Scenarios

Yecrs

erscn

-
=

1989

Optimwun Scenario

P -l . =
-MlmrnUIn Scenario E:




Table 24.

Build Up_of ISHaR Program - Pattern of Growth (1988 — 1992)

AL Evolution_of resource requirements (senior person-years — PY)
1986 1987 (Est) 1988 1989 1990 1991 1992

Min. Add. Opt. Min. Add. Opt. Min. Add. Opt. Min. Add. Opt. Min. Add. Opt. Min. Add. Opt. Min. Add. Opt
Advisory Service to NARS 12 3 15 12 5 17 13 6 19 14 7 21 15 9 24 15 10 25 15 10 25
Research 4 1 5 4 2 6 6 2 8 2 i0 9 2 IR 9 2 1 9 2 1
Training 4 - 4 4 1 5 4 2 5 3 2 6 5 Z 7 5 3 8 5 3 8
Program Support 1 1 2 2 - 2 2 - 2 2 - 2 Z - 2 2 - 2 2 - 2
Management & Administration 3 - 3 3 - 3 3 - 3 3 - 3 3 - 3 3 - 3 3 - 3
Total 24 5 29 25 g8 33 28 19 38 N 11 42 34 13 47 34 15 49 34 15 49
B. Yearly additions projected (senior person-years — PY}

1987 (Est} 1988 1989 1990 1991 1992
Min, Add Opt. Min. Add Opt. Min. Add. Opt. HMin. Add. Opt. Min. Add. Qpt. Min. Add. Opt.

Advisory Service to NARS 1 1 2 1 1 2 1 1 2 1 2 3 - i 1 - - -
Research - 1 1 2 - 2 - 2 1 - 1 - - - - - -
Training - 1 i - 1 1 - - 1 - i - 1 1 - - -
Program Support - - - - - - - - - - - - - - - - - -
Management & Administration - - ~ - - - - - - - - - - - - - -
Total 1 3 4 3 2 ) 3 1 4 3 2 5 - 2 2 - - -
Notes:
Hin. : Mininum program (iower boundary of essential activities)
Add. : Additional activities once critical mass achieved.

Opt. : Total requirements under "optimum” scenario.

_LE_



Table 25. Total Staffing for Minimum and Optimum Scenarios by ISNAR Program

(in person years)

1987 1988 1989 1999 1991 1892
Estimate Proposal Proposal Proposal Proposal Proposal
Min. Add. Opt. Min. Add. Opt. Min. Add. Opt. Min. Add. Ont. Min. Add. Opt. Min. Add. Opt.

Advisory Service to NARS

Senior Staff 12 5 17 13 6 19 14 7 21 15 3 24 15 10 25 15 10 25

Support Staff 7 1 8 7 2 9 8 3 11 9 3 12 9 4 13 9 4 13
Research

Senior Staff 4 2 6 6 2 8 8 2 10 9 2 1 9 2 1 9 2 1

Support Staff 5 3 8 9 3 12 10 3 13 n 3 14 N 3 14 N 3 14
Training

Senior Staff 4 1 5 4 2 6 4 2 6 5 2 7 5 3 8 5 3 8

Support Staff 2 1 3 2 2 4 3 1 4 4 1 5 4 2 6 4 2 6

Program Support

Senior Staff 2 0 2 2 0 2 2 0 2 2 0 2 2 0 2 2 0 2
Support Staff 6 0 6 6 0 6 7 0 7 7 0 7 7 0 7 7 0 7
Management
Senior Staff 3 0 3 3 0 3 3 0 3 3 0 3 3 0 3 3 0 3
Support Staff 10 0 10 10 0 10 10 0 10 10 0 10 10 0 10 10 0 10
TOTAL
Senior Staff 25 8 33 28 10 38 31 11 42 34 13 47 34 15 49 34 15 49
Support Staff 30 5 35 34 7 4 38 7 45 1 7 48 41 9 50 1 9 50
Notes
Min.: Minimum Scenario {lower boundary of essential activities)
Add.: Additional activities once critical mass achieved

