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ISNAR MEDIUM-TERM PLAN (1988-1992)
 

I. THE ISNAR PROGRAM: AR 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 products 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 with 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 present the ISNAR plan for the
 
five-year period 1988-1992; and (2) to present the ISNAR plan and budget
 
for 1988, the first year of this quinquennium.
 

It seeks to provide answers to several questions.
 

(1) What decisions bas 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 1992?
 



Table 1. The ISNA R program: goal, progran objectives, activities and program outputs 

CGIAR goal 

on ibt ncreasing sustainable f proucton in
 

developing countries
 
CGIAR objectives 

relevant to ISNAR - Strengthening national research capacities
 

-mandate Improving the policy environment
 
-Strengthening the integration of efforts
 

ISNAR goal 

To assist developing countries 
to improve the effectiveness 
and efficiency of their NARS through enhanced capacity in the 

.tcas of research policy, organization. and management 

ISNAR products - Improved managementprogram objectives n~atioal agriculturalconcepts and tools Mr fetvprogra objetivesresearch systems 
 mnMnreoef fecrve 

______E_ 
to NARS F Trang 

Eapsidcd Imtproved ciri-kn b55 cepts.tools. and tn-house tn-derpth studics Analysis ofmethods for 

Pi o up mnterials Cotahorative


rogram output rnlg i on pority issue NARS'strengths System-biuildins More cf(ecoverogra on NARS |gudel es for system and stratcgies structures Training Ditsemnination
and weaknesses of knowledgebtch A in c mpoinn Long-term plans Improved huild-up of

and development rcs-arch manage­intermediate products Designs for .trganizAtioncsrchpItsi nlys of management ment expertise
sysiem-buld:n More efficient skills

and managem. nt 
projet... .u 

I t 
. . 

Tl mpl mlla hi
Dcvcloomcni Development and Build-upof 

n. 
Collarative Dgo.i planinrtnin Develpment o Forma training 

Colbrtvugi i: Psn Fstrengtheningand.nalysis adaptat oiof ISNAR'$ 
lvlpn!o Fomlrinn: Informal training:research *System reviewActivities of dala base .Des'gning systcm- orgamzalion and training materialsconcepisand diagnostic aind .Planning-on NA RS projects .Constraint In-house traininglools on priority analytic budding strategies

Synth,,of Comparative analysis management organizalion. and .Fello-shiptopicsinresearch Dcveloing- otISNAR t capacityiis tc analysis plans programtSNA p;l .Adaptation and tanngcourses
espericncc ottn ral in ipplicationot 

I nFormulating trirngran 
workhop. andsystem-building improved Sem nar
Activity in 

Activiy in ogramVpro)CM3 management toolsTAC Glossary 26 18 Spcialized advice18 1W26 J 1 on 1 15 15/16pit
Resources/ 
'I I I 
 I I IInputs (PY) i7 F" W l W5Z 
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IA. THE CIIALLENGE: ISNAR'S ROLE IN THE CGIAR SYSTEM
 

The rationale for the creation of ISNAR had three parts. (a) Agricultivral 
growth is the basis for rural socioeconomic change. (b) Such growth can 
only occir 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 proe' ess in many national agricultural research systems (NARS) 
depended largely on imp roved planning, orgaitization, and management. The 
task force which recorrLmended the creation of ISNAR even went so far as to 
say that- management weaknle.-:; wa; "at the root of the (agricultural 
research) ')roblem in most countries'". 

lB. 1i1E ISNAIR MANI)ATI? 

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

Such a mandate clearly sets ISNAR apart from other agricultural research 
and development institutions in the international community. Past 
concerns in agricultural research have been mainly for the development of 
new technologies and for the growth of professional staffs. Much still 
remains to be done in both areas. But relatively few institutions have 
been willing to take on long-term commnitments "at the level of overall 
research planninp,, organization, and management". ISAII 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 conti'uution 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.
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ID. THE ISNAR 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. TI FOCUS OF ISNAR'S PROGRAM: 12 CPIICAL FACTOIRS 

On the basis of its experience, ISNAR 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 FACTORS IN BUILDING EIFFECTIVE NARS 

The Policy Context of Agricultural Research
 

Interactions between national development policy and agricultural
 

research
 

Formulation of agricultural research policy: priority setting,
 

resource allocation, and long-term planning
 

Structure and Organization of Agricultural Research
 

* Structure and organization of research systems 

* Linkages between NARS and policymakers 

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

agricultural technology
 

* Linkages between NARS and external sources of knowledge 

Management of Agricultural Research
 

Program formulation and program budgeting
 

* Monitoring and evaluation 

* Information management 

* Development and management of human resources 

* Development and management of physical resources 

AArniibitq finn nnrl m--n-q a mi'nt- rnf F~nn tf-4nI rcocri1,,,'a 
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IF. CONSIDERATIONS IN BUILDING ISNAR'S FIVE-YEAR PLAN
 

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

(a) Most important, the riecds of and requests from NARS. ISNAR is a
 
service organization. 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, aiud for management training
 
in particular subjects.
 

(b) Balance between programs. ISNAR's three programs are complementary
 
in their contribution to NAPS 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 Serv",,t, (50%), Research (20%), Training (20%),
 
Program Support (5%), ami General Management (5%).
 

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

(c) Balance within programs. Just as there are interdependencies between
 
programs, so there are interdependencies within them. In its
 
planning, ISNAIR 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
 
therefore include in its ,"anning an estimate of its capacity to work
 
with NARS at many different stages of the management development
 
process.
 

(d) 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%
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II. PIOGRA OBJICTlVES: 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 an! the resorc es t i matedcl are bas ed on il 
optimum scenario. This scenaric is one of two which 1SNAP has prepared
 
for the period 1988-192. The other is a minimun one, which provides for 
a nucleus or critical mass of personnel. ISNAR requires 34 person-years 
of senior staff time if it: i to carry out a basic sustainable program. 
The opt im-t1 scenario provides ini 49 person--,aI, of seni or staff time. 
With this level of resourc.e , I PR wi.ll be able to develop tie type of 
program which makes it it!tintp h.seda it research service. 

Both scenarios are deccih. in detalI throughout this report, as are 
plans for reachti, t p "pti uin a'v., 

IIA. ADVISORY SERVICE'l" '0 NARS 

The advisory nprvicc piogram roantitut :as ISNAR's central thrust. Its 
objective i s t.o ass i st NARS in the strengthening of their policymaking 
and management c at.ab itie . I , AR staff in this program work directly 
with NARS leaders to Identify appropriate management strategies and to 
develop new management procedures. By 1092, iSIIAR expects to be working 
intensively with approximately 28 NAPS in its advisory service program. 

The question of which NAPS to select for intensive cos>erati,]w is ail 
important internal manageinit .sup. Th, first prerequisite, of course, 
is the presence of a clear and specit fi request from a NARS for an 
activity within ISNAP's mandate. ,ut requts continte to run beyond
 
ISNAR's cipacity to respond. 
 Crite[ia which ISNAR then uses to detertine 
the intenity and duration of its c amitmpt inctut the relevance to its 
mandate of the job t:o be done, equity in the choice of countries, 
probable impact, the commatment of t:he NAPS to strengthening its 
policymaking and manage:nent, the Existence of poss ible donsiation 
effects" for other NAPS, geographic spread, and efficiency in the use of 
resources. These criteria are discussed at length in the 1SNARmore 
strategy publication. 

ACTIVITIES WI[TItiNADVIfOfHY SERVICE. The advisory service program carries 
out three types of activities: diagnosis, planning, and implemencation.
 

(a) Diagnosis. Reviews of NAPS to identify constraints to effective 
policymaking and management. 

(b) Planning. Developmcn of strategies and plans to overcome these 
constraints.
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(c) 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 it regards its commitment to every NARS with 
which it works as potentially intensive and long-term. 

ISNAR has estimated tie resources require(l - in manpower terms - for each 
of these Cliree act lvi t i es . Such estimates are rough, but they do provide 
an essential hasi.- on which to p. n. The balance between the three 
activit ies is: likely to be cons iderably differ..nt in 1992 than it was in 
1982. While the emphasjs in TSJIAI, s early years on reviews towas 
identify constraint:s 'Activity No. 1), the emphasis by 192 is expected 
to be much more on the development of plans (Activity No. 2) and 
particularly on the inplementation of those plans (Activity No. 3). This
shift reflects two developments: first, the changing nature of NARS' 
request. to ISNAR, anf; second, the e'volving 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. 

