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ISNARI WOIRKING PAPERS 

The ISNAIh working pa pers s'ries isanvl(xihbhc instrument .for sharing analysis 
and inf arrti ,ri ,lr,,ut relevant ,orgarnization and management prohlems of the 
agricultural re'e arch sytme:,indevloqin countries. 

r,. tiviti'> ,: 

,y.ur>t:t1,.trtio l,, l r,";arrth ISNARI. 


Ia th l d' it., tirt,,,ir sta ce t)nath ,i: agricultural research 
generates a broad range of infuormation 

anl rat,t:i1L,Lhci h .vr.rt1llvlorric-, thc fornral prolucts ofits publication 
program I lh. wvr i n, 1111cr:; >eries enhancts this prograin in 5.evet a important 

I. lhse 1;aper's ire inte-nd-d to Ke a rapid means of lpresenting the results of
 
work and o×poriences that :rr,-,till
inprogress, but are already producing 
rcslt.s that could be if ui t,other. 

2. 'Ihey ar .interif-d t,hk- all tiffective vehicle for widening the discussion of 
cin tiliri l(r' wirk, thereh' incrtea.;ing the quality rof the final products. Critical 
('ciinrr 'itt :;We ]<Ir ,oil. 

3. The >r:,prividu:; inotlt for diffusing materials and information which, 
I.ca rise f'thtir limited coverage, do not meet the requirements of" general 
audit-ric' ;i)L lieation 

Thie 1,'ri:>
intirndled mainly fir diffusiion of materials produced by ISNAR staff, 
but iti;ailt, availabhli, for the public.a tioin of documents prioduced by other 
instiltiiirr:- should they wish to tarke advarntage of thc opportunity. 
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Human Resource Management for National Agricultural Research:
 
lessons from ISNAR's Experience
 

by 

Paraijit S. Sachdeva*
 

I. INTRODUCTION 

This paper brief ly reviews ISNAR's experience in helping nat ional agricultural
research syst ems (NARS) better maage their hiunan resources and idcotifies key 
lessns from that ,xper'eoce. It pres n.s that ISNAR's cross-national 
Pxprivrocr ,an provide import;tit. lessons for imnividual NARS. The intended 
tiudience is seinior NARS .'ai:t:r; in d.veloping .:rtries. The purpose is to 
enale the , :oLnjKr'- 'o sto';p hick trom the deta.l; of their own experience 
tint to ';i aii w of ,id tpoinj ,ec;ivo_ oe1 Siet key ImIlaI resource
 

wi:.in ,i ,-:,.1t. iO i) ii-ipl,:; oid their ,applicability to NARS.
 

The ,ppe is ivil-.l inti, t'ir,,parts: (i) overview aund high .ghts of ISNAR's 
o jrJ,'inc, Ly a.aj ,r HiRM arti, (ii) lessons from this exp,:ri&ice, and (iii) 

2. 1 *i:NA!.,' .XPFk 1E.iE 

cie I'0P1 , ISNAR ha assis;ted 37 countries better manage their agricultural
 
researclh.', Th r.gioral distrihution of ISNAR's HRM work has been as
 
follows: 1 iount!;v; s;ub-Saharan Africa, eight countries in Asia, eightc in 

countris. i,;L.atin America and the Caribbewm, and five countries in Western
 
Asia and r th, in Africa (WANA). In more than 25 of thiese countries, the
 
initial tit: reviews by ISNAR were conducted between 1982 and 1984, and
 
mlst NARS ha'e had foilow-up planning reviews 
 sinc then, soimetimes by HIRM
 
spcial i ts. I
 

In K,.epin W,ith its glibal isndate, ISNAR hs assisted NARS of various sizes. 
To tat,, th, distributi n of RPMactivities has b,.,n is follow; (set table I
 
for cunt'ttin,, (overed): s;ix counttries 
 with less that 39) rs, -'ahers" nine with 
30 to IN01)r,. starrhers, nine with 10) to 200 researchers, sovn with 200 to 500 
researchers;, -4 SiX ,saltris; with I ,M)LOto n,)00 et.tr'hrs. INNAR has 
thus ,'i .- redi ve r I o,f)ll) r, o;,. l, (ex., lud i o . Th isr' ; , .xpat riat e; ) 
,onstit ,t ghly p I the 000rou.. 10 eiri',nt . 44r i"l turil rn;,,r ;h,,r; in the 
129 1 ,nKi4s. included in KNAR':c loLtI d,t, i & ,;,.2,wsn roolntris 


On, -; .-:.' 
NARS -- with 

ISNAR thus s i p in a .a i r Iy :,arge ;nd nir,esont t ive sample of 
stint i; varying in n.i,;,i,.od .holu.,in organi-.atioual complexity

and progr a i'i',, ity, is w-.,11as ii .Ii ,o;raiihicaI locatinn, ;uhn ini,;trative 
culture, ud his;r,)ric al tytadli ion. 

Asilstance provided by Bonie Folger 
tid coments received from Byron Hook atndPaul
 
Bennell are gritefully ackv.i edged.
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Table I 

NARS Assisted by ISNAR in un Resource ianagement 

NMBER OF *
 
RESEARCHERS COUNTR IES
 

O-30 	 Fiji, Niger, Papua Nw Guinea, 
Rwanda, Somal ia, Western Samoa 

Burkina Faso, 1,m ia, Guyana, 
30-100 Ivary Coast, J, rdan, malagascar, 

Malawi , UrWuy, Zai r 

Camneroon , Cos ta Ri ca , Do nin jan 
100-200 Repul ic, Ethiopia, Senegal, 

Sudan, Tuni i a, Lganda, Zimbabwe 

200-500 	 Colombia, Ecuador, Kenya, 
Morocco, Peru, Sri Lanka, Syria 

500-1000
 

1000-3000 Argentina, Bangladesh, Indonesia, 
Nigeria, Pakistan, Thailand 

TOTAL: 13,000 37 Countries
 

• Full--time equival.nt units, 1980-85 averages excluding expatriates. 
Source: Adapted from ISNAR Data Has,: (19'8) preliminary figures. 

http:equival.nt


Because oftheir relativel large size, the.AsianNARSa %out 7 of~forovr
researchers covered by ISJARs work' nHM How vthemjrt 5 ofJcountriesaasisted by ISNAR haebeni frc# Ms fhee':contries have~ 
l~eus than 200 researchersec n tgte c6 tfralost2 o hlreearchers covered, V" V~ 

_L -The 11RWMareas reviewed 'by. ISNAR, bo th14 _aK ofLa eeaI-NR-e-e-n byrSpoc~nlii _ isalons jare tabulated;in"t'abl6-by country. In arlmostall,
Scountriessaspects of'' 
 nring n~d trann 


to.aiin' _ 64eniiinelteissuonl 

aapo aebe oee#tog
 

dgresi 
 have bee I xmn in over 2
ic oniresb~thae n nlyineight'NARS. Appraisal. ~~'I~benstd~ed etal 


Ssystems and performanceimprovement measures have less" frequently been ~ ".~~4~examined -in'depth.'IS'NA's'work 
 in human resource information> systems datesback only a few years, and primarIly covers a handful of countries in Asia. 

