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Preface

The InternatIOnal ServIce for NatIOnal Agncultural Research (ISNAR) IS mandated to aSsIst
natIOnal agncultural research systems (NARS) m developmg countnes m strengthemng theIr
agncultural research management Through ItS Trammg Umt and m collaboratIon wIth natIOnal
agncultural research orgamzations (NARDs) and management development mstltutes (MDIs),
ISNAR produces trammg modules m agncultural research management These trammg modules
provIde "researchers-tramers" wIth both a trammg plan and matenals deSIgned to Improve the
knowledge, attItudes, and skills needed to manage agncultural research effectively

The Agncultural Research Management Trammg (ARMT) Project aims at mstitutIOnalIzmg
agncultural research management trammg 10 the Southern Afncan Development Commumty
(SADC) countnes as well as Improvmg the management capacIty of research leaders The current
phase of the proJect, sponsored by the Umted States Agency for InternatIOnal Development
(USAID), mcludes the development of a senes of trammg modules on research management to
facIlItate the trammg ofnatIOnal tramers to ensure a sustamable capacIty for trammg 10 the regIOn

Each draft trammg module compnses a cUITlculum, mcludmg learmng objectives for each day's
actIVItIes, descnptIOns of the trammg approach, methods, and techmques, and master copIes of
handouts, worksheets, overhead transparencIes, and other trammg media that can easIly be
reproduced for dlstnbutIOn among partICIpants m the workshop In addItIOn, the trammg modules
mclude evaluatIon forms and a recommended bIblIography for use by the tramers

Texts and exerCIses from the regIOn and from other parts of the world were collected to create
the trammg modules Whenever pOSSIble, the trammg deSIgn team has acknowledged ongmal
sources To ensure the relevance of the baSIC matenals and cases to the regIOn, thIS tram109

module was deSIgned 10 partnershIp WIth NARS and tested 10 a draft verSIOn dunng two
week-long workshops m the SADC regIOn

The fIrst week of these workshops brought together SADC tramers from MDIs and umversitIes,
and semor researchers from NARDs ISNAR subject-matter and trammg specIalIsts led the
learnmg process and collected feedback from the partICIpants to Improve the trammg module
Feedback was Incorporated and the module was further tested dunng the second week The "new
tramers," the malO users of thIS module, led the workshop for natIOnal program leaders and semor
SCIentIsts The module was further Improved by the partICIpants

ThIS IS the resultmg verSIOn of the module, whIch was tailored to SADC users through thIS
process The tramers are expected to use the module to faCIlItate plannmg and ImplementatIOn
of tram109/workshop programs 10 the regIOn The researchers are expected to use the module to
proVIde theIr colleagues WIth the opportumty to analyze NAROs' approaches and assess ways
of Improvmg them withm theIr orgamzations In addItion, the researchers are expected to aSSIst
natIOnal tramers m Implementmg trammg events m theIr respectIve countnes

StrategIc Plannmg Vll



It IS hoped that the tramers and researchers wIll adapt the module to respond to theIr specIfIC
needs and share the changes wIth the Eastern and Southern Afncan Management InstItute
(ESAMI) and ISNAR as a contnbutIon to Improvmg the matenals for the benefIt of the regIOn

ESAMI and ISNAR thank all the research management speCialIsts, natIOnal tramers, and those
who partICIpated 10 desIgnmg, testmg, and Improvmg the module for theIr very valuable
contnbutIOns

Dr Bonard L Mwape
DIrector General, ESAMI

VIII

Dr Stem W Ble
DIrector General, ISNAR
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Agricultural Research Management Trammb Prolect

SADC/ESAMVISNAR
Agricultural Research Management Training Project

Introduction

Agnculture contmues to playa major role m the economy of the SADC countnes (Angola,
Botswana, Lesotho, MalaWI, MozambIque, NamIbIa, South Afnca, SwazIland, Tanzama, Zam­
bIa, and ZImbabwe) by provIdmg food, energy, and some mcome for the maJonty of the
populatIon and raw matenal for the growth and development of the manufactunng mdustnes
However, envIronmental problems such as soIl degradatIon, deforestatIOn, and the severe
drought of the recent past remam senous constramts on nattonal development At the same ttme,
the mcreased demands for food (due to rapId populatIon growth), raw matenals, and Improved
technologIes present new challenges to agncultural research