(a) 	 Reviews of NARS _to identify constralnts 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 cases, 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
 
management; and (b) the identification of possible solutions. 

ISNAR intencds tc carry out about four reviews per year. These
 
reviews will be undertaken both in countries with Thich ISNAR has not
 
worked before, arid 
in countries with which ISNAR has been cooperating

but 	where changed circumstainces indicate a need for further 
analysis. Two of the four reviews per year 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 skills required of
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ISNAR staff may be more "generalist" - while in cases of larger 

and/or more cotplex systems, those skills may be more "specialist". 

In the latter, considerable work can be done by national teams using 

s:-eciallz,.d inputs from ISNAR. 

At 1.25 person years each, the four reviews planned per year will 

therefore require 5 person-years. This amount represents roughly 30% 

of the headquarters-based r'esources allocated to the advisory service 

program. 

(b) yDgeop-m ent -_o f-_strateg~i es and- plans-_-t o-_ ov -er-co -me-_the-se CO-TI-S t raIn ts. 
This activity is a logical follow-c 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 organizational change to a 

series of 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 

collaboration with external donors. 

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

ISNAR estimates that six person-months of senior staff time (0.65 

person-years) are required to participate in the development of a 

long-terra 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 ISNAR 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. 

(c) Assistance in the im]L1ementaton of plans_, including in some cases 
the posting of ISNAR staff in advisory-poitions within NARS. Once 

again, 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
 

mariageuient improvement plans in approximately 20 countries per year.
 

Ealh such commitment is estimated to require on the average 5
 

persoin-months of senior staff time. The resulting 10.5 person-years
 

represent roughly 55% of the headquarters resources allocated 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.
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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 it is difficult to estimate the length of any ISNAR
 
involvement, we need to stress that institutlon-building is a 
long-term process. Periods of intensive collaboration and resource
 
commitment may alternate with periods of less intensive ISNAR 
involvement.
 

In addition, in some 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 decision when implementation of plans seems to 
require the continuous presence ,of a research management specialist. 
in this case, the IS 'AR staff meirmer will provide continuity in 
ISNAR's relationshi p ,vith the NARS , even though he/she will still 
requi.re - r pot from hleadquarters staff in particular management areas. 

By the end of the mrditiun-term pl an period (ti91)2), ISNAR intends to 
have seven outposted research mc.nagemeiit specialists. There arf. four 
now: three in Africa (Burkiint Fa so, Madaga ,car, Rwanda), and one in 
Asia (Ondone:;;ia). ",,ven percix; represent jus;t over one quarter of 
staff involved in the advisory .;tcrvice program. 

R-S.OUR)C.ES FOR AOViTOR'.'FRVI C' (see Table 4) 

(a) 	 Balance Among Activities Within iThe Program. The following table 
shows tne proposd balance bet, 'een review, planning, and 
implementation activities at both minimum and optimum staffing 
levels. (PY = person-years). 

TABLE 3. Balance of Actvi.ties wit:hin Advisory Service Program 

n i niu-n_
__M "I Optimum_
 
1Y % PY % 

Review 4 26% 5 20%
 
Planning 2 13% 2.5 10%
 
Implementation 8 53% 10.5 42%
 
Cutpos.ed Staff 1 --7% 7 28%
 

15 100% 25 100%
 

(b) Resident Research Management Specialists. These outposted staff
 
participate in all three of 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). But they do not 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 represent 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 application
 
of improved management tools (e.g., specialist advice in specific
 
management areas).
 

http:Cutpos.ed
http:R-S.OUR)C.ES
http:requi.re


Table 4. Advisory Service to NARS: Activities and Resource Requirements 

Collaborati on 
in System-
Building 

Diaorosis 

System-Review 
Constraint 
Analysis 

Unit 
NARS Cost Cost 

no. PM PM 

Planning 

Design cf 
SB-Strategies 
Long-Term Plan 
Project Prep. 

Unit 
NARS Cost Cost 

no. PM PM 

TYPE OF ACTIVITY 

Imiementation 

System-Building 
Efforts: 

Development of 
SB-Components 

Unit 
NARS Cost Cost 

no. PM PM 

SUB-TOTAL 

NARS Cost Cost 

no. PM PY 

Management 
Specialists 
Placed in 
NARS 

NARS 

no. PY 

NARS 

no. 

RESOURCES 

Total ISNAR 
Involvement 

Total % 
Staff 

Time 
PY 

Average
intensity of 

ISNAR invo. 
PY/NARS 

Africa 

Asia 

Latin America 

2 

0.75 

0.75 

12 

12 

12 

24 

9 

9 

2 

0.75 

0.75 

6 

6 

6 

12 

4.5 

4.5 

7 

5.5 

5.5 

5 

5 

5 

35 

27.5 

27.5 

11 

7 

7 

71 

41 

41 

7.5 

4.25 

4.25 

(5) 

(1) 

(1) 

5 

1 

1 

Il 

7 

7 

12.5 

5.25 

5.25 

50 

20 

20 

1.1 

0.7 

0.7 

WANA 0.5 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 

% of Total
Resources 

30% 

20% 

15% 

10% 

55% 

40% 

100% 

70% 30% 100% 

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

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

(2) 	Entry into a period in which the balance of effort required
 
between 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.
 

(d) Intensity of ISNAR Involvement. ISNAR plans 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 is 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).
 

(e) 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 Africa.
 

In terms of human resources, .2.5 of the projected 25 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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IIB. 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. ISNAR must do research if it is to develop the
 
planning apr-oaches and management tools which NARS request and require.
 

A further objective of the research program is to multiply the results
 
achieved by the advisory service. ISNAR can work intensively in only
 
20-30 NARS at one time. But the r ;earch program, by taking this ISNAR 
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 may be a set of program budgeting procedures. Still another may 
be a format for setting up a management information system for research. 

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

ACTIVITIES WITHIN TiE R-E SEARP CII-_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 leaders. 

(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 or
 
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.
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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. ISNAR 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 NAdS, research 
institutes, and donor agencies. 

In the course of the ined'un-term plan period (1988-1992), ISNAR 
intends to publish at least one book and a series of analytical 
papers usin, information from the database. 

ISNAR est iiiates that one person-year of senior staff time is required 
to continue devel opment of the database and to undertake anal: ;es of 
information from it. This amount represents roughly 10% of the 
resource:; allocatecd to the research program in the optimum 
scenario. 

(b) 	 Development of i lroved planning approacheand management.t _ _for 
use hy NARS. Six areas selected for intensive involevement. ISIAR 
has identified six of the twelve policy and management areas noted in 
chapter 1 on which it w~ll concentrate in the period 1988-1992. If 
and 	 when more esources become available, it will move intensively 
into 	 the remaining six. The priority areas selected are: 

(1) 	 Formulation of aricultural research policy: long-term 
planning, pricrity setting, and resource allocation. 

(2) 	 St ructur, and organizat ion of research systems. 

(3) 	Linkages bettwe en NA PS, the tt(hlnology transfer system, and users 
of agricultora' teclinolo c,y. 

(4) 	 Prog ram formul ation and prograrn budgeting. 

(5) 	 Program monitoring and evaluation. 

(6) 	 Human Resources development and management.
 

The objective of work in each of these areas is the development of
 
new, improved, and practical approaches to planning, 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 iorking 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 m-mber serves on approximately three such groups. Through this
 
mechanism, each member of the 
ISNAR senior staff becomes an active
 
member of the research program.
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ISNAR estimates that one person-year of senior 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 to the
 
research program in the optimum scenario.
 

(c) Build-up-andmaintenance of.an in-housed apnostic.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. Tey are: 

(1) 	Interactions between nat ional development policy and
 
agricultural research
 

(2) 	 Linkages between NAPS and policymakers 

(3) 	 Linkages between NAPS 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, identification of priority subjects for 
future study and action, and maintenance of contact with other 
research organi"zation; working on these areas. It represents a solid 
capacity to borrow management approaches and apply them in ISNAR's 
work. 