Opt.: Total requirements under "optimum" scenario

- QC
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The growth pattern of individual programs is reflected for Senior Staff
in Table 24. Table 25 shows this same growth for both Senior and Support
Staff. High priority has been assigned to the rapid build-up of ISNAR's
research base. Such a build-up is essential if ISNAR is to maintain the
quality and relevance of its advisory service program and to provide
products which its training program can disseminate. Even this rapid
growth of research, however, requires the setting of priorities among the
12 critical policy, organization, and management issucs identificd in the
[SNAR strategy. Such priority setting ensures that [SNAR will not go
beyond sustainable levels of research activity and that its three
programs will remain in balance. Overall program growth in research is
five person-years, with the main increase (four person-years) occurring
early in the planning period (1083-1989), The addition of one further
person-year in 199¢ will bring the research program to its optimum
strenpth.

All five person years to be added in research will be considered part of
the minimum program. Thus, in che optimum program size of eleven person
years, nine will be part of the miunirum (escential) progzram and two in
the additional {desirable) category. This breakdown reflecis the
critical function of the research vrogram at ISNAR.

The advisory service program will grow by eight person years, three in
the essential program and five in the desirable catepory. This projected
grovwth is spread fairly evenly over the four-year period 1988-91,
permitting a gradual expansion and intensification of ISNAR collaboration
with NARS. Three of the eight additional positions will be posted to
NARS, thus bringirg the total of outposted positions to seven.

The expansion of the training program by thres person years, raising the
total from five to ciche Wwill ocenr reiavivoly late in the

guinquennium.  This veflects the logical scquence of development in which
advisory svrvice and research activities prepare the basis for such an
increase. Of the three additions, one will fall in the essential program
and two in the addivioral (desirable) crtegory. In the optimum program
five will be in the essential category and three in the desirable. The
intention is to maintain a strong capacity to prepare and deliver adapted
training materials vo a wider audience than can be reached by direct
advisory service activities.

Throughovt this planning, the emphasis has been on maintaining the
logical balance among the three ISNAR programs while sequencing the
growth to use resources most effectively.,

IV. FUNDING IMPLICATIONS

IVA. COST ASSUMPTIONS

In preparing this program and budget, ISNAR has used the senior staff
person-year (PY) as the basic unit of account. The use of a standard
cost per PY is possible because of the basic similarity in cost strurtvre
across the three ISNAR programs. With the absence of departmental
boundaries, and the participation of all staff to some degree in each of
the three programs, the use of a standard cost per PY facilitates
planning on the basis of decentralized projects.
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The average cost of a PY in this medium-term plan is $199,000 in 1987
dollars. The breakdown of this figure is as follows:

TABLE 25. Structure of Program Costs

Senior Stafr Personnel Cost 53%
Support Staft Pergsonnel Cont 18%
Travel 11%
Communications 4%
Office QOperations, Supplics 3%
Indirect costs (share otf rent, facilities) 11%

Total 100%

These costs are averapes across the three programs. All three programs
Invelve rouphiy similar amounts of travel, commiuiications, and
headquarters-based cousts so that diffarences snong them may be ignored
tor budgeting purposcs. A slightly higher allocation te support
personnel in the rescarch program (for research assistanrs) is offset by
slightly lower travel costs,

The figure per PY 1s 2 moderate incrsase over the figure used in recent
years. This increase has been hrought about by two factors: (a) an
effort to bring ISNAR satary levels into line with those of comparable
organizations, and {(b) an increase in the level of support provided to
senior staff. By 1942, the ratio of senior to support staff will be
approximately l:1. The cost of an average member of the support staff
has been calculated using a composite of sceretarial and research
assistant costs.

The basic cost per PY is expected to remain stable over the period
1988-1992, rising only 2% per annum in real terms.

A standard price provision (for inflation) of 3% per year has been
applied for the entire 1988-1992 pericd.

In the resource summary tables, the difference between programs in the
cost per PY (i.e., total program cost divided by number of PYs) is
explained by direct costs which are specific to each program. In the
calculation of these direct costs, we have included the following items.