Manpower planning has been undertaken 'for such countries, as Bangladesh,

Cameroon, Dominican' Republic, Ethiopia,~Kenhya, 
Sri Lanlka, Thailand, and "1Zimbabwe. 
 In these and other courntr'ies, the unique circumstances of the NARS'"and the specifics of its request for assistance have largely determin'ed'thenature of analysis undertaken, the methodology used, the recommendations made, ;) 

-~ and the follow-up action taken. The diversity of'approaches used by ISNAR is.
illustrated in annex 
'..,1 by a few examples. 


Ina number of countries, ISNAR has helped Identify training needs (by
commaodity or dsilnrreerhporm)adashelped determine~the mixand level (PhD, MISc) of specializations needed. Jn som'e'countries (Argentina,
Cameroon, Dominican:Republic, Ethiopia,'Kenya,' Sr~i Lanka, and Zimbabwe), 

"~ 

detailed 5- to 10-year training plans have beep,prepared as a logical
folwup of long-term manpower planning. 

' 

ISNAR' also has experience in compensation-relate isue in- R.Adio
 
work has been done In Argentina, Caiueroon,rColombia, Keya, Sri Lanka,' >: 4 ;jThailand, Uruguay, and Zimbabwe. 
 Selected 'aspects have also been reviewed in
Indonesia, Somalia, Tunisia, and Zaire, among others 
(see table2).
 

In many of these countries, the conditions of service of researchers have bee~
reviewed in detail, with attention given to such items 
as grd structures,1 ''personnel costs 
as a'proportion of'th& recurrent budget,' salary differentials'

between scientist categories land managers, external parity with university
based researchers, shape of the present and anticipated salary profiles,

'relationship between salary, age, and years. of "service,'and (financial)

Incentives for performan'e. The relationship between performance and rewards<'~
 

-~(especially 
 promot'ion) and between salaries and career structures have alsobeen examined In a few NARS. 
'"'' 

-

kIONARS 'are understandably sensitive to
Mos publicly disseminating any data and;:~U

analysis relat'ing to compensation 'issues. Despite this, ISNAR's repors hvemade recommendat ions for changes in grades and career structures. In a number".~of countries, these reconmmendations have sought to 
improve the compensation 

an icntv pcages, offered to researchers and technical support staff.!k44"~ 
ISNA's huma'n' resource information'systems has mostly, been indvioryworki, 


Asia:,-- in'Bangladesh, Indonesa,Sri' Lanka, 
 and Thailand. 'Inthese and 'a f'ew.' 
"'"' other countries, ISNAR has been asked to help determine the minimum data <~ 
 ' 

,*'-' 4 

0 
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Table 2
 

HRM Areas Reviewed by ISNAR: By Country
 

Manpower Tra in irig Compensation Appraisal Information 
COUNTRY P1ann i ng Systems 

Argent ina x Xx xx xx x 
Bangladenh xx x xx
 
EBurkina Fa:;a x x
 
CalitI-ro n xx xx x
xx xx 
Co I ollb iit x x xxx xx 
Cos ta Rica Xx X 

DomniItii 11 ,llb i c xx xx X 
c tor
 

Fth i i xx xx
 
F'iji x x
 
G;iwh a X X
 
(,uytna x
 
I 11d n'.s i a X 
 X xx
 
Ivory Coeis x x X
 

Ferlya Xx xxxx 

x x: a, ;i rx x,i a-iX X 

,Niger x x
 
Niwgeria x x x
 
Pak is tan x x
 

Nw ui n,,l x x
 
Pxru 
 x x
(w. tdai KX X 

;c,:ga I X x X
 
Som.w I i ii X x X
 
Sri 1.,1-k.1 xx xx xx xx
 
Sttitlit 
 X 

Syria x xx X
 
Tha iII intd xx 
 xDx xx
 

Iill is ia x X
x 

UFr ui1 y x xx x 
We; tern SIllnoa x 
Zaire x x x 
Zimbabwe xx xx xx 

Preliminary analysis 

Legend: xx Specialist review of HRM area by ISNAR staff or consultants. 
x Part of genera' review of NARS by ISNAR. 

x 



needed for key personnel decisions, and to help devise a utem+ m
~for coniulyudtnanefetvl viznsuhadtbs. 

'~In addio, over. the~past year, ' ~,,.... . . 4 .ISNAR staff an oslat aedsge a4
~standard nformato syte and sotaepakg o 	HMi grclua
 
& 	 research institu tions. The information systemapproach,-suggestedby -ISNAR has 

been foiundeto4 be viable, inexpensive, and impJdemi1ntabl e'-? poviEdh e-.- ov rmwrit- tr trii7 1-i~ 3 	 d 
theevr
i~ towve-..-ffdsilr 	 as.-5hould'be'excpected;.te.~ task of desigiing a new system andmakiig it 

organizat'*6ii 'Is' hard-, and tle-consumin -w8an.tee.,are no -hori ts.;)' 

I.NAR',s experience in. perfourmance ,apas-'n-ipoeeti,,ahr
lmited., flost reviews~have brief ly touche~d u1pon these aspects , but exce"pt ina few cases, a detailed examination~has not-been undertaken. To bridge his~'experience gap, research Ion pefr anceaprasa hasrcently be~ntae


~'~(a literature review has'been complete),and questionnaire data
 
performance impr~ovement Issues have been collected from a'few'NARS (and ar
 . ..... being analyzed). i.., 	 o i 

A few case studies on ifRMv
topic3 have also been written, notably, lnig
(Kenya), recruitment (Thailand), conditions of servi'ce' (Nigeria), information'U~ 
systems, performancearpraisal, andsresearch-exTtension a ue

(Inoneia)"
I 	aditin, eletedor anizational behaviortopics (such as
leadership,- de),egation, communication, motivation, etc.) have een included in 
a number of management training' workshops. .(In-house discussion of further'
workc to be in these areas ++ I ityldone 	 is1 continuing.) - gvenmanageien 

Supplementing the (rmil)advsory~activities tabulated in table 2 (ard ' 
annex 2), 
ISNAR has also provided training in human resource management, ~~ 

unperta n!ind-;iwpreompg t:s'en e 'rAfocusing mainly on performance improvement (or organizational behavior),

aspects.> A large number of manaemen 
triigwrsoshaebe odce,

using both ISNAR saff, consultants,~and locaiorc.persons (anid 
 -materials). In recent years, besides the nationa-l..4ecl workcshops irWa number '' 
of 	countries, regional workshops have been eld 
initheSouth Pacific (1987),

Latin America (1987), and Southern Africa (1988). 
 ,4"-' 

Within each of the major HRIl'areas,. the depth and-scope of ISNAR's work has,

Varied considerably~from country ,to country. For example,, in 
some reviews' the

study of manpower issues has encompassed'n't lnly..planning but also
 

-recruitment 
 and development, and compensa.tion issues havecovered,codtin

of 	service as well as 
career strutures ad promotionpolicies.Threiwo
;training requirements has generally focused' on aggrega.elnunbers of '2
postgraduates needed In different technical disciplines over a 5-.to 10-ye'ar 
 :

'period -- but it has occasionally Included a detailed assessment of' management
traliningj needs and the design and conduct of in-service hanaement taning. 