The responsIbIlIty for coordmatmg research and trammg m agnculture and natural resources m
attammg SADC's goal of food secunty IS vested m the Southern Afnca Co-ordmatmg CommIt­
tee on Agncultural Research (SACCAR) Early m Its formatIon (1984), SACCAR recogmzed
that NARS could greatly enhance theIr effICIency and effectIveness m technology generatIOn
and delIvery If theIr management could be Improved In partIcular, the plannmg and management
of human, fmanclal, phySIcal, and agncultural resources could be Improved as could the
procedures for pnonttzmg research programs and lInkages WIth polIcymakers and external
sources of knowledge The ARMT Project was conceIved and developed m 1987 to address
these concerns The evaluatIOn of Phase I m 1990 recommended that one way to make trammg
sustamable was to mstitutIOnalIze It m the regIOn The fIrst step m thIS process was the mtegratIOn
of the project mto a regIOnal MDI, WhICh was ESAMI ThIS was to be followed by mstitutIOnal
capaCIty bmldmg m the regIon, of whIch the present exerCIse of trammg module development
IS an mtegral part

ThIS project, whIch covers the penod 1992-1996, IS a collaboratIve venture among three
partners ESAMI, as the mam executmg agency, ISNAR, as a Jomt executmg agency, and
SACCAR, whIch proVIdes the strategIC regIOnal perspecttve to the project

The project IS based m ESAMI's headquarters m Arusha, Tanzama It IS Implemented through
a network of SADC MDIs and mdlvldual experts from the regIon ThIS deSIgn aIms to ensure
adaptatIon and mstitutIOnalIzatIOn of research management trammg

Goal of the Project

The aim of the project IS to strengthen the capaCIty of agncultural and natural resource
polIcymakers and research managers m planmng, orgamzmg, and managmg research systems
to mcrease theIr effICIency and effectIveness m addressmg the regIOn's food problems

StrategIc Plannm[., 3



Agricultural Research Management Training Prolect

Objectives of the Project

The objectives of the project are the followmg

a to mcrease understandmg among high-level offIcIals on the role of research m promotmg
and sustammg agncultural development

b to strengthen the capacIty of natIOnal research leaders to plan, program, budget, and mOnItor
research programs of relevance to natIOnal development goals

c to foster human resource development m agncultural research management withIn the
member countnes

d to bUIld the skills of middle-level research admInIstrators m the management of agncultural
research activitIes

e to work toward bUlldmg a base for a sustamed capacIty m management trammg for
agncultural research wlthm SADC

Phase I laId the foundatIOns for bUlldmg specIfic SkIlls and provIdmg the knowledge and tools
that helped SACCAR realIze substantial progress m achlevmg ItS two maIn goals

a mcreased cooperatIOn 10 research on agrIculture and natural resources

b Improvement 10 the capacities of mdIvldual countrIes to undertake carefully pnontIzed
research and traInIng projects

ThIS In tum enabled SADC countnes to make progress toward achlevmg Important goals In

a Increased agncultural prodUctIVIty

b higher Incomes and creation of employment m the rural areas

Phase II concentrates on the InstItutIOnalIzatIon and sustamabIlIty of the ARMT Project
actIVIties

Target Audience

The ARMT Project alms at trammg the follOWIng persons

a pohcymakers boards of governors, agncultural research councIl members, planners,
executIve offIcers 10 NARS, permanent or pnncipal secretarIes, and those responsible for
the long-range ObjectIves of NARS

b semor research managers senIor managers and executIves of the system, for example,
dIrectors general/dIrectors and theIr assIstants-those responsible for overseemg the Imple­
mentation of polICIes

c middle-level research managers research coordInators, statIOn heads, those responsIble
for superVISIng research operatIOns at research stations, laboratOrIes, InstItutes, etc

4 StrategIc Plannmg
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Agrlcultural Research Management Trammb Pro/eet

The Modules

The ARMT Project stnves to mstztutlOnaltze and sustam management trammg withm the SADC
countnes The comprehensive action plan mcludes several trammg modules, whIch are to be
used by ESAMI, MDIs, and NARS to implement workshops for trammg theIr local personnel
ThIS WIll contrIbute to capacIty bUIldmg and, hence, sustamabilIty and mstitutiOnalIzatIon of
management trammg m the regiOn The modules aIm to help MDIs and NARS develop their
own capacIty for gender-balanced, multIdIsciplmary m-serVIce trammg