ISNAR 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 program. ISNAR believes 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 projected program size.
 

(d) Spe ial studies in responseto specific requests from either NARS or 
donor apencies. 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.
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Several such special studies have already been undertaken. In 1986,

ISNAR provided technical leadership to a SPAAR (Special Project for

African Agricultural Research) working grcip on the development of
 
guidelines for long-term research strategies for African NAPS. 
 In
 
1987, it carried out an 
inventory of CGIAR activities in sub-Saharan
 
Africa for the CG 
task force on Africa. It has also participated in 
a cross-national study of organizational, financial, and human 
resources issues Westfacing African NAPS. 

A major study of planning and management Issues confronting on-farm 
client-oriented research in nine countries Is nearing completion.
And finally, largely in response to requests from NAPS directors at a
meeting 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 full
 
participation of NARS.
 

ISNAR estimates that at least two 	 person-years seniorof 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 optimum scenario and represents an important 
response cap acity of ISNAR. 

RESOIJPESFOk T: lH;E J'JRMG. (see Table 6)T SFAJl 

(a) 	 Staffing. The (advisor , ) ervice ethic at ISNAR remains strong, with
the 	 result that IPA 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 few systematic attempts to develop and 
to test improved planning approaches and management tools have been 
undertaken. 

As a result of such considerat ions:, ISNAR plans to increase
 
significantly 
 its human resource comintment to the research program.
In the coarse of the medium--term plan period, the number of 
person-years devoted to research will rise from 6 to 11. Moreover,
through judiciouis use of consultants and contract research ISNAR can 
stimulate additi !n1research on areas critical to its work. 

(b) 	 Resource Allocation by Activity and Output. These eleven 
person-years will be divided between tQe four activities described in 
detail above as folows: 

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. 
Ihe Research Pro ram: Activities and Resource Reguirements
 

TYPE OF ACTIVITY 

Development of Development of RESOURCES
Maintenance of 
 Special Studies 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
 
NARS DATABASE 


10% 2-
 3 
POLICY 1 0.33 1.30 15% 1.33 

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

research pol i,y: priority
 
setting, resource allocation
 
and long-torm planning. 
 1ORGANIZATION 2 0.67 2.70 30% 2.67

* Structure and orr;anization -
of NARS. 
 1 
 1
Linkages between NARS and
policy makers. 
 0.33 
 0.33
Linkages bet.,een NARS, the
 
technology transfer- system,
and users. 
 1 
 1
Linkages uetween 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
Monitoring and evaluation. 1 1 
Development and ma.iaqement
of human resources, 

Information management. 

1 1
0.33 
 0.33
 
Development and maringement

of physical resources. 
 0.33 


* Acquisition and management 
0.33 

of financial resources. 
 0.33 0.33 
TOTAL 
 1 6 2 
 9 100% 2
% Total Resources 11
10% 50% 20% (80%) 20% 100%
 

" Special studies may fail i, any priority area. 
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(c) 	Resource Allocation by Theme. If the two person-years for special 
studies are not :ncluded, the allocation of research resources 

between the database and the twelve planning/management areas are as 
follows: 

TABLE 7. Focus of Research Activities by Management Issue
 

Primary Secondary TOTAL 
PY Py PY % 

Database 	 1 1 11% 

PoICy__ Conte xt 	 1.33 15% 
* 	 Link betweFn natl,
 

development poicy
 
and agri.re. .33
 

* 	 Formulation ci
 
agri.res. policy 1
 

Structure & Organi'.at Ion 	 2.67 30% 
* 	 Within NARS 1 
* 	 Linkages between NARS 

and 	policymakers .33
 
* inkages between NARS, 

the tech. transfe,
 

system, and users
 
* 	 Linkages hetween NARS 

and 	 exterlidtT.' !(1.I7eSr of
 
knowl dge .33
 

Manafement Processes 	 4.00 44% 
* 	Program formulation &
 

program budgeting 	 1 
* 	 Program monitoring 

evaluation 	 1 
* 	 Information development 

management 	 .33 
* 	Human Resources dev.
 

and 	management
 

* Physical Resources
 

management .33
 

* Financial Resources
 

management .33
 

Total 	 7 2 9 100 

http:Organi'.at
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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 knowledge

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 ce 
area for relatively rapid development.
 
But after 3-5 years of intensive involvement, ISNAR expects that
 
basic concepts and methodologies should be clear. Although NiRS are
 
likely to continue to request ISNAR cooperation in this area, the 
need for further major adaptive research will probably decline to 
maintenance levels and activities will become part of the service
 
offered by ISNAR.
 

On the other hand, 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'b will probably deserve ctoLin ing attention include 
metodologin, for trining planning, career planning, and conditions 
of service tfo agricultural research scientists and managers. 

The al ocat: ion ,:. resources with in the research program will 
therefore he less .l:at: c than the above descriptions and tables might 
suggest. TABLE 8 prvidt.s a summary of hcw ISNAR envisages the focus
 
of its research p:ogram 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
 
10-1.5 years has resulted in younger scltintists with modest experience
 
being promoted Into senior positions. Such new managers are then
 
immediately asked to formulate research strategies, plan prcgrams, 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 Vo this challerge 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 rcsearch programs. They are therefore
 
an important means of "multiplying" the number of NARS with which
 
ISNAR can maintain active contact.
 

(b) By organizing and supporting training courses for NAPS leaders.
 
These courses may be inter-regional, regional, 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 leaders.
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Table 8: Focus of Research Program1988 ­1992 

1988 190) 199() 1991 1992 

NARS Databhase i]U[.K][7 

Ilnteraction s hctccw n rltional]

devehpiiicnt policy mnd
 
agriculturml rcscaich 

Fiormul;oitn of ci,iicultural
rcscarch poicy: PrioItv Sitng, [ L : f 
FCSO llhiccl tILi1ioilland
 
Ing-teill planming
 

()R+A ,V//A in' ),\ 

stricturc mid or! .ui/;Itll 1
 
withini N.\RS
 

1.inkages In. i \cci NA RSand policylil l,:-,r il InH 

Linkagcs ictw.ccn NARS, rZ 
the lcchnoh:gv tr~jn,d'cr E-]
 
sy'Icl and ls
 

i-iikagcs bchtxrcr NA RS 
anid exter nal 'oorces ofUUUUU
 
knowledg,
 

i 

AIlA 1 AG.M XFT 

Program formul,:tion and
 
program budgeting
 

Monitoring ,d eva.luation L {Z: [III] U 
Dcvclopric iitad niaflargemrnct 2T j.]D I[ii
of human resources 

Information ni;,uicnic *t 
Devclop ncinri emand i7uanai~tl t 
of r, fe,,(icalotn rues 

t\o.uit ioi otd il larli m2eent 
of filanciatl rc ,oiirce. 

INTENSIVE DEVELOPMENT 

BASIC CAPACITY 

* SPECIAL STUDY 



ACTIVITIES OF TILE TRAINING PROGRAM. The activities of the training
 
program fall into three categories. (a) Development of training
 
materials. (b) Organization and support of formal workshops, seminars,
 
and training courses. (c) Provision of informal, intensive training at
 

ISNAR headquarters to individual NARS leaders.
 

The following paragraphs escribe each of these three components of the
 

training program in detail.
 

(a) Develgpment of trainng materials. The objective of this activity is 

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 materiaIs is that they be generic 
and of wide applicability. in other wiords, they should he u,;able not 
only by ISNAR hut also by reional an, nat Lonal training 
institutions. They should also be 'pcitic enough for use in 
regional and national concet:s, while at the same time being flexible 
enough for adaptation for use in other parts of the world. 

All members of ISNAR senir sta f f pa rticipate in the development of 
training materia s. Th" aorking grnou:1: play an important role, as do 

staff me-.mben c:tly involved in resarch. All materials go 
through a pr5' ss of tosting and Ydaptation in actual training 

courses befor,rhcy arc widely d is.eminated, 

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

(b) 	 Organization _andsupport .of formal wo rkshopqse Ts_ra.,d training 
courses. A,, noted above, Whese events may be helc at the, 
inter-reqlonal, reglonal, or national level. Participants may 
include agricultural research policymakers, senior NARS managers, 
and/or middi--level nARS managers. 