44 workshops.''' 	
4 

' 

;The sophistication of analysis undertaken and the :comprehensiveness of 4reports'submitted 'have naturally depended ontesei~ctrs'O eeec f h
ISNAR review teams, their composition,'4the' time allotted to HRM issues -and
 .... ,'s4 	 the information + : + I,,..made available by NARS counterparts.' The nature of ~')>jrecommxienrIdatfonS mad ad follow-up action by 	 NARS leaders and ISNAR has also~~"varied from country to country. Although no sy)stematic study-,of~these aspects~'
has yet been undertaken, an overview 'isgiven in annex, 2,,by region ad>i-

Scountry. 
 A- can be seen, the list is long, v ried,:and quite,impes'sive.'
 
++++++++++++:++++':+++;'++++ ;?+ ++ :+++++: > 	 -' 

;+ + 4 %'4+ +:44 
44 U- , + 	 + +++ , 4+'  4,4 4.4.44++ ;++++++'++°+++s +++!+ii+ ++++++ 	 -+s:++m++-+'++,:++m++i+ +++++++i+++++ +4.....++++'+ :++++++++++++ ++ ........... i++++ I +j .44 +++
++:+ -4 4. +++jA.+ ++'++++++ ' 4++++++++444 4 4'++++ 

- ,A44~4~44,~44~4 44 44.44'4 4,, +4 

http:as.-5hould'be'excpected;.te


Tbe3provides an ve of ~ISNAs iIRjactvities to~date,by prora

ara(dvisory, reerh and raining)and HRl area, for~ the perid188.
 

wor cp
 Ite~i cla isI~ha h nes'iy ofp intrsofdphantIemarNAR, si~i's 
i HRMexpeiene i stongst n mnpower planning' and training, followed' bycopnainadifrato 2
ytm.Lsos from this experLice are
 

reiee below by2 

3. ' LESSONS FROM EXPERIENCE~ ~"'2. ~ 2222~2 2~~" 

ISNA.R has';recentlyr documentefrs evidence that the nurnber~of researchers'i
 
.' developing countrie's has more than doubled in 
 t~hepast,2O years, w'ell-.ahead of'the~growth 4 ii'Wecurrent expenditures fo~giutrlresearch durinlg-thesameV.

period, 4 In many countries the need for additional scientists remains &"'~~
'substantial , but the2 p ienial suppl'y from- academic Institutions2 isvariable~4L'2
in Furthermore, the monej.~for,Aquality (and sometimes in'quantity as~wel. 


.122 researchers and 
their operational requirements often remains,,quite 2inadequate.
 

2 feuce, the matching of supplyv and demand will, remain a problem in2 the <foreseeable future. To overcomne this difficulty, a serious~effort in priority
'setting will be required' for properly channelling available manpower. lan,
addition, planning and: training 7will 
have. to" be closely integrated with'
 
program management, so that manpower projections and training goals remaini

realistic and feasible. 
 '~I--'' 

Ithfuture, itwill be 
 seta hat .the NARS first undertake strategic2 "' planning and then set priorities, formulate programs,, and estimate manpowerrequirements., Itwill be necessary-2 to fully >involve' researchers at each 
stage. 2Since this mgtrqiea substanltial2 cha'nge in current practice in '2''>most NARlS, a general planning issue is: how .to move from "what is"to what. 
 ,22 

'lthoulh thbpinipes" 
In-other words, atogthprnilsare known,,and some2 useful planning
'too s'and guidelines are available, we need to develop (and use) simple but 

2, sensible methods of 'demand' estimation under conditions-of financial and
itechnical uncertainty and unpredictabilit~y." ~ 2 2 

"2*

22 

>', As a firs~t step, the development of internationial"norms" as fo ubro
researchers '?er~pne milli'onpopulation in agriculture,.agricultural research ''~:
'expenditures as a proportion of agricultural GDP, ;ratio of.PhDs to total2
 

> 2researchers, and rati'o of researchers ,to'technicians, etc.- could provide 2"4A4preliminary "benchmark" figures. (This is. being attempted by such fiencies as 
A 7'2the World Bank, FAO, and ISN.), 

Howve,
etild emndestimatio, (by program,. discipline, qulfctin 
rainlng, mts~~2 .and experilence) -"2'2t ~ and, the estblishing of relationships between 

'222 gLIImU2' 2 s andhe specificoutput goals of programi.'plans must''.inevablyan th responsibility of exeine rsacesan aa2s
 
'222 The main" requirement therefore~~is to devise guidelines f or -credible- es tima t fon24 
2222,2of manp'ower njeeds 'without imposing .inflexible norms2 or~ mathemnatica I fo'rmula'e'2~~ 

2<on research scientists. ' A2 '' 



Table 3 

T 1Sman cwe r 
 i Perf ormaunce Inf ormnat 10n 

I Planning Tra ir.Ing Coce t.at 1o ADp , .,1 Imp 0 , ( ,t Sys ems 

ACdsory Service
 

Ceneril Re. I e.5 ,x xX x A 

1mp Ierk-.;l t On X xX 

Research 
 X 1 x Ix
 

Tra I n Iriux xx 

Lcao XXX ;High intensity 
XX moderite intensit 
x LO. Intensity 

Little aCtIvity 

•g-g : This inde is a composite indicator of depth and scope of coverage. The table is based on the author's subjective
 
assessment of ISNAR's HRM work to date.
 



'Furthr'Qre, to the extent adequate~techniquies are as yet are even'--o 

unikely-to be- developed, aprpit oraiainlmehnsswl be~ 

Job , ad sientisit years, and for further esiaigtedsilnript
>needed fo eivering the specified quantity andquality f otputs. 3 

Th siulanoul top down and bottomu' ani Lce br 
Wotbeifcut -:to istItutions.1iz~6r-in, any r raditi a1 gv aentsyStM-

a pa ARSL Isne c, pt1n0 '1~er.,suc ha 'process mighL be'aprecondiionx~ , 

orr econciling the,,a bl~.oey~ manpowe'r with the scien'wit numn 
needs" fozKeffectve 'eearch~ 

Viewed in this fashion, the main 'pending-rrasue c'an be stated in organizationapl. 
terms; ide., how to Introduce collaborative,'"bottom-up'' planning wit houtA 
unduly diluting the legitimaterhierarchical, Anid budgetary authority of top, 

~ managers., Here again, an international'organization such as ISNAR can assist,~ 
~ MRSmanagers in finding their own solutions. 