1., Research Program
* $50,000 per year for contract research

2. Training Program
* $80,000 each for inter-regional workshops
*  $60,000 each for regional workshops
* $25,000 each for national-level workshops

3. Program Support
* $237,000 for publications and documentation costs.



The provision for contract research is designed to rfacilitate the
catalyst role which ISNAR hopes to play in encouraging cellaburative
research on critical management issues. 1In particular, it can provide
seed money for the development of proposals, jointly with NARS
professiornals or researchers in universities, to stimulate research into
agricultural research poliecy, crzanizarion, and management.

The provision for tvainiug cvents is desipned to enable ISHAR to host one
inter-regional workshop un apricultural rescarch manapement per year,
four regienal werkshops (one in each of the four peopraphic regions), and
at least feour national--level workshops. Such a commitment ensures a
minimum response capacity of ISHAR's training program to training needs
arising in the course of its collaboration with NHARS. It i3 expected
that longer training events at the national level will bhe supported by
national or special project funds,

It is also necessary for ISHAR to maintain its own institutional
infrastructure. Capital expenditure has traditionally becn low at

ISHAR. An allocation of §$75,000 per ye~r up to 1990 and of $50,000 per
year thereafrer is expected to fund: (a) the expansion of office
furnishings and equipment to accommodate the projected growth of staff up
to 1990; and (b) after rthat, the periodic upgrading of computer and worda
processing equipment.

To ensure operational flexibility, the working fund is projected to grow
in line with program expansion up to a target level of 2 months operating
expenses. This build-up will take place gradually over the period
1988~92,

IVB. RESOURCE REQUIREMENTS

The fina :ial requirements of the proposed program reflect several trends.
(Tables 27 and 28)

1. The gradual bulld-up of ISNAR's personnel base to a senior staff
strength of 34 person-years under the minimum scenario with an
additional 15 person-years in the additional (desirable) category.

2. An increase in the level of support to senior staff in the form of
research assistance and computing services. loth of these additiuns
will increase the productivity of senior staff.

3. An increase in the role that research will play at ISNAR in
supporting the advisory service program arnd in the development of
training materials.

4. An increase in the number of training events that ISNAR can deliver.
The minimum (or base) program provides the nucleus on which desirable
activities can build.



Table 27. Summary of Resource Requirements (1988 — 1992)
(1987 - $ 000)

1987 1988 1989 1990 1991 1992
Staffing: Senjor Person Years (PY) 33 38 42 47 49 49
~Minimum 25 28 31 34 34 34
-Additional 8 10 11 13 15 15
Program Regquirements 7.109 8.410 9.564 11.046 11.692 11,908
-~-Minimum 5.438 €.220 6.954 7.712 7.862 8.012
-Additional 1.671 2.190 2,610 3.334 3.830 3.896
Real Increase (%) 22.7 % 15.5 % 12.0 % 13.4 % 5.5 % 1.8 %
~Minimum 19.7 % 12.6 % 10.5 % 9.8 % 1.9 % 1.9 %
-Additional 32.6 4 23.7 % 16.1 % 21.7 % 13.0 % 1.7 %
Capital Requirements
-Minimum 50 75 75 75 50 50
-Additional 0 0 0 0 0 0
Working Fund
-Addition to Working Fund 100 150 150 100 106G 100
~Level of W/F (Non-Add) (750) (900) (1.050) (1.150) (1.250) (1.350)
Price Provision 0 253 540 871 1.222 1.579
~Minimum 0 187 396 627 863 1.103
-Additional 0 66 144 244 359 476
Income (200) (100) (100) (100) (100) (100)
Total Requirements 7.259 8.888 10.329 12.092 13.064 13.637
~Minimum 5.388 6.532 7.475 8.414 8.775 9.165
—-Additional 1.671 2.256 2.754 3.578 4,189 4,372

Note: Minimum refers to the essential or base program. Additional brings program up

to optimum scenario.



Table 28.

Program

1.