By 1990, ISNAR expects to be sponsoring approximately 10 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, it will usually oe
 
held in The Hague and will be both a management workshop and a
 

program consultation (at which NARS leaders will make an input
 
into ISNAR's program planning). The second inter-regional, event
 
will bring together 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 policy.
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ISNAR estimates that each such event will require 0.4
 
person-years of seniror staff time for preparation,
 
implementation, and follow--up. Two events will therefore 
require 0.8 person--years, or 10/, of ,-e.sc-ures allocated to the 
training program.
 

(2) Regional events. Such events provide an o:portunity for NARS 
leaders in similar historical and geographic environments to 
focus on common problems. Five regional events per year are 
planned. Two will be helid In Africa (in cornect-ion with ISNAR 
cooperative programs in the Sahel and in Southe rn Africa) - and 
one eacb will he held in Asia, Lat in Ameri ca, and West 
Asia/North Africa. 

IShAP .-stimates that each regional training event will require 
0.3 per.son-years of senior" staff vime for preparation, 
implementation, and follcw-ip. Five events will therefore 
requir-e 1.6 person.-yearser almost 19% of resources allocated 
to the training p Oglra­

(3) Nationa.l event.,. Such event-s often fit very ,losely with 
activities beiim7, carrie,1l out jointly by a NARS and by the IS1AR 
advisory service program. They us ually focts on particular 
national. ssues anid emph;. ct, the development of particular 
management skil Is and tools. 

ISNAR plans 12 NARS-evel training events p, r year. Four are 
projected ior Afric-a, thre e for Asia, h:hree for Latin America, 
and two for West Asia/North Africa. 

ISNAR estimates that each such event vil. require 0.25 
person-years of senior staff time. 'Iwelve events will therefore 
require 3 person--years, or about 39% of reso;urces allocated to 
the training program. ISNAR has allocated such a large 
proportion of its training resources to NARS-level events at thr­
request of NAIIS leaders themselves, who argue that management 
change can only be effected through such intensive efforts 
witi.n each system. 

(c) Provision of .nformal__ intensive traini&. t SSNA head quarters to 
individuLal NAS leaders. ISNAR organizes such training wnen one 
person (or a small group of personr) 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 visit to 
ISNAR, the NARS leaders have the opportunity to work closely with a 
range of ISNAR staff on the development of soluticns to specific 
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 allocated 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, consideration may be given to development of more
 
formal internship and/or fellowship activities.
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RESOURCES 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, oryaniz,tion, and management capabilities in 
those NARS with which ISNAR does; not cooperate formally in its
 
advisory service program. 

ISNAR therefore plans to increase significanjly 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 S. This amount represents 
1.6% of total. ISNAR 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
 

(c) 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
 

l:
Development Formal Training Events
 
of Training 
 F 


Informal Training: Total ISNAR
M a t e r i a l s I n v o l ..,i .t 

Seminars Workshops 
 Training Courses 
 In-Hjuse Training
 
Global 
 Regional 
 National 
 SUB-TOTAL
Cost No. Unit Cost No. 
 Unit Cost 
 No. Unit Cost
Cost No. Cost
Cost Cost
Cost %
PM 
 PM PM 
 PM PM PM PM PM 

Total
 
PM 
 PM PY Resources
 

Global 
 13 
 2 4 8 
2 8 

Africa 21 2.2 30
3 
2 3 6 4 2.5 10 6 16 
 2
Asia 21 2.2 30
1 
 1 3 3 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
WANA 1.3 15
1 
1 3 3 
 2 2.5 5 
 3 8 
 1 
 10 1.0 10 

TOTAL 
 2 4 -819 5 3 15 12 2.5 30 19 53 
 5 77 8 100 
% TOTAL 25% 
 10% 
 20% 
 40% 
 70% 
 5% 
 100%
 

I Estimated duration of 
training events: 
 1 week.
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IID. 	 PROGRAM SUPPORT 

The object ve of activities in this category is to support the advisory 

service, reea,,l , and triainirg programs. ISNAR has three main types of 

support ac.A .ii ei . 

(a) 	 Publi catilno Pub]'cations are oiie of I SNAR's most rmportant means 

of disserminating 10f1 rma tion about agricu.ltural research planning, 
organizat ion, and managermient. The audience of ISNAR publications 

ranges froi{ leaders of "":;,to executives o donor agenci us, to 

managers :,t en atina- I .tI) ClrpL, attions, to academics. The ISNAR 

maili "g;t in 1937 coentii , approx!io:::ly 'kQ00 entries. 

LSNAR produce s "he: , g mIjhor types c f pubilcations in English, 
French, and / or Oper oP a; apropriat-e. 

(I) 	 (Generj pu i I icaI 'ii, An nual Report , the Annual Program and 

Budget , long- ;'ii', ' I i ;g do(cti meilt , etc. 

(2) 	 The Country Art ':t ' : i;. Reports of system--wide or
 
problem--spar{I ti i civ ,,wr: of, lIARS.
 

(3) 	 The Researcl N:na , .rt ;r.,as. cape-rs; oin p,',ectral pl]anning, 

organization, and izet romeiit ; III tagricultural research. 

(4) 	 The Wori lugi ;iper r . "ttaff papers. on specific planning, 

organi--i 1i :,a , m t slubjects. 

(5) 	 The Traininw,. i'Iateria::s 2ries. Cases, exercises. 

(6) 	 Confereno1 I rc ' in! i ;. 

(b) 	Library aid !,,('n t:at -n. A well-focused and easy-to--use library islC'u(I..
essential for t:he advisory ,service, research, and training programs. 

It is :ied I SrNAR staff and by NARS l ealers (either when they- hot Ii by 
visit ISNAIR or when they request help In locating specific materials). 

The 	 ISI LAR 1 iire '' in ,udeI'! KS publ icat ions, donor publications,"
 d , .1ce Over the medium-term planperiodical,,,, ,in riit (rt works. 

periodl, IrloAR j C toprov, its access to various computer--based 

datahanks aro-sie(n tinc, or-'3d and to explore more advanced methods of 

informat ion stori;e and re. ival 

(c) 	 LIroz raT1 D I (21o)r,-n L an _ o1i i n -at i on. ISNAR is in the process of 

developing an -internal Project Management System. The product of 

this system ,ill be continuous and current information on ISNAR 

program activ;.ties, finance, and personnel. The objective is to 

provide both ISNAR managt-nent and its donor agencies with data 

necessary for effective planning, monitoring, and evaluation. A 

by-product will be greater responsibility for individual ISNAR staff 

members in project desigi and execution. 

A Program D)evelopment Cocrdinator maintains the information system, 

in addition to coordinating the development and financing of special 

projects. 

These three support activities require two person-years of senior su-aff
 

time. (See Table 12.)
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lIE. MANAGEMENT AND ADMINISTRATION
 

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

Each of the two Deputy Di ectors G.neral votes half Cf his time to 
management and half to program work. One is respon ible for ISNAR 
collaboration with NAkS and the other fUr Research and Training. The 
Administrative Officer is responsible for finance , personnel, physical 
facilities, and general administration. 

ISNAR management threfore consists of three person-years of senior staff 
time.
 