S 	 In more specific termns, the methodological approaches used by ISNAR (anxl 
for makt'ng manpower estimates and plans are fairly straightforward, S~are the 
majoi considerations that'rmust be kept in mind, Soeo hs onieains 
are outlined in another ISNAR working paper.5 The main difficulty liesAin>$
applying generaljtoots and considerations to particullar'situations and 1in' ''" 

makingA the necessary subjective assessments of' financial feasibiity and 
administrative practicality. 

To facilitate the work of senior'NARS managers responsible'lfor manpower,
 
planning, more specific lessons of I'SNAR'& experience aeie noted below.,
 

First and foremost, organizational andrprogram-related matters need to be
 
resolved before'any'serious manpower demand pro'jections are made. Itf
 
this is noc done, the manpower rojections can easily become outdated.-'"'
 

Second, even when the proper sequence of program strategy, 
maste~r-planning,' and ir4)organization hasbeen followed, detailed program 
planning'is necessary be~ore credible demand estimates of ~ 
specializations, experience, and training requirements can be obtained. 'V1 

Third is the need for hard'numbers and a'sound information base..for ' 

determining present manpower 'invontories, paSt".tretds, and fu~ture,' 
Vpossibilities." Planning unrdertakeii'by ISNAR itVust'ratesthe benef its Of" 

a thorough assessment of demand' and supy eas~h rsfleso 
''results depends on the accuracy and: c'redibityo teda-sid, r" 

"informed guesses" need to be supplementedby, rigbious analyis of, A 
":mbers. 

"C 

~Fourth, the' basis of 'this analysis is crucial.' 'Analysis of historical 
trends 'and past'experience' is a goad starting point -for planning, ,but,. 
since fuiture c'ircumstance~s '-- especially availab'ility of'Ef)'ds ca 
deviate'substatially from pas Ittrends, realism is needed in etmtn 
future constraints of manpower, money, and, f aci 1t es' "Cn rie 
demand-and~-supply analysis is 'therefore essential, and',requires that theA~" 
scientists'ws Lss of' research requirements-'be, tempered,,with, senior 

~~ ~managers,''judgmen1ts 'ofpoicand ' 

godeme ould perhaps:,be termed c piitc, l nInCCIUly 




Fifth, planning for~manpower-sBhudas nclude cat.-gories,often lef t< 
Out -7 iaiuilY technicians,' tecial staff ad aminstativesupr
staff. These nonsciin~it categories #6e essential :'fore3civ ' , 

reeac an r o~l~'s"vaalbewe needd 4The 'inclusioof~~ 
'technal taff isenrayi'SlAR,reports driIw attention to ani often 

SjAnd t
iii-hi i: ii',bvibus tatVreapns ilUity for',sounid mairpowf4pannin9 
__ 'ta televantall~dei1 agencies 'anid pers'onnel categori9$'ad,that 

-2-cnetmanpower!'sus stanAt ant~ ' on 
considerationsiu-- can not be left solely :to an~isolated manpower~and 
training'office, at ministry headquarters. ,Unless the planiningtask is~
taken seriously b~y the researchersthemselves and by ,their~line manag'ers> 

~ ~both in ter-is of providing the needed inputs and 'in interpreting 'and 
revising the tentative results of analysis the exer'cise can 'become '~~ 

quite meaningless.,
 

Other lessons These,v> can also be stated. relate primarily to the' scope,~> 
processes, and methodology of planning. 

'The. scopp of manpower pl ,anning has to be 'broad enough to cover, the major ; 
sources 'of supply (local universities, regional and internationallabo.j 
marke , etc.) as well as the potential comipetitors for the available 
manpower (parastatals, private agro-industry,. nonresearch employnenti,~.4r 
etc.). Inother words, the matching oZ demand and supply presupposes a::4good fix "on both :sides of the equation. .At the s-time, the scope'o
planning~ should be' narrow enough to be 6anageable within~the resource and 
skill constraints of NARS managers. Assistance from' specialists in_ 
ministries of planning or from technical assistance agencies can, at ----- ~ 
timesi be a good investment. .ZW<4 

'~While undertakin" this detai'led organizational 4and prograImpln'ning, 
 ~ '~ 
unanticipated ihortfalls,(or less likely, surpluses) of skills' and 
 -- 4 

training can become apparent, requirin revision's in peiul
determine'd master plans and organizational structures. The process of 
planning m'ust' thus be'iterative and continuous I-so tha the plans remaii'I
4realistic and realizable.I 

The benef its and necessity of this iterative approach are obvious to~ 
anyone who has attempted systematic strategic .andmatrpnig,"v'
'as a training exercise. The need for commnitment and participation Wf I' 
high-level MARS leaders Is therefore imperative.- The benefitsI(though 
not the necessity) of involvement of knowledgeable outsiders c'n also bev4'. 
considerabl, if properly, managed by the nationa1.s.- . ~ . 

Even when>4suitable participatory prcse fo planig reusd,-h 
long-termi manpower implications of~strategic shifts inprogram and4 J-" 
organization can seldom be accurately estimated in advance of ev~ents.
The need for combining experienced judgment' with quantitative esiato 

'- of requirements is obvious. 44 

* And finally, each NARS rmust be treated as a' unique case. ,4 For detailed ' 

manpower analysis, the larger atid more coniplex, NARS .(say, Wirthiimore than~~ 
100 scientist. land a diversity of research institutes land:,progr ms) 4 4 

6'4,4 ~ 4 4 444 4 ) ~ ~ {~) 44 > , 

4 
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11.IJ'a A a 

reqireela~c v l re complicated tooqls than the saller, less<''<
di sified N,AR H6wever, ,des pito this"-ifr e bai ricpe 

Many NARS have undertakewthINR adohe oor'asitne 

V 	 sysematc upgrading of~lthe educatiqual qualifJications" and technical. skills' of~ 
theiF ,nwly rerie.'yu sin't,'~ 'Avariety 'of trai .ning sltaei ian 

>~' ad ~T-seuics"'ng a-smix of, twinning, contractual, and" '-~'~ 
t'echnical ass'Istance 'arrangements.' ~ , . 

ecause training 

training have 'of ten been supplemented b~y financial iupport from'~other
 

B""~a long-term is' expensive, government budgetary resources for 

sorcs 1ve ' the years , mayrsaceshieinvesedhirte 	 and effort "'"6mn resestrchtheir 	 timein improvng their qualifications and competence, expecting thata~thin would" 
' increase" thieir research producti.vity and$cimprove their career prospects,

System-level ouanagers have also shown keen initerest i'train!,ti. 

Iterms ofpyoffs,ISNAR's x8 'enei number of countries has shown " 
S that long-term training plans have generallybeern ambitious but reasonable', < &~ 

a.d have yielded the desired benefits.< Assa result,' training has-become a- 1 i ;swell-established -- possibly even a 'favored 1 - function within mny
 
develop'Ing-gcountry NARS."
 