Advisory Service to NARS

-Minimum
~Additional

Research

-Minimum
-Additional

. Training

-Minimum
-Additional

Program Support

~Minimum
-Additionai

Management & Administration

-Minimum
-Additional

TOTAL

x

—Minimum
-Additionral

In constant 1987 dollars

1986 ACTUAL

Resource Requirements 1988 - 1992

by Program

1987 PLAN

PY_AMOUNT
15 2.669
12 1.858
3 811
5 915
4 611
1 304
4 739
4 654
- 85
2 445
1 445
1 _
3 974
3 795
- 175
29 5.742
24  4.367
5 1.375

PY AMIUNT

17

~N S

—n

rN N

w

.10$

.438
.671

(1987 - $ 000)*

1988 PROPC 1389 1950 1991 1992
PY AMOUNT PY_AMOUNT PY_AMCUNT PY AMOUNT PY_AMOUNT
1y .781 21 4.263 24 4.968 25 5.275 25 5.375
13 587 14 2.842 15 3.105 15 3.165 15 3.225
5 .194 7 1.421 a 1.863 0 2.1 10 2.1580
8 .642 10 2.081 11 2.329 1 2.374 n 2.419
6 244 8 1.675 9 1.915 5 1.952 9 1.989
2 3G8 2 406 2 414 2 422 2 430
6 .534 5 1.738 7 2.237 8 2.502 8 2.543
4 136 4 855 5 1.130 5 1.204 5 1.227
2 £98 2 783 2 1.057 3 1.298 3 1.316
2 235 2 648 2 661 2 674 2 687
2 635 2 648 2 661 2 674 2 687
3 818 3 834 3 851 3 867 3 884
3 8ib 834 3 851 3 €67 3 884
38 -410 42  9.564 47 11.046 49 11.692 49 11.908
28 .220 31 6.954 34 7.712 34 7.852 34 8.012
10 -190 11 2.610 13 3.334 15 3.830 15 3.896

_Ef?_
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A growth in funding requirements which reflects an increase in staff
size rather than major new capital expenditures.

PROGRAM ARD BUNGET PROPOSAL FOR 1988

(a) Planned Activities

1988 is the first year of the medium-term plan. The program and
budget proposal for 1988 represents the first phase in the
implementation of ISNAR's strategy to strengthen NARS. It reinforces
the concept of I3NAR as a service to NARS in which the quality of its
product and its overall impact are enhanced through research and
training activities. Senior staff will grow by three person-years
under the minimum scenario.

Within the advisory seivice propram, 1938 activities include a small
increase in the number of NARS with which ISNAR undertakes intensive
cooperation. It will work witn 3-4 countries in carrying out
diagnostic reviews and will engage in long-term planning exercises
with an additional 2-3., This increase will require the addition of
one person-year to the program. It also expects to work with some 18
NARS in strengthening particular components of their organization and
management. Resources for 20 of these 24 NARS involvements are
provided for in the base budget. In 1988, ISNAR expects to have 4-5
research management specialists outposted to NARS. Approximately 50%
of the advisory service effort will go to sub-Saharan Africa.

In research, the addition of two senior person-years in 1983 will
permit 1ISNAR to build toward the level of resources which is
necessary to maintain a solid database on NARS and to generate
improved management tools for use by NARS leaders. The resources
devoted to research on the six critical ranagemenr issues selected
for intensive attention will be approximately two-thirds of the level
which ISNAR considers essential under its minimum scenario. ISNAR
recognizes, however, that a gradual tuild-up to a sustainable level
of research is possible. Funding for two senior person-years of work
on special studies has already been secured.

In training, a high priority for 1988 is the development of training
materials. Two person-years are therefore assigned to this
activity., The training program will continue to provide a forum for
the transmission of improved management techniques and to act as a
vehicle for the feedback of client needs to ISN’R's programs. In
1988, ISNAR plans two inter-regional workshops, four regional
workshops, and 7 rational training courses (six of which will be
supported from special project funds). Staff level in the training
vrogram is not expected to change between 1987 and 1988.