TABLE 12. Program Support and Management: Activities and Resource
 
Requirements 

Resources
 
Activities Py 

Program Support 
Publicat ions/Information Dissemination 
Library/Documentat ion 1 

Program Development Coordination 

2 

1 

Management 2 

Management 
Administration and Finance 

3 
2 
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 Allocution Act-o~s ISNAR Programs
Uptlimnur Sconario 

A d v lf"o r y .rr vi en9 

*''~ j'~t~ / 
6.1 

l'r-or11 Support 

Researh 
22.4% 

I r rj ,JI, 
16.3% 

Table 14. Lreakdown of Advisory Service 
Optimum Scenario 

Program 

Ir ci ii eImt a t ion 
.5 5. 7 

Planning 
5.1% 

DIl'ag i • 
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Table 15. Breakdown of R[e!-ecrcli Prograrn 
Op tlrnu-n Scotnr;o 

Data Eoic 
t2.O-

_ 

- , / / --- -

Dlagnostl= Skic 1 

4.1.ijocr~l ludlu~j 

Table 16. 13r eai kd c)w ri f -1rrj ?rlir- /I rcj cr 

4. 1 

Ma I", IC31­
4 .14i 



- 28 -

III. 	 SCALEOFOPERATIONS: MINIIJM PROGRAM NE f)SAND OIMUM
 
PROGRAM SIZF
 

lIIA. 	 CONCEFTS USE; IN~ NI ThESCAl, OF OPERATIONS 

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

(a) _im urnPror. The minimum prog ram isathe threshold which ISNAR 
must attain i f its service to ,4RS will be adequately supported by 
research and training actlvities. It is a sutpply-s:ide concept 
describing the critical mass needed at in research to deve1opi SAR: 
appropriate tool anid m; nagemelnt approaches adapted to NAS; in 
training to produc:e tIaining rateri alsa and organize the minimum 
number of work:hnops required tor r clinal testinig of the imprveo 
approaches and for tie dissemination otf information about ISNWAR 
products; aid in aivi;or: ervicc to provide the minimum level of 
service to NARS ensurina adequate geographic and program balance. It 
implies sustainability hd continuous relevance of ISNAR's service 
through balanced development of research and training along with the 
necessary management an! prograrn support. 

(b) Base Program ("Essential" in TAG 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 ;ide, 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 resources 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) Activities. Iddition.l
IL the present Medium Term Plan, ISNAR has
 
considerti that its base program and minimum program may coincide.
 
However, the TAC and GGIAR 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 donors and thus included in the "base" program. Beyond this
 
level, additional activities could be zonsidered "desirable" in the
 
terminology proposed by TAC.
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(d) Qptiiim__ Program. The optimum program represents sustainable level of
 
operations which ISNAR's balance,maintains program is consistent 
with ISNAR' s management capaei t is and operational style, and keeps a 
balanc, labo,,amon),g within act ivitiesh and of the different programs. 
I L , . ' '.. ... 1-- oi actLviUie , all of whih.ra,1,-y be r :ia,litt:anfrom the point of view of clients and " 
donors. I is5 :t tain:,il, l( m:t loss of efficiency and without 
ch ~a rl ilg [' }: l iMt !natu 1 1iSN AR's program and maniageme!-nt. it 
is not a fi! int t- it r s a evel yonud ,ihiclh ISNAR 
would p.ot at Uti t I,a , row in th, rurrent planning period. Exceeding 
the opt i: 'i ll"', i i:lJy o ,verlyr piI e:caul;ion for efficiency and a 
likely cha-,nge in the rigerent trutrl.ure and operatilig style of 
ISNAR. 

IIIB. CONS1DERATIONS IN )ETERMINING PROGRAM SlZI 

ISNAR took four coniIderations into ac-count in defining the size of its 
1988-19Q2 plain. 

(a) _De- _and Il,-,", ions -consNeeds and requests of NARS. ISNAR Is a 
se rv ice 1 galr7t i on. A nolted i ri Chapter 1 i ts planning is
 
there fore cont. i :,o Iy pu idcd by an of what the
est imate policy and 
management cha L . ; I i' ig PnPARS art 11ke ly 1:o be I. the years ahead. 

NARS demand fur ;r. pAR id services always outpaced the- t has 

capacity o h. ortan i' tior, 1:c 
 rcsponcl. This ipnbalanced
relation;tilp lmetaien mtrnd and :.utlpl i.!; e.tected continueto 

through lut: te ptriod 1988- .11Y.?
 

There art 90 N.Al'S in the developing world, all of which could 
potentiall1 raies.t., AR colla)oration. .SNAR does not: a Iriqri
rule oit cal}.-lh, rat ,on with any specific NARS on grounds of size, 
stat:e of advatir'rrl t, or regional considerations. It does, however, 
determine it:-; reqt' ue to requests from NARS on the basis of clearly
defined piiority cn :;ideratiomis . ISNAR has decided emphasizeto in 
its five-year pla aictivities which have the maximum potential
multiplier. in practice, suci a strategy increasedmeans attention 
to the RICStAt.JR and TRAINING pr ngrams - both of which generate and 
ext end inproved ini cent tools for use by NARS leaders. 

(b) Supply I 1SNAP'. - y to and produce an - ca -on'idoratrespond 
impact on NARS. Tiheit are both dept, and breadth issues here. ISNAR 
obviously wants to work -.'i th as many IIARS as possible, while at the 
same time ensurirg that it is working with any single NARS 
intensively enough to have an impact. 

http:RICStAt.JR
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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. 

(c) 	Considerations regarding the maicro environment. 
 Global
 
considerations regarding the priority assigned to 
institution-buildng in the CGIAR ploy an important role in 
determining the future size of ISNAR. The build-up of NARS 
capacities is an important condition for the ultimate success of 
global.esearch and technology generation efforts. Important 
resource flows to NAPS 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 increasing 
attention assigned by CGIAR members to systematic 
institution-bul Id ing efforts at the national lavel. 

(d) 	Mjcfi i Y co'is deration, related to_ prram 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 critical threshold level.
 
Direct demands from NARS for cooperative Programs 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 34 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 cha nge the essential 
character of the institutAon. In such a case, ISNAR would have to 
consider the desirability of a heavier management structure and more 
internal differentiation of programs and activities. 

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

ITIC. TIHE MINIMUM PROGRAM: AN ESSFNTIAL SET OF ACTIVITIES 

The minimum program in nased on the interdependence of ISNAR's three 
programs, and is designed to enable ISNAR to perform four essential
 
functions.
 

(a) 	 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. Iptensi ve involvement with 22 NARS ensures sufficient 
diversity in terms cf size, structure, and resource availability. 

(b) 	 Within its re.search prtogram, rio build-up a databasu on NARS, to work 
on the Kevt-1 Mii,.j )1 n. alpoachus and tolS i. CIx Of Mie twelve 
managemrnt area s no,. d i Chapter I and to maintain a basic 
diagnostic capacity in the remaining six areas. If the numner of 
senior person-yea.rs available to SNAR were to fall below the minimum 
level of 34, the number of management areas which could receive 
adequate attention would have to be r.-duced. The research program 
could no longer provide the backstopping required by training and 
advisory service. 

(c) 	Within its training program, to 
develop training materials and to
 
conduct at least nine seminars and workshops per year (one global,
 
four regional, and four national). Once again, if fewer than 34
 
senior person-years were to be available, ISNAR would have to reduce
 
its 	commitment to training to even lower levels.
 

(d) Within its program support and general management, 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.
 

http:person-yea.rs
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The 34 senior person years in the minimum plan are divided as follows. 
The size of this minimum plan is in line beth with the recoimnendations of 
the CGIAR task force which led to the establishment of ISNAR and with the 
findings of ISNAR's first external review. 

TABLE 18. The Minimum Program
 

Sen or Person-Years Percent 

Advisory Service 15 44
 
Researco 9 26
 
Training 5 15
 
Program Support 2 6
 
Management 3 9
 

34 100 

On balance, the minimum program represents the sum of essential
 
activitie:s that together constitute a viable program. Furthermore, it
 
represents a nucleus around which to build a larger program with expanded
 
impact potential.
 

I11h). TiH OPTIMUM PROGRAM: BUILI)ING UP TO OPTIMUM SIZE
 

The optimum plin strikes a balance between projected requests from NARS,
 
probable impacts on NARS, eftactiv- and efficient use of resources, and
 
internal manage entucipaciyo rt is intended to enable ISNAR to carry
 
out its three programs:
 

(i) Within its ad:vis,ry spivice program, to increase both the breadth and
 
the depth of rel laIhcratvle activities with NARS. In terms of
 
breadth, adoption of the optimum plan will mean that the number of
 
NARS with which ISNAP can have intensive involvements will rise to 28
 
(from 22). fn terms of depth, it will increase the intensity of
 
ISNAR invaverment with selected NARS through the assignment of ISNAR 
staff to mcana:gement advisory positions. 

(b) WitUhin thn res arch prcogram, Vu allow work on not: only the twelve
 
managenret- ar,p: noted in hap'er 1, but also on special studies.
 