Thus," in a number of these 'MARS, a'great deal has already been accomplished 'in'.,
training, or is well on its way to being achieved. Most interested par'ties> 1 '~,

believe that'the substantial' investment in training has largely 'been ""' 

Yet, recent ISNAR epr'n indicates a few concerns: 

M'Undversity-based training has to be'made more relevant and cost- "' 

Heffective. 'In most agricultural universities in developing countries, ' such constr'aints 'as heavy teaching loads,'poor research facilities, laack?.s,
of incentives for research, and per~ennial' budgetary shortfalls haveato be,. 50 ~ 
"tackled urgently'. """'' ''I~~aa5 

For this, abilateral and'multilateral'donor assistance as well 'as' 
collaborative and' cooperative progranis~with foreign universities are 
useful.: In'addition,'.the' involvement and commaitment of senior 

a~ 

policyqakers'in the concerned'Inational'ministries and institutionis are 
AS 

a-.a'
 

needed., Unless these are forthcoming, the efforts of 'external'agencies~
 
cannot. 'tnil'rsls 'ed 

With regard to In-service 'traininglln MARS,' the main general concern'm~~I~'saa 
s tems from the need to focus more clearly on the relevance and quality of~' 

41''training,- rather than on the numbers trained and courses, held. The'~ 
~generIal 'principles of good training are well known. What is nowiedd
 
is to conduct a thorough review of existing efforts in the INARS 
so that
 

a ~' suitable improvements can be made,. 

j 



Jn ad.tion,, ISNAYR could erisure'loser ntegra'tion of its advisory an 
triin'activiLes in various 'regionsAnd-" u ie Greater emphasis > 

iireayb ng' Len t mateials developiuent fr training in 
agracagemara~it .icth of '6ee' step wll help \improve~ 
th uipat of raintng.15provided b IS~NR 

~Other more spciicisues can also be~discerned In relation to training,
 
undertaken~in NARS
 

~ ~quli 	 'esponsveess Vo local"need8s; and cost'-effect~iveness 'of
 
tranin aken''y, systems'. J
uner rnAIonal 

Second, no t ienmbrso ppl trained and training programs.
conducted sem largely satisfactory,, questidna of evaluation and'impact>"
of the,,training received are relevant and timely.,.~, 

Third, the'appropriate balance between training in purely technical:K 
subjects and in nanagement~ topics, and~ between trairnn for ~mproving --- ~ 
individual capacities and for building\ ystem capabilities is yet to be 

~iestablished. 

Fourth, notwithstanding the highly encouraging response by NARS maaes 
to management training workshops, there is concern thatIltrainings of'. 
individuals (jsuch areas as strategic planning, priority setting, 
program formulition, organizational options, monitorig.~ eauto 
and hum~an Iresource management) might not readily lead :ogytm-ee
impovements unesognztoaand n1nagetneat procedures'and,,
practices are simultaneously reformed., 

Fifth, a related but, broader concern is that the training receiv~ed~ 2 


both Lechnical and managerial --	 Betlzdbca'
might not be prope >"~ 

of syeten-level deficiencies in finances, facilities', and planninig.':.As a
result.,evengoodtraining might yield meager'tang-ible benefits.. 

Sixth, the effiniency of training administration, and the selection,
 
placcment,'reentry, andfollow kip of traineesj is another problem area.>-'

suffers fiom ~i lack of integration of- dispaaeefrs 

And seventh, the dasign of train~ing programs, thpi content andcontextual '"-"' 

3~'S3'[.relevance 
 of training materi'als used, the'match between training pedagogy-'4
and audience, aid the efetvns ftra ining ,delivery are other.~ 
~importanL~ concerns.* While imiiprovements have undoubtedly been made in 
these areas in 'recent yermuhmr nedt b oe 

M"'~~'~anyof the above concerns/issues in training stem from an5 appreciation,ofL-.t he 
re'quirenients_ and pirec0nditions A' effective in-servic. training. A few 5of~ 
these acre noted' below, based on ISNARt s experience. The purpose is~to~draw 

-n, some key featur~es ofs~ttentionto4	 effective training and to provide-sguidelines~ 

"'1 futu're. 	 ~ s~,' >'~'~r. the 	 ~ 

http:planninig.':.As


Fistanigms~e visible and4 substantial support~from senior~.
 
m The tries toheir improv K
~anagement. 


r rmnc and must be'rewizrde~d for'such'im
 

*~Second, as 04'3nee6ds of the'!orgariiza tion beom more a p lalizd: 'the''~ 
'6fQ loyees ave tobe- dentif ed~;,different'c'te'ories of 

more seetie kj) personnel groups have to be' trained in key areas o 

4Thirdtraining content'mus-tbe- 'taiored to -udience -needs-.-:,ki. an 
knwldg-oieE' core are appropriate for~junior staff, while the 4 
senior maaesrqieabodrapeito of concepts and techniques. 

Fouthresonsbilty~ortra.ining mus t be shared between 1 ne managers.
and the training departm~ent. While thelatter has to be responsible foi 
designing and delivering effective~training programs, the. former mus't~l 
held responsible for ensuring that this 'training is put to good use.J 
And 'fifth, it'has> to be accepted *.h a ur al
 

- tat, training isnoacue1.Tp 
managerrent acknowledge that 'nontrainigntreios(uha-must 


administrative changes, work redesign,. alary imtprovemnts, anuc aspraisal 
mechanisms and.'feedback) can 'sometimes improve employee,,productiity more.> 
easily'quickly, and inexpensively. 7 ' K I- ..- "'.K 

Other general~lessons of experience are 
also relevant: effectivo in-service,

training -'- in'the NARS, as elsewhere -- is need-based, relev~ait, specific, '' 

and goal-oriented, Priorities are determined (in advance, and vigorous
follow-up action is taken. 

, 

A strategic plan and time-bound action"program ar~ 
prepared. Because the training effort has a'clear direction and focus,t 
 ~ .. 

training administration does not~take'precedencei over training~content, and ~ 
4

course design is.based on a detailed needs assessment. 

More specifically, In relation to training design and evaluation:
 

The training objectives, content, and pedagogy have to be well m~atched.'"
Distinction must be made between change -souaght'4in iawareness, ' 

understanding 'and skills. Except'in initialintrdcor corss 
brea~dth of coverage must be socrif iced for-depthof understanding.4 4 "'""k 

The, cost of training to'be both reainto the, tothas judged in~ '1. 
investmjent in 'human resources and'.to the oppruiycs fn 

4--training. Al thouigh' a src otbnftapproach,cannot be followed,
-investment in training must be expected to yield sufficient payoffs~in 

4 

'4 the long run.' 4, 4 4 

Pe''dceauto ftraining has; to 'be conducted so 4.>"that timely 
corrective action can be taken. In evlating'.training,.a distinction4 -
must be made between 'evaluating 'the trai~nees"after ranig evaluaig~ 

<L~ 

A.

the training 'courses'ithemselves, and evaluating the impact of training obn
4K
 
the entire organization,lboth in the. short and long run. 4 - ' '7 ' 

Many_ of~these are simple lessons. Training' specialists can undoubtedly expand
'the 4list further and shoulObe encouraged to4 do so'. .,The 'result'would be- a3 
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mu chneeded assesument of present practice""and a delineation of guidelinesa for<j'furthe imrvigthe,existing sate of ffairs.' 