EIght modules form the core of the ARMT Project

I PrIOrIty Settmg for Agncultural Research Programs

2 Plannmg, Momtonng, and EvaluatiOn of Research Projects

3 InformatiOn Management for Research

4 SCIentifIC Wntmg and PresentatIon

5 Research Program Formulation

6 FmancIal Management m Research on Agnculture and NRM

7 StrategIc Plannmg

8 Gender AnalysIs for Management of Research m Agnculture and Natural Resources

The Workshops

The modules provIde the basIs for tramers to prepare and delIver workshops The maJonty of
the modules are desIgned to run for five days However, the trammg modules on Gender AnalysIs
for Management of Research m Agnculture and Natural Resources and Information Manage­
ment for Research are desIgned to run for four days and 10 days, respectively
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Overview of the Module

Strategic Planning

Introduction

Less than 10 years away from the year 2000, many pubhc mstitutIOns stIll thmk that the only
relevant factor affectmg theIr work IS the fmanclal shortage reflected m theIr budgets and
consequently, m theIr general performance and m the outcome of theIr actIVitIes Unfortunately,
m most developmg countrIes, many agrIcultural research mstItutIOns also agree wIth thIS
mterpretatIOn

The turmoIl, uncertaIntIes, and breakthroughs of the 1990s have surprIsed and confused many
InstItutIOns As a result, InstItutIOns have developed wIthout well-defIned mISSIOns Many lack
external references that would help them understand the ongoIng changes and theIr related forces
Adequate Internal mechanIsms to redefme a course of mstItutIOnal development and to
reorganIze eXlstmg resources are also lackmg ThIs IS a tIme of CrISIS and most mstItutIOns do
not understand the type of CrISIS they are facmg They are used to confrontmg Isolated and
well-defmed CrIses such as a fmancIaI CrISIS, WIth budgetary or salary ImplIcatIons, a pohtIcal
CflSIS, WIth ImplIcatIons for program and project contmUIty, or an mternal admmIstratIve CrISIS,
WIth ImplIcations for mstltutIOnal mtegratIOn and operatIonal processes ThIS IS not a tIme of
one CrISIS, but of many cnses combmed

The current World Bank and International Monetary Fund (IMF) Structural Adjustment
Programs (SAPs) bemg Implemented In many Afncan countrIes call for adjustments m many
sectors of the economy These SAPs have far-reachmg effects on the performance of natIOnal
agrIcultural research systems (NARS) They have provoked an unprecedented mstItutIOnal,
socIetal, dnd governmental search for new knowledge that WIll serve as a gUIde for development
programs ThiS IS one reason for WhICh NARS must try to dIscover and formulate new pomts of
reference for development

In thiS penod of world tranSItIon, many of the preVIOUS concepts, approaches, and models no
longer functIOn as a reference, and new concepts have not yet been clearly deSIgned ThIS
SItuatIOn has charactenzed the nInetIes as the "decade of the search"

In the mIdst of thIS turbulence, many mstitutlons m developmg countnes are dlscovenng the
Importance of strategIc plannmg They are recognIzmg ItS relevance as a methodology that
faCIlItates the IdentIfIcatIOn ofactIOns whIch, can strengthen the orgamzatIOnal models and adjust
to the needs and challenges of new natIonal and mternatIOnal realItIes ThIS module IS deSIgned
to mtroduce the mam conceptual and methodologIcal elements and mstruments of strategIc
plannmg at the mstItutlOnal and research program levels

Strategic Plannmg 9



OvervIew ofModuie

Objectives of the Workshop

At the end of the workshop, the partICIpants WIll be able to do the follOWIng

1 Use the systems approach In theIr organIZatIOns

2 ExplaIn the dIagnOSIS, plannIng and ImplementatIOn (DPI) paradIgm to study NARS

3 ExplaIn the process of strategIC plannIng IncludIng external, organIzatIOnal, gap analYSIS,
and Internal analySIS

4 ExplaIn InstItutIOnal performance assessment

5 Formulate a VISIon and mISSIon statement for a natIonal agncultural research InstItutIOn

6 Formulate obJectIves, polICIes and strategIes

7 DISCUSS the role of leaders/managers In the management process

8 ExplaIn the factors of success and faIlure In the process of InstItutIOnalIzatIOn of plannIng
and develop strategIes

Duration

The workshop IS deSIgned for fIve days

TopiCS to Be Covered

1 IntroductIOn

2 NARS the systems approach

3 DIagnOSIs, planmng, and ImplementatIOn

4 Conceptual framework for plannIng

5 StrategIC plannIng

6 Management Issues

7 External, orgamzatIOnal, and gap analySIS

8 InstItutIonal performance assessment

9 NARIs role In the future VISIOn and mISSIOn formulatIOn

10 FormulatIng ObjectIves

11 FormulatIng polICIes

12 FormulatIng strategIes

13 The management process role of leaders/managers

14 InstItutIOnalIzatIOn of strategIc plannIng

15 PartICIpant actIOn plan approach (PAPA)

10 StrategIc Plannmg
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Target Audience

The workshop IS mtended for program leaders and semor SCIentIsts SADCIESAMIJISNAR
strongly encourage a balanced selectIOn of partICIpants equally representmg males and females