(c) Within it, trIning program, to move from the modest level of 9 
training events per year to approximrate "1]9 events . Management
 
training is one of the areas of highert ,l,:and to ISNAR 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 _Procrax- Output and Resour-ceRequirewents under the Miniron_ and Optin- Scenarios 

Minirwmiessential activities) _ Additional activi ties _.____tim_proqram 

Resources Activities/Outputs Resources Actsiilties/utputs Resources Act'vities/Outputs 
P'." H:2 A PY W/' IA PY HO PRA 

Adv. Service 15 14 1 ColIab. system-building with 10 4 6 Collab. system-Luilding with 2b 18 7 Co11hb. system-building with 
to NARS 22 NARS: 6 NARS: 2 0 NA'S: 

4 4 - *Diagnosis: 3 system reviews - -'fiagn~sis: system review 5 5 [Diagnosis: 4 ,ystem reviews 
2 2 - "Planninq: 3 long term plans 0.5 0.S - *Plannigr: 1 long term plan 2.c 2.5 'Panninq: 4 long term plans 
8 8 - *ImoI.: Collab. with 16 NARS 2.5 2.5 - "m;pl.: Collab. with 4 NARS 10.5 10.5 'Impl Collab. with 20 NARS 
1 - 1 'HMt. specia'ist in I NARS 6 - 6 "Mgt. sicaists in 6 NARS 7 - 7 gt . Sp e,-ai.sts in 7 NARS 

Research 9 beneration of know./mgt.tools 
''Know 1 

edqe base on NARS 
2 Generatizr of know./mgt.tools I1I 

1 
eerati-n ofC 
"Knowl edge 5 

no.-.imgt.tools 
e w NARS 

6 'Management tols + concepts 6 "Ianagement tools concepts 
2 *In-house d;agnostic capacity 2 "n-house diagnostic capaoity 

2 'in-depth studies on priority 2 "n-depth studies on priority 
management issues management issues 

Training 5 Build-up of mgt. skills: 3 Build-up of mgt. skills: 8 Build-up of mgt. skills: 
2 'Dev. of trioinq materials 2 'Dev. ef traininO aterials 
2.5 'Forml trainirq:9 workshops: 3 *Formal trairing:10 workshops 5.5 'Formal training:19 workshops 

- 1 interregional workshop - 1 interregional workshop - 2 interregional workshops 
- 4 regional workshops - 1 regional workshop - 5 regiconal workshops 
- 4 nat. training courses - 8 nat. training courses - 12 n a workshops 

0.5 *In-house training 0.5 'In-house ,raining 

Program 2 Publicaticns/info.dissem. 2 Publicaticnsilnfo. dissem. 
Support Library/documentation Library/documentotion 

Program and dev. coord. Program and do',.coord. 

Management 3 Management 3 Manaqeent 
Admin. Administration & Finance Administratofon & Finance 

Total 34 (33) (1) 15 (9) (6) 49 (42) (7))
 

Note: PY : Person-year of senior staff
 
HQ : Headquarters based staff
 
RA : Research management specialists placed in NARS
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Table 20 A llocatiotu of'perso,-yxear,itc ISNA R prograni-s 

20, 

15 

.... .... 

..... .... 

...... 

.... 

...... 

....... 

I'i(igSt.......i~l ....u -d. S.... 
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IIIE. TILE PATTERN OF PROCRAM GROWTH 

ISNAR's object[%,( in staffing is to reach the critical mass that it requires 
to implement it, medlum-term plan a.; soon as is feasible. Such a critical 
mass - which has been described in the "minimum" program - is defined as 34 
senior staff person-years. The targt date for reaching this level is 1990. 
In a paraile effort, complementinj thI s minimum program by a set of 
"additional" activities, I SNAR striv(es to reach its optimum prog ram in 1991 
At that tin:e, ISNAR will have a total of 41) senior staff person--year:,. 1uc.h 
growth of 16 person-yeijrs (over its p cccon tns-.izcc) rep ces .,ts an increa,;e of 
L48% over the four--ye.,ar growth period. Thi1o plan ilitpl :c,a gradual and 
parallei. build up of program staff ulldic both the mlnirniin and optimum 
scenarios. (Se Table 24.) 

Such growth is realistic. The tablte be!ow hlI)ws both absolute increuses in 
staff size and annual perenlage changes. 

TABLE 21. Aggregate Growth Under Minimum and Optimum Scenarios 

Minimum Adi_ tio_Qnal Opttimun
 

Present level 25 
 8 33
 
Target- level 34 15 49 
Absolute growth 9 7 16 
Percentage growth 36% 88% 48% 
Target date 1990 1991 1991 
Average yearly 
grow'..h (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. iSrIAR management and prograrr
 
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 Opt imum
 
PY % Change PY % Change PY % Change
 

1987 25 - 8 - 33 ­
1988 28 12% 10 25% 38 15%
 
1989 31 11% 11 10% 42 11%
 
1990 34 10% 13 18% 47 12%
 
1991. 34 - 15 15% 
 49 4% 
1992 34 - 1.5 - 49 -
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Table 23. Growth in 
Optimum 

Senior 
and 

Staff 
Minimum 

Level For 
Scenarios 

50 

40 

L 
0 30 

0 

1) 

0 
L 20 

-

-

I 

10 -- i 

0 ---- __ 

1987 1988 1989 1990 1991 1992 

Miniiiujn SScenorio g Optirnin Scenario 



Table 24. 

Build Up of ISNAR Program - Pattern of Growth (1988 - 1992) 

A. Evolution of resource requirements (senior person-years - PY) 

1986 1987 (Est) 
Min. Add. Opt. Min. Add. Opt. 

Advisory Service to NARS 12 3 15 12 5 17 
Research 4 1 5 4 2 6 
Training 4 - 4 4 1 5 
Program Support 1 1 2 2 - 2 
Management & Administration 3 - 3 3 - 3 

1988 
Min. Add. Opt. 

13 6 19 
6 2 8 
4 2 6 
2 - 2 
3 - 3 

1989 
Min. Add. Opt. 

T,: 7 21 
2 10 
2 6 

2 - 2 
3 3 

1990 
Min. Add. Opt. 

15 9 24 
9 2 11 
5 2 7 
2 2 
3 3 

1991 
Min. Add. Opt. 

15 10 25 
9 2 11 
5 3 8 
2 - 2 
3 - 3 

1992 
Min. Add. Opt. 

15 10 25 
9 2 11 
5 3 8 
2 - 2 
3 - 3 

Total 24 5 29 25 8 33 28 10 38 31 11 42 34 13 47 34 15 49 34 15 49 

B. Yearly additions projected (senior person-year-s - PY) 

1987 (Est) 
Min, Add Opt. 

Advisory Service to NARS 1 1 2 
Research - 1 1 
Training - 1 1 
Program Support - - .. 
Management & Administration - -

1988 
Min. Add Opt. 

1 1 2 
2 - 2 
- 1 1 

.. 
. .. 

1989 
Min. Add. Opt. 

1 1 2 
2 - 2 

- -
.. 
.. 

1990 
Min. Add. Opt. 

1 2 3 
1 - 1 
1 - 1 

.. 

.. 

1991 
Min. Add. Opt. 

- 1 1 
. . .. 
- 1 1 

. .. 

. . 

1992 
Min. Add. Opt. 

- - -

. . 
- - -

Total 1 3 4 3 2 5 3 1 4 3 2 5 - 2 2 

Notes: 

Min. 
Add. 
Opt. 

: Mininium program (lower boundary of essential activities) 
: Additional activities once critical mass achieved. 
: Total requirements unaer "optimum" scenario. 



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

(in person years) 

1987 
Estimate 

Min. Add. Opt. 

1988 
Proposal 

Mir,. Add. Opt. 

1989 1990 
Proposal Proposal 

Min. . Add. Opt.i. Add. Opt. Mi. 

1991 
Proposal 

Add. Opt. 

1992 
Proposal 

Min. Add. Opt. 