~ 3.3 General ~ 

Intem rote IM 4ras-polesof efficiently managing growth AA 
o mapwi ererch rgrm$an rann ins~titutionIs4- are liel to 

4 remain- high, onuthe agenda df most ?JARS. 

7:7nd- rcni~i~ on7f, ecarce" financial-resourceg Co 'ft 
. n
A~Ieed for producing and delivering useful research 
-- soine har cices2 "<

Voiig shifta in strategy, reduction of marginal programs, redeploynt of<~ bpersonnel, restructuring of organizations, and rationaliz'ation of research<'4~:'
station netwrks will be inevitable.
 

Each of these has direct implications for managing human resources. A grete
appreciation of these linkages at early stages of system-building would'help.
 

'Inaddition, lessons.t experience from the establishedNARS could prove ~ 4instructive~for countries hoping'to expand'(and eventually'stabilize) their 
~~ systems. Donors and 4international organizations in the business of 

ISNAR, World Bank, USAID, the SPAAR group) could catalyze this'learning,

process by documenting and 'sharing their cross-national experience.
 

WitinachNALRS, a useful starting point would be 
to take stock of the
available personnel (using an improved'HRM Information system), asesthe
institution's educating and training staff,~and'reviw the organizational

mechanisms used for planning anid 

4 
utilizing manpowe.' 
For each of these areas,detailed questions can'be formulated, based on thefprinciples' of effective4'human resource' management.' Upon completion of these. reviews, further steps

4-could 
 be taken to build on 
' 

present st.rengths~in policy, o'rganization, and 2 management. 

-'i" 

Because human resource management encompasses many aspects -- of "supply,,demand, acustortnin n utilization of manpower -- 'it is4S unavoidable that the' HRM reviews conducted by4 the NARS (and others) should"also selectively examine aspects of strategic 'and operational planning and
managemen't. ''. 

The necessarily broad scope of these review's 
could, however,' be both anopportunity and achallenge.' The"'opportunity is "~ se thing rih i 
"4 " 

systematic fashion,' but this requires a serious coinitment in the.NARS to face
 up totekyise 
n oengage in a long-term, mngmn-nesv
process' of diagnosis and reform. 'Once this top management-~support has beenobtained, howeverk, the susta'.,ability, of the effort could be improved. -

A. More specific management issues also need to44 be addressed 'pehap~onlyy~~ISNAR and the'NARS. These include,'among other things, deLerination of~minimum"critical'mass" 'of scientista for certain'kinds of researcih;'~A determiination 'of th'e mnlinimium. (required) operating' expendituire per resarchr; 1 
44 4-determination of policies and p'rac'ti'ces forl4attracting, retainingrand, 1"-"'
 .. tiang sufficient numuers of.qualifiLed scientists;,deteimfatin 

4utbl-.mesue 
 o imrvn henmes technical' competence, 'and 
44 44professionalism of fresh graduates,' determination'4 6f strategies and measures 

44J,:, 
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'''for strengthening educational and in-service training institutions;
determination of measures for improving the quality and relevance of trainingprograms;- and~determination of policies and administrative measures for ' improved HRM
Rflin general.
 

The list can be extended fairly easily. Most of these issues'are not easy to
 
deal with -- nor can'completely novel solutions be found through the kilnd~of'
 
quick analysis usually~undertaken in some NARS. Progress:on these issues'

~requires a well-planned 'and prioritized program of field4'research, involving 


In a collaborative, problem-solving mode.''.
 

At a more detailed level of analysis of HRM issues, it is clear from ISNAR's
 
experience in NARS that planning and training are necessary 
-- but not 
sufficient -- resources.
for effective: management of hu.man Also needed are" 
well-designed and properly administered SteMsrfor recruitment,' deployment, 
and utilization of staff, These require appropriate policies, regu~lations,

and procedures for hiring, compensating, appraising, counselling, promoting,

rotating, and firing people. 
 A further requirement is.good organization,

leadership, direction,'incentives, communication, conflict management, and
 
control. . , 

Some of the prerequisites of effective HRM, and the connections among the HRM
"subsystemns", 
are noted in figure 1. Because of subsystem interactions,

weakcnesses or changes inany particular (specialized) area can have a ripple

effect throughout the HRN system.
 

For example, an insufficient or inadequate manpower pool 
can:
 

*lead to unfilled vacancies; 

*increase salary demands by those hired;
 
*lead to hiring of under trained staff;
 
*reduce ac tual performance; 
*facilitate condoning of poor performance;
 
*increase the, need for training;
 
*lead to unduly quick promotions.
 

Similarly, improvements in conditions of service (salaries, incentives;
 

attracting better .qual'ifiedanmoexprncdsf;

improving staff motivation and more;eprecdsaf
 

*reducing training needs (and costs); 
 ' 

reducing turnover of competent staff;
 
fcilitating long-term career and succession planning;


rewarding merit rather than~seniority;
 
linking performance (outputs) and rewards;
 
providing opportanities for individual growth and development.
 

Because ISNAR's reviews of NARS typically start with broad questions otf".
 
program strategy, policy, organization, and management, the logical sequence

between these topics (figure 1) haR generally been maintained In ISNAR's HRM
 
work. Even when specialized reviews of a part of the HRN system have been
 

' 

4 



Figure 1. The,Iluman Resource Manag"enlt Systern: Interactions 
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Undertalen, the close connection between human resource and program issues has'
been kept in mind to ensu're the relevanceand feasibility ofrecommendations
 

, amade.a..ess'e
 

However, a strict order of priority Or sequence is not necessary among the,

-''	specialized HRI4 areas. Although long-term planning for manpower and traing
 
are usually the first steps in'an 
ISNAR systems review, detailed assessments
 
o"f pairt c'ular HRM areas can be'.conducted'in any order -- provided the' 'i4 
intracio effect 'nteremainingsubsystems overo~g 'HRM are .not 

In~general, however, the complexity of the interactions among HRM areas, and
 
the need for dovetailing HRM activities into other areas of managemeI
nt'-- for
 
Srogramplan, amnianng a utio e -make the
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1 
Basedon abroad diagnostic reviewv of the'NARS,. the stren~ths and weaknesses
 

ofteexisting HRM system (or sometiness.pecialized. ia"~'--plnig
Strain'ing,, etc.) have b'e'en eanalyzed'by ISNAR and recommnendations for "'
 ~-~Improvement have ,been made. ,In a nuxaber of~countries, the~next phase in 
~ 
ISNMR' digols-lnig-mlmntto DPI).sequeice has involved detailed'
 

'~desigwobf the proposed;system."The changes' suggested haveothen been 
~ ~j~"'',implemented by thie NARS leaders, sometimes with,,assist&nce from ISNAR " 

The lessons of "ISNAR's experience" presented i,,this paper~are thus

_indirectly--.based qvhthe -,experience' oF the -NARS-theniselves.Ioe~7r~c 
of the NARS' direct experience of' HRM remains 'undocumented and unanalyzed.~~
This experience is very relevant for developing practical guidelines for NARS 
managers, and could provide 
the basis for field reseaztch by the NARS and ISNAR.
 