These three program areas are supported by a publications and
information service,

(b) Resource Requirements

The resource requirements for the 1988 program are summarized in
Table 28.
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VI. CONCLUDING OBSERVATIONS

The preceding pages have presented the ISNAR Medium-Term Program for the
period 1988-92., The document has dealt with the critical issues of
program scale and balance, the viability and sustainability of the
program activities in the time frame discussed, the relevance of the
strategic choices made, and the flexibility of the program to adapt to
changing conditions.

Decisions taken with regard to program balance take account of the
interdependence of ISNAR's advisory service, research, and training
activities. ISNAR is a service to NARS and continues to devote more than
50% of 1ts resources to advisory service work. At the samec time, it is a
research-based service winich recognizes the important role that
continuous synthesis of experience and development of improved management
approaches will play in maintaining the quality ot its products. ISNAR
will be devoting slightly more than 20% of its resources to research by
1992. Training plays an essential role in achieving a broad impact from
ISNAR's work through the aissemination of its accumulated knewledge about
the functioning of NARS. As the products oy research become more
avallable for inclusion In training =svents, the training program will
absorb between 15% and 20% of resources.

In order tou achieve integration of its three programs, 15NAR has adopted
a non-hlerarchical and non-departmentalized m=2nagement structure in which
all staff contribute to some degree to all three programs., Its
decenzralized management approach, based on clearly defined projects,
facilitates the interaction of staff and keeps management costs
reasonably low.

The integrated program, with three program objectives, is presented here
as consisting of two components:

a. a "minimum" program consisting of activities which are considered as
"essential" to ISHAR's long-term viability, and

b. an "optimum" program which builds on that base and complements the
set of essential activities with a set of additional (desirable)
activities,

The medium-term plan, therefore, defines those "essential" activities
which ensure the sustainability and the relevance of ISNAR's service to
NARS over the long term. The resources devoted to research ensure that
the content of the ISNAR program can evolve with the changing patterns of
NARS' demand, while resources devoted to training ensure that ISNAR's
impact can be as broad as possible.

A set of additional activities builds on the nucleus which is guaranteed
in the minimum program. From a functional point of view, even these
additional activities are clearly essential to the NARS and fall fully
within the mandate of ISNAR. They deal with critical issues of
agricultural research policy, organization, and management which are
recognized as important in the ISNAR strategy. In qualitative terms,
they are identical to the "essential" activities in the minimum program.
They represent an expansion in scale.
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It will be for TAC to determine to what extent those additional
activities fall into the essential vs the desirable category. This
decision will be guided, In part at least, by such global considerations
as tne Importance the CGIAR will want to allocate in the quinquennium
ahead te Institution-building activities of the kind provided by ISNAR.
It is these considerations that will lead to the determination of ISHNAR's
base program.

The plan is a dynamic cne.  {t serves as a framework for yearly
programming »nd budgeting. An annual Internatlonal research management
workshop end program consultation provides a4 mechanism for adjusting the
program in lisht of the nevds of NARS. The non-hierarchical structure of
ISNAR and intzpration of {tg programs provide the mechanisms for
resources toe be reallocated across and within programs in the light of
changing demanas.,

The aim otv the [SHAR stratepy and the present medium-term plan is fo
guarantee a program structure and tirm ingtitutional base on which an
expanded scale of research activities can be built, along with the
corresponding increases in services and training that this expansion
implies. I1SHAR’s optimum program reflects a scale which is appropriate
for the propram balance and management structure of ISNAR. 4 larger
scale is consisteat with the program structure but would likely involve a
more hierarchical and departmentalized management structure which would
change the nature of ISHAR as an instirution.



~ 47 -

ANNEX
Presentation of ISNAR Program Using
TAC Classification of CGIAR Activities

No:es on the Procedure

The exercise has been a useful one which has encouraged an explicit look
at individual 15NAR activities and the specific objectives of the program
thrust to which they are attached. During the course of the exercise, we
have identified not only the input-output relaticnship, but also the
nature of the client and the need that such an activity serves. For
iSNAR, as a service te NARS, this helps to clarify the priority choices
that are made.