Advisory Service to NARS 
Senior Staff 

Support Staff 
12 

7 

5 

1 

17 

8 

13 

7 

6 

2 

19 

9 

14 

8 

7 

3 

21 

II 
15 

9 

9 

3 

24 

12 

15 

9 

10 

4 

25 

13 

15 

9 

10 

4 

25 

13 

Research 
Senior Staff 

Support Staff 

4 

5 

2 

3 

6 

8 

6 

9 

2 

3 

8 

12 

8 

10 

2 

3 

10 

13 

9 

11 

2 

3 

11 

14 

9 

11 

2 

3 

11 

14 

9 

11 

2 

3 

11 

14 

Training
Senior Staff 

Support Staff 
4 
2 

1 
1 

5 
3 

4 
2 

2 
2 

6 
4 

4 
3 

2 
1 

6 
4 

5 
4 

2 
1 

7 
5 

5 
4 

3 
2 

8 
6 

5 
4 

3 
2 

8 
6 0 

U 

Program Support
Senior Staff 

Support Staff 
2 

6 

0 

0 

2 

6 

2 

6 

0 

0 

2 

6 

2 

7 

0 

0 

2 

7 

2 

7 

0 

0 

2 

7 

2 

7 

0 

0 

2 

7 

2 

7 

0 

0 

2 

7 

Management 
Senior Staff 

Support Staff 

3 

10 

0 

0 
3 

10 

3 

10 

0 

0 

3 

10 

3 

10 

0 

0 

3 

10 

3 

10 

0 

0 

3 

10 

3 

10 

0 

0 

3 

10 

3 

10 

0 

0 

3 

10 

TOTAL 
Senior Staff 

Support Staff 
25 

30 

8 

5 

33 

35 

28 

34 

10 

7 

38 

41 

31 

38 

11 

7 

42 

45 

34 

41 

13 

7 

47 

48 

34 

41 

15 

9 

49 

50 

34 

41 

15 

9 

49 

50 

Notes 
Min.: 

Add.: 

Minimum Scenario (lower boundary of 
Additional activities once critical 

essential activities) 

mass achieved 
Opt.: Total requirements under "optimum" scenario 
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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 issues identifi ed in the 
ISNAR strategy. Such priority setting ensuros that LSNAR will not go 
beyond sus tainable level.s of resnearch activity and that its three 
programs will rtain in balance. Ovec[ll program growth in research is 
five person-years, with the main increase (four pterson--years) occurring 
early ia tht planning pe-Rd (I 0;.3--I89). The addition of one further 
personl-vear in 90 , ll oi.jg he research program to its optimum 
strength. 

All five person years to be added in research will ,e cns idered part of 
the mi imum program. Thus, in che optimnum program size atel even person 
years, nine will he part Pf the minirom (essen:ial) program and two in 
the additional (desirablu) category. This breakdown reflec the 
critical function of the re search program at ISNAR. 

The advisaory sarvice program will grow by eight person years, three in 
the essential prner,. and five in the des irable category. This projected 
growth is spread fairly evenly over the four-year period 1988-91, 
permitting a gradlal expans ion and intensification of ISr'u,'d collaboration 
with LIARS. Three of the eight additio0na1 posit ions will he posted to 
NARS, thus hringirg the total of outpo:;ted positions to seven. 

The expanis onof tK training p:zogran by th re persnn years, rai sing the 
total from FiP to ,. -' -',wi ncrur m'.j>v . I.Le in tile 
qulin(quennIu;. This refleacts th logical sequence nf development in which 
advisory service and resarch activities prepare the basis for such an 
increase. Of the thre additions, one will fall in the essential program 
and two in the additior,, (desirable) cptegory. In the optimum program 
five will be in the ,ssontial category and three in the desirable. The 
intention is to maita-in a strong capacity to prepare and deliver adapted 
training materials to a wider audience than can h:e reached by direct. 
advisory service activities. 

Throughout this planning, the emphasis has been on maintaining the 
logical balance among the three ISNAR programs while sequencing the 
growth to use resources mor;t effectively. 

IV. FUNDI.NG I CPCATIORS 

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 strurt,,re
 
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.
 

http:FUNDI.NG
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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 Staff Parsomnel Cost 53%
 
Support Staff 'er-oliel Cost 18%
 
Travel 11%
 
Communi cat ions 4%
 
Office Operat ionr, Su::pip i-s 3%
 
indirect costs (share of rent, facilities) 11%
 

Total 100%
 

These costs are averagns a'ross the three programs. All three programs 
involve roughty similar amounts of travel , communications, and 
headquarters--based costs so that differences among them may be ignored 
t:or budgeting purpsc,, . A slightly higher allocation to support 
personnel in the research program (for research assistants) is offset by 
slightly lower travel costs. 

The figure oer PY is a moderate increase over the figure used in recent
 
years. This increase has ben brought about by two factors: (a) an
 
effort to bring !SNAP salary levels into line with those of comparable
 
organizations, and (b) an increase in the level of support provided to
 
senior staff. By 1992, the ratio of senior to support staff will be
 
approximately 1:1. The cost of an average embter of the support staff
 
has been calculated using a composite of secretarial and research 
assistant costs.
 

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

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

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.
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The provision for contract research is designed to facilitate the
 
catalyst role which ISNAR hopes to play in encouraging collaborative
 
research on critical management issues. In particular, it can provide
 
seed money for tile develops,ent of proposals, jointly with NARS
 
professi 1onalsar rca ear he.a' in universities, to stimulate research into 
agricultural r',.sear-oh poliiy,- c'ann Irton, and management. 

The 	 provision ftr training ,-veints is di:' igned to 1a1b!c 1SI., to host one 
inter--re i onal wo rk.hap , a r c tilt ural res;oarCh i a1 , iro per year,
four regional. workshop (one, in each of the four geo.roplhic regions), and 
at least folur notion]-1 V worksllhp.. Such a cumci tme,,t ensures a 
Minimum retsponse ca t ity of ISNAR't rain in; program to training needs 
arising cou.; i.e1 Ttin the of ; col laort ion with NAP S. is expected
 
Lhat ]oG e£ t ro'I ill I; n''f1tS'i t the rI111 i 01I,1 l 'i vi 11 h' upported by
 
national or special pro..ct: fun,.
 

It is also necessary for 1 ,NAR to maiiitain its own inst it otioanal
 
infrast ructure. Capital exp-enditure has tradi t ional ly becr low at
 
ISIIAR. An allocation of 475,000 per ye-r up to 1990 and of $50,000 per
 
year thereafter is expcted to funl: (a) the expansion of office 
furnishinlgs and equilivmnt to acconiodate the projected growth of staff up 
to 1990; and (b) after that, the periodic upgrading of computer and word 
processing eqiI-precut 

To ensure operat bim: flexibility, the working fund is projected to grow 
in line with p rogran 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 REQIUIRENMENTS 

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

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

2. 	An increase in the level of support to ser.ior staff in the form of 
research assistance and computing services. Both of these additions 
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 and 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.
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Table 27. _umma=__ Resource Requirements (1988 - 1992) 
(1987_-$ 000)
 

1987 1988 1989 1990 
 1991 1992
 

Staffing: Senior Person Years (PY) 33 38 42 47 49 49
 

-Minimum 25 28 31 34 34 34 
-Addi t ional 8 10 11 13 15 15 

Program Requirements 
 7.109 8.410 9.564 11.046 11.692 11.908 

-Minimum 5.438 6.220 7.7126.954 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 % 

--Minimrlum 19.7 % 12.6 % 10.5 % 9.8 % 1.9 % 1.9 % 
-Additional 32.6 % 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 100 150 100
150 100 100
 
-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
 

-Minimuii 
 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 8.414
7.475 8.775 9.165
 
-Additional 1.671 2.256 3.578
2.754 4.189 4.372
 

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



Table 28.
 