Hanceo 
the need and potential for continued collaboration between ISNAR and
the NARS on HRl issues remain considerable.~ This. collaboration can lead to
 
further development of ISNAR's and'NARS' experience inARM. 
 The extraction of

additional lessons froic this experience could lead to a more complete
understanding of human resource management in NARS. 

-. 
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Annex I 

ExwnplesoO nPwrPlatnngApProaches, usedl ISA 

In rlzia (1 6 ruth rrtAundaor research-: 
Swent, toward personnel costs, the. review~mission's primary;'concern was 'to
detminthma~imum sustainable' size of: the NARS.'iThreachs'lms
expansion plans,:and its current patterntof? manoe-tlzin see Iise'a 

'5 , likely to 'be 'available. 'Redundancies-were Identified insome job categories, 
an~d recogmmendationts were. made to improve. recruitmentiprocedures and to uprd
staff. quality through better training and career planning.,.
 

In Kenya (1982, 1984), on 
the other hand, an anticipated shortage in the
quantity and quality of manpower was '' the main Impetus for formulating a

long-term manpower (and training) plan, and this involved 
a detailed
assessment of future manpower needs, 
 The planning exercises took account of a
variety: of considerations 
in estimating demand, including (i) comparisonwith

international "norms" 
(for expenditure,IPhD-to-LMSc ratio,,and researcher-to.
technician ratio), I the scientists' "requirements" unconstrained by
financial limitations, (iii) past and projected trends in recruitment and 
attritloa, (iv)"consLrainedI demand (i.e., affordable numbers considerin3 the
likely constraints of finance and facilities), and (Cv) the need for
maintaining critical masses of scientitsforvarious programs and disciplines.
 

In Zimbabwe (1rplanning started with an aggregat (macro level)
assessment. 
 Th'e planners first estimated the number of researchers that could.
be supported by an (assumed) in.rease in financial support of 5% (in real
terms) over the, 5-year plan period, and then determined how the total
projected manpower strengthof phDs and MScs:couldbest be utilized for
 

*various commodity and dsilnrreachprograms. 

In 

-

Tunisia (1984), planning started with an estimation of manpower

requitrements (in full-time equivailent units):for the projected 10-year'
research program for each commodity and. discipline,~assuming'~stable fudn 

'

and an appropriate organizational structure. In Ethiopia (1987), 
in contrast*,
the manpower assessment was primarily concerned with ensuring that 
the'~~~ ''recently reorganized structure had at 
least the minimum critical mass of,
qualified scientists and technicians at each agrosecological. and coniy j'
research center. '' 

;~ 

Dlespite this diversity of approaches, however, the central aim of 
1SNAR's "-"'4ff manpower planning +S+:+ ;aciiisi hevrosNR has been the +same: +to ++'provideY++:,+++,+-+:+ 
-accurate realistic estimates ofa' and+ '+:++'+++ +:++ + +++ :+ ++ ++ ? ;++++m+++: ++++ +++: ++++++ f ++:+++ +:++ +++++h ++;++++++++++++ +++++ +++++:+++@ and ++++ devise+ . +5 +

feasible plans for ireeting these needs." 
future manpow~er++ + needs++ f ,+to++ : + +::++ +++:++'tA'-:+++++

+ 

.. $ 
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Rsource Management: ISX fW arlsiorP oxo i6 ctio 

OurkinaFaso 1982 , 	 Recommended increased role of, research in institutions nt currently' 

Involved, studied manpower needs, training needs and the possibility ofestablishing new resoarchand training zentre
1987 Management trainingesemin r held.o d nf
 

2 Careroon 1983 ,Recommended impruved managemnent of research system; improved management

decisions at ministerial rand institute levels; training in strategic

planning, programming, evaluation, i nformati on management,' personnel
management,...... management of. physica, resources, financial management,and 

194Seminar on agric. research management held, based on findin~s of review 
1986 Three workshops on communication and team building held...
 
1987 omprehensive review of major human resource management functions with
 

recommendations for each,. '2 

.ReviewEthiopia 1986 of the Institute of Agricultural Research (IAR);and of research2 

2A - qu~ntitative, illustrative exercise sets' out staff needs up, to 1994,
but :AR approval' needed for a definitive plan to be prepared. ' 2 

2 , :-: , .:	Recommend. that programs/stations should be expanded when add!tionaln > 

manpower is available., ' '... . . . .. 

Gambia 1985 	 Recommended improved development and management of, human resoures1986 ISNAR helps national task force prepare proposal for &scheme of servic 
22 ~~forscientific staff. 	 ' '2 

'A Ivory Coast 1982 Recoemended formulation of 'a master plan for INIRZA, with priority, on
~,manpower planning for national scientistsand creation ofa 

2 

research ~training contra.

1984 .'Training of scientific and technicali personnel undertaken, 2 2222~ 

:,++++++++#++++,++v+++++<+,+program 	+managdeve!lnt a Ofmanwe plnningoS n eh|qu$;++++:++ +
 
Kna1981 study,6f manpower development and trainingineeds,,and.Recommended 


strengthening of p'propriate nationa educational institutions ,,review,
schemes of. service ,for research staff,2 2 

.Formulated
1982 a comprehensive manpower' recrui tment and training plan for 22TS 

1983-87; ," 22 22 ' ~ 
,Preparod1983 manpower development and training plan, including fellowship2 
and training anddeveopient of~postgraduate training at Univ,. of 


2 ~~~Nairobi~.. 	
-

" '' 	 2"1-' 

Prpr peii pla fr postgraduate training Inagriculture and
19 veterinary medicine. '~ 

194 Prepared2 manpower and training plans up to 1994, !as part of system,'2 
2 review; 22,2 21986 wo'rkshops held. 

222
.Training 

adagascar 

f2,~~222 2,22, 2 222rogram and development of management tools an techniques.
 

222, ..Developod~triin ngqprogram'.'22AW2 	 2"2222> '2,i 
2 

K7 183 	 Recoeenddprprto f npwrdevelopment-pla 2 including training
 

22198 

197 Pro rams developed for 	overseas and national Jraiin (for actio in 



S a1gr on staff; deveopd 
e revS H R' d , t terms : o research 

owt ning a longer
Rte of:' oer plan; dp e 

1985.kGoverrwnt ipplemits hanges reopuondsdand establishes in 
-- Prea tedri of research management workshps 
: dn 1988 SACAR/ISARmanagement training workshopsOhkld.S, 

Niger 1986 . Recmmended thatthe' fast-growing nationa institution should pay' * 

bseionditoo-Afser ec and.study
Nigeria 1984',.Research o o osei;cet prepared.
 
i ~~~~ research rs;secn ofdeuncild~o
 

Rwanda 1982,;Recommended recruitment :ndirining plan with a W iOyar time frame.
 