Although ISNAR has been anle to distribute its activities across the
suggested codes, the essential coherence of ISNAR's program thrusts, and
the contribution of the activities to thesge thrusts, is not highlighted
by the process. ISHAR activities distribute fairly well across
Activities 15-20.

The following points might be considered, if revisions of the glossary
are planned:

(1) From ISNAR's perspective, there appear to be two overlapping
categories in the training area which might be clarified if the
product is used as a criterion for classification. Tralning falls
under human resource enhancement {Activity 15) and Workshops fall
under Activity 16. Both of these aim at imparting skills to the
participants and could be part of the same activity. Conferences and
seminars aim at information exchange and awareness of new technology
or approaches aud belong under the same cavegory.

(2) There are gome ISNAR activities that fall in several categories and
it might be desirable to admit some form of pro-rating system for
classifying activities. Develcpment of priority setting
methodologies, ror example, may involve rescarch on procedures
(Activity 18), policy analysis (Activity 24) and research on research
(Activity 26).

(3) There is no adequate place to put certain activities that for ISNAR
imply significant resource commitments, One example is the
development of training materials which is not appropriately covered
under the descripticn of human resource enhancement and not under the
various social sclence research activities (22-26).

(4) All Centers are likely to be involved in the developmen: and
maintenance of databases (agroecological zoning, state of NARS,
etc). Such activities may well constitute a special category in the
glossary, since they do not fall appropriately under "dccumentation
and dissemination" and, may by nature of the activity involve special
skills and resource commitments that are separable from the research
activities they support,.

The ISNAR sctivities have been classified to those reported in the
glossary according to their principal characteristic without an attempt
to pro-rate them among several secondary activities. Program support and
management account for the remaining 4 person-years in both optimum and
minimum scenarios.
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Table 29, STAFFIRG LEVELS FOR MINIMUM SCENARIO
BY TAC GCLASSIFICATION OF CGIAR ACTIVITIES
(in person years)

Activity Description 1987 1988 1989 1990 1991 199;
15 IHuman Resource Enhancement
Senilor Staff 3 3 3 3 3 K
Support Staff 1 1 2 2 2 y
6 Conferences, Seminars, Workshops
Senior Staff 1 1 1 2 2 Z
Support Staff 1 1 1 2 2 2

17 Documentation and Dissemination

Senior Stafft 1 1 1 1 1 1

Support Staff 5 5 6 6 6 6
18 Research on Procedures

Senior Staff 3 5 7 8 8 8

Support Staff 4 7 8 9 9 9
19 Counselling and Advising NARS

Senior Staff 12 13 14 15 15 15

Support Staff 7 7 8 9 9 9
26 Research on Research

Senior Staff 1 1 1 1 1 1

Support Staff 1 2 2 2 2 2

Management and Program Support

Senior Staff 4 4 4 4 4 4

Support Staff 11 11 11 11 11 11

TOTAL

Senior Staff 25 28 31 34 34 34

Support Staff 30 34 38 41 41 41
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Table 30. STAFFING LEVELS FOR OPTIMUM SCENARIO
BY TAC CLASSIFICATION OF CGIAR ACTIVITI®ES
(in person years)
Activity Description 1987 1988 1989 1990 1991
15 Human Resource Enhancement
Senior Staff 4 4 4 5 5
Support Staff 2 3 3 4 4
16 Confercrces, Seminars, Workshops
Senior Staff 1 2 2 2 3
Support Staff 1 1 1 1 2
17 Documentation and Dissemination
Senior Staff 1 1 1 1 1
Support Staff 5 5 6 6 6
18 Research con Procedures
Senior Staff 5 7 9 9 9
Support Staff 6 10 11 11 11
19 Counsejling and Advising NARS
Senior Staff 17 19 21 24 25
Support Staff 8 9 11 12 13
26 Research on Research
Senior Staff 1 1 1 2 2
Support Staff 2 2 2 3 3
Management and Program Support
Senior Staff 4 4 4 4 4
Support Staff 11 11 11 11 11
TOTAL
Senlor Staff 33 38 42 47 49
Support Staff 35 41 45 48 50

w

25
13

49
50