Resource Reujre,ents 1988 - 1992 by Program
 
(I1L-A 000)* 

1986 ACTUAL 1987 PLAN 19SS PROPOSAL 1989 1990 1991 1992 

PY AMOUNT PY AMOUNT PY A"OUNI PY AMOUNT PY AMOUNT PY AMOUNT PY AMOUNT 

Program 

1. Advisory Service to NARS 15 2.669 17 3.010 19 3.781 21 4.263 24 4.968 25 5.275 25 5.375 

-Minimum 12 1.858 12 2.120 13 2.537 14 2.42 15 3.105 15 3.165 15 3.225 
-Additional 3 811 5 890 6 1.194 1 1.421 9 1.863 10 2.110 10 2.150 

2. Research 5 915 6 1.167 8 1.642 10 2.081 11 2.329 11 2.374 11 2.419 

-Minimum 4 611 4 811 6 1 244 8 1.675 9 1.915 9 1.952 9 1.989 
-Additional 1 304 2 355 2 398 2 406 2 414 2 422 2 430 

3. Training 4 739 5 1.306 6 1.534 6 1.738 7 2.237 8 2.502 8 2.543 

-Minimum 4 654 4 881 4 936 4 955 5 1.180 5 1.204 5 1.227 
-Additional - 85 1 425 2 2 J98133 2 1.057 3 1.298 3 1.316 

4. Program Support 2 445 2 753 2 )35 2 648 2 661 2 674 2 687 

-Minimum 1 445 2 753 2 635 2 648 2 661 2 674 2 687 
-A d d i t i o n a l 1 . .... ....... 

5. Management & Adrainistration 3 974 3 873 3 818 3 834 3 851 3 867 3 884 

-Minimum 3 799 3 873 3 81b 3 834 3 851 3 867 3 884 
-Additional - 175 - - -.... .. . 

TOTAL 29 5.742 33 7.109 38 8.410 42 9.564 47 11.046 49 11.692 49 11.908 

-Minimum 24 4.367 25 5.438 28 6.220 31 6.954 34 7.712 34 7.862 34 8.012 
-Additional 5 1.375 8 1.671 10 2.190 11 2.610 13 3.334 15 3.830 15 3.896 

" In constant 1987 dollars 



- 44 ­

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

V. 	 PROGRAM AN) BUDGET 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 iSrTAR 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 ill grow by three person-years 
under the minimum scenario. 

Within the advisory seivice program, 1938 activities include a small 
increase in the number ot NAPS 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 ISNAR 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 management 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 build-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.P's programs. In
 
1988, ISNAR plans two inter-regional workshops, four regional
 
workshops, and 7 national training courses (six of which will be
 
supported from special project funds). 
 Staff level in the training
 
program 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.
 



- 45 -

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 Its resources to ad vIs ory. serv i -c,_ work. the time, is ae At same it 
research-based service whi oh recognizes the important role chat 
continuous synthesis of experience and development of improved management 
approaches will play in maintaining the quality of 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 iisseminati rn of its accumulated kinowledge about 
the functioning of NARS. As the products of research become more 
available for inclusion In training, events, the train png program will
 
absorb between 15% and 20,o of resources.
 

In order to achieve integration of its three programs, ISNAR has adopted 
a non-hierarchical and non-departmentalized fnr.'2iagement structure in which 
all staff contribute to some degree to all three programs. Its 
decentralized 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 prasented here
 
as consisting of two components:
 

a. 
a "minimum" program consisting of activities which are considered as
 
"essential" to ISNAR'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 s'stainability 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 the importanca the CG[AR will want to allocate in the quinquennium 
ahead to insnitutlon-building activities of the kind provided by ISNAR. 
It is these considseati ons that will. lead to the determination of ISNAR's 
base program. 

The plan is a dynami une. it serves as a framework for yearly 
pro ?raIun ng'od , I et g. annual research:,Hd An iWternational management 
workshop and pror rama (consultation provides a mechanism for adjusting the 
program in U t ot the ne.Ld of NARS. 'The non-hierarchical structure of 
ISNAR and intwg.-tio u: its programs provide the mechanisms for 
resources to be rel located across and within programs in the light of 
changing (1 ,11.. 

The aim of ti iSNAQ strategy and he prPsent medium-term plan is to 
guarantee a prog ram structure and firm' instit ut ional base on which an 
expanded scalp, of research activities can ie built, along with the 
corresponding increases in services and tra ining that t:his expansion 
implies. ISPhA}' optrmum program reflects a scale which is appropriate 
for the program halac e and m11l eagerint structure of ISNAR. A larger 
scale is con isteaL With the prog ram s tructure but would likely involve a 
more hierarchical and departmental izaed management structure which would 
change the nature of ISNAR as an institution. 
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ANNEX
 
Presentation of ISNAR Program UsIng
 

TAC Classification of CGTAR Activities
 

No:es on the Procedure
 

The exercise has been a useful one which has encouraged an explicit look 
at individual ISN\P! activities and the specific objectives of the program 
thrust to which iley are attached. During the course of the exercise, we 
have identified not only the input-output relationship, but also the 
nature of the client and the need that such an actiVity serves. For 
!SNAR, as a service t, NARS, this helps to clairify the priority choices 
that are made. 

Aith,)ugh ISNAR has been able to distribute its act ivitieos across the 
suggested codes, the eis3etial coherence of iSNAR's program thrusts, and 
the contributiorn of the.. activities to these thrusts, is not highlighted 
by the proces!;. IISNA2 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. Training 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 category. 

(2) There are some I SNAR activi ties ]hat tIal I in several categories and
 
it might be desirable to admit some form of pro-rating, system for
 
classifying activities. Development of priority setting
 
methodologies, for example, may involve research on procedures 
(Activity 18), policy analysis (Activity 2-4) 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 w.'hich is not appropriately covered 
under the descriptiori of human resource enhancement and not uinder the 
various social science 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 "documentation 
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 activities 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. STAFFING LEVELS FOR MINIMUM SCENARIO 
BY TAC CLASSIFICATION OF CGIAR ACTIVITIES 

(in person years) 

Activity D riptionr 1987 1988 1989 1990 1991 199; 

15 H man Resource 
Senior Staff 
Support Staff 

Enhancement 
3 
1 

3 
1 

3 
2 

3 
2 

3 
2 

.6 Conferences, Seminars, Workshops 
Senior Staff 
Support Staff 

1 
1 

1 
1 

1 
1 

2 
2 

2 
2 

17 Documentation and Dissemination 
Senior Staft 
Support Staff 

1 
5 

1 
5 

1 
6 

1 
6 

1 
6 

1 
6 

18 Research on Procedures 
Senior Staff 
Support Staff 

3 
4 

5 
7 

7 
8 

8 
9 

8 
9 

8 
9 

19 Counselling and Ad'ising NARS 
Senior Staff 
Support Staff 

12 
7 

13 
7 

14 
8 

15 
9 

15 
9 

15 
9 

26 Research on Research 
Senior Staff 
Support Staff 

1 
1 

1 
2 

1 
2 

1 
2 

1 
2 

1 
2 

Management and Program Support 
Senior Staff 
Support Staff 

4 
11 

4 
11 

4 
11 

4 
11 

4 
11 

4 
11 

TOTAL 
Senior Staff 
Support Staff 

25 
30 

28 
34 

31 
38 

34 
41 

34 
41 

34 
41 
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Table 30. STAFFING LEVELS FOR OPTIMUM SCENARIO 
BY TAC CLASSIFICATION OF CGIAR ACTIVITTES 

(in person years) 

Activity Description 1987 1988 1989 1990 1991 1992 

15 Human Resource Enhancement 
Senior Staff 
Support Staff 

4 
2 

4 
3 

4 
3 

5 
4 

5 
4 

5 
4 

16 Conferences, Seminars, Workshops 
Senior Staff 
Support Staff 

1 
1 

2 
1 

2 
1 

2 
1 

3 
2 

3 
2 

17 Documentation and Dissemination 
Senior Staff 
Support Staff 

1 
5 

1 
5 

1 
6 

1 
6 

1 
6 

1 
6 

18 Research on Procedures 
Senior Staff 
Support Staff 

5 
6 

7 
10 

9 
11. 

9 
11 

9 
11 

9 
11 

19 Counselling and Advising NARS 
Senior Staff 
Support Staff 

17 
8 

19 
9 

21 
11 

24 
12 

25 
13 

25 
13 

26 Research on Research 
Senior Staff 
Support Staff 

1 
2 

1 
2 

1 
2 

2 
3 

2 
3 

2 
3 

Management and Program Support 
Senior Staff 
Support Staff 

4 
11 

4 
11 

4 
11 

4 
11 

4 
11 

4 
11 

TOTAL 
Senior Staff 
Support Staff 

33 
35 

38 
41 

42 
45 

47 
48 

49 
50 

49 
50 