18 Two seminars held for identification of management training needs at
985: different levels , 

Senegal 1987 .Prepared a manpower development,plan, system review continuing,

1988. Review of selected aspects of HRM.
 

Somalia 1983 R
Iecommended manpower development; study of terms of service for

researchers; securing of adequate and reliable funding.
 

Uganda 1986 
.Identification 
of critical mass of scientists needed at major research
stations and of future manpower requirements - -

Zaire 
 .A1985 national task force assisted by ISNAR examined' statutes ofagricultural research personnel, and recommnended implementation with Iamendments, '- '-

Zimbabwe 1984 'PrepareOd manpower training and development pl.an (1984-88) for Dept. of
Research and Specialist Services (DUeSS).- 1986 *Comprehensive review of HRM, as part of general diagnostic mission. 

7',.1987 ,Impl ementation planni ng and follow-up continuing in1988-89.
 

ASIA
 

Bangladesh 1984 
.Agreement 
 to work with ISNAR on prga~oi rrv h management of
human resources,
 
* 1985 ~'Collection and organization of~data~in BARC, using microcom 'uters andi L''-i

'methodology-based on ISNAR's work In Thailand;'training of'oa saf 
' 1986 .Workshop held, using information base developed with BARC.,''Senior.~%VII ~~officialsintroduced to micros,. Two' miain-resul ts: an awarenessLof -

BARC's Initiatives Inthe managementofhunan'resources; 'and:1SNAR's 
- ' -  cofrntment -to work with BARC on this 'task. IBRD'placed' full-time person. 

riji 1982 ~,Recoimrended that after arresearch plan isapp6s'd, the manpower
-assessed.' 
 More staff7may beneeded. -- < 

-. 1985 .To implement the 9th Development Plan' 1986-1990 and Its research' Istrategy, human resoujrce components'r'equire donor support. 

Indonesia1981 Reccuiended that AARD prepare a detailed master plan- for manipower.1985 *Management information system developed, including human resource ~ 
components as part of on-goiang work with AARD 4 
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Pa itn s 1982 ,Reconendednegw career structure for rnsngonand study of other

HRM aspects, especially training reuirements, 

.
 

1984 IsARprovided staff inputsto rfun h research
agricultural 


admnostration. 
1987 Recomnended that hona resoUrce plannhing follow program planning and be, 

tfocusedimproving efficencyfofA, h s psis taff.' Ao 
wall-developed computerized inforiation system is needed for this. 

7€-t-nUnNW u agaoor d velopment'programn proposed, I'basedg 'onthe reco uende'd ' ( 

'pro act'. Sc e mohsi on.:staff deelpmn an training: 

S. Pacific I. 19841 Remen dere g:riona interat a:ofnatitonals. 1~if)e 

SH Lanka 1983 Reconmended general review of personnel policies,ospecially 

of. service. . . 

194 Review of manpower an riigrequi rements for scientists,, a ato 
... . . 3-country case study.


195 Preparation of training component of IBRD funded poet
 

Thailand 193 ISNAR provided s' afipt oactional commission whosemadt 
covers manpower planning inthe Oe0artment of Agriculture'(DOA).,.
Collection of data on graduate empl oyees of the DOA begun. ' 

1984 of data and verification~completed, with substantial..Collection 


assistance from staff of OA. Three working papers prepared.

1985 ,Four additional working papersprepared and presente0d. Plans for

information, system for HRM drawn~ up..
1986 ,Preparation of draft project proposal for the Civil Service Commission . 

ostaRlc, ,, :1987 Manemente tranidcng okso on.evc, ld rt!n o~eerl n, :piDitto for tecvlservice as awhole. 

.Recommended
Western Samoa 1983 systematic needs assessment at part of the planning and
.programmning exercise and formulation of an interim teaining program.
xr :. ; ,.. :;po °saduatetranin ofl)I 	 Hnsr oagrir odiinculturalrsarhofiesan
1984 .Prepared manpower development and training project.
 

LATIN AMIERICA ..... ,,,, , 	 . 

.Review
Argentina 1985 of manpc.wer and trainingreuemnsasp tof3cntyae
 
study.

Prepared a comprehensive plan for managing and developing professionalsr 

-in 
 INTA, including review of conditions of service. Workshop on .

agricultural research management held. , . 

.GeneralColombia 1985 review of HRM system, including review of conditions of service .. 

Cols RICa& , 1981 .Recommiended introduction of in-service training for research and 
extension staff and improvements inconditions of. service for staff.

.1987 .Recommended continuation of efforts to improve manpower utilization.
 

Dominican Rep. 1983 .Identified as a central limiting factor the inadequate personnel
policies of the research department (IDIA) in Ministry of Agriculture,1986 	 ISNAR paper, giving complete analysis and summary of the redesign of 
lDlA,' presented to IOTA 6.nddonor. 

Ecuador 1988' ISNAR reviewed HRMissues, using questionnaire on human resources. 

,., fl 
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~ Guyanas ' 19824vRcOmanded:inhinsti tute within ooicljoselyassociated withithe, A<~
\p :~'~~University of Guyana, with staffing pattern~i'that maximize use of
 ~~v, ~resources, ~c 

~Peru 1985. Recofmmended sustained support for personnel development, in a largely(
 
Seffective system.


1986 .A pew career structure developed, 

-7 .Uruguay ~ 	 1988IEl o&t ry'i;w
1987 inthe design of a human resource development pln.AssiO~ance 
 IA 

Jordani 193- Review of manpowor and training requirements, as part of ..- caseco9un,r

study,
 

.RecMorocco 	 1984 ofoended preparation of a mranpower development and training plan. 

.DevelopmentSudan 	 1983 and management of human resources considered essential.
Requires a survey of 	 training needs to improve the management of
research. Action 	deferred; for inclusion as alcomponent of proposed

IBRO project.

1986 requested to assist in the design and implemenitation of a research.IS.LAR 


managemnent training programn for senior research admi nis5trators. 
1987 ,Training at ISNAR of ~a Sudanese, officer; to develop training courses in


planning and managing agricultural research,

National workshop on planning and agricultural research management held,

using a specially designed human resource development questir'naire.
 

Syria 	 1985 ldentifica~ion of training needs for-cotton research program.

1988 .Human resource an~alysis, as part of the review of the Directorate of~
 

Ag-Icultural Research.
 

Tunisia 	 1984 a
.Prepared 
 five-year manpower training and development plan for the
 
specialized institutos.
 

IBased, inpart, on Vred Haworth's content analysis of ISNARs mission reports, 1988 (draft, '" 

PSS-jch/39-SACHOEVA4 