The workshop WIll have a maXImum of 20 partICIpants drawn from profeSSIOnals of both publIc
and prIvate mstitutIons, who are mvolved m the plannmg of agrIcultural research m SADC
countrIes

Course partiCIpants may be hIghly heterogenous m theIr profeSSIOn and gender balance
(engmeers, agrIculturalIsts, socIOlogIstS, economIsts, etc ), theIr admimstratIve experIence, and
theIr level of studIes These mclude the followmg categorIes

• heads of planmng departments

• dIrectors of NARS and regIOnal experIment/research centers

• heads of research programs

• top management offICials and researchers

Trammg Approach

ThIS trammg module proVIdes tramers with the mformatIOn, speCIfIC actIVIties, and materIals
they need to effectIvely plan and delIver a trammg program Because each tramer and each
trammg SItuatIOn IS umque, plannmg IS CrItIcal to the success of any program ThIS module
encourages partICIpatIOn and prOVIdes hands-on, problem-solvmg experIences and exerCIses

Applymg the expeflentlallearnmg cycle

ThIS trammg approach IS based on expenentIallearnmg theory (Kolb and Fry 1975, McCaffery
1986) and IS partICIpatory by deSIgn It IS a learner-centered approach mvolvmg expenence
followed by a process of revlewmg, reflectmg, and applymg what has been learned PartICIpatory
methods keep learners actIve m the learmng process They are mvolvmg and mteractIve, and
they encourage commumcatIOn and group work They are actIOn onented and experIence based

ThIS experIential and partICIpatory approach was chosen to enhance effectIve skIll transfer, to
faCIlItate conceptual and attItudmal development, and to encourage appropnate changes m
partICIpants' behaVIor The expenentIaI learnmg cycle IS espeCially useful for SkIll trammg
because most of ItS techmques are deSIgned to mvolve the partICIpants m practIcmg the skIll
The expenentIal model helps people assume responsIbIlIty for theIr own learmng because It asks
them to reflect on theIr expenence, draw conclUSIOns, and IdentIfy applIcatIons PartICIpants
ground the lessons m theIr actual work enVIronment by consldermg the questIon of what can or
should be done dIfferently as a result of thIS trammg expenence

To be effectIve, thIS module must be applIed m both the deSIgn and delIvery stages of trammg
The seSSIons, actiVItIes, and notes m thIS module present tramers WIth gUIdelmes for reachmg
the trammg ObjectIves by applymg the expenentIal trammg methodology An understandmg of
the adult learner, the role of the tramer as a faCIlItator, and of the expenentIallearnmg cycle IS
Important to thIS approach

The adult learner

Understandmg the adult learner IS cntlcal to the success of thIS trammg approach The adult
learner has partIcular needs (Knowles 1978, McCaffery 1986, Zemke and Zemke 1981) Adult
learners need contmual opportumtIes to IdentIfy theIr needs and recogmze the relevance of theIr

StrategIc Plannmg 11
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learmng m terms of their own lIves Adult learners need self-directed learmng opportumtles m
which they can actively partiCIpate They need to actively thmk, to do, to reflect on expenence~

to discuss with others, and to practice and learn new skIlls The adult learner needs mteractlve
commumcatIOn wIth both the tramer and fellow learners, which IS dIfferent from one-way
teacher-to-student commumcatIOn The learner needs to contmually reassess the questIOn,
"Where am I now and where do I want to go?"

The tramer

The role of tramer/facllItator IS to manage or gUIde the trammg process rather than to manage
the content of learnmg Adult learners need to be able to share the responsIbilIty for learnmg
WIth the tramer The expenence of adult learners should be VIewed and used as a nch resource
m the learnmg enVIronment and they should be encouraged to contnbute to the learmng
enVIronment whenever pOSSIble

The expenentlal learmng cycle1

Experzentzal trammg or learnmg IS a phrase often heard m the educatIOnal world The strength
of the approach IS m the completeness of ItS cycle, WhICh consIsts of four stages, each as
Important as the precedmg or followmg one The four stages are (1) expenence, (2) process, (3)
generalIzatIon, and (4) applIcatIOn

The term "expenentIal" IS often mIsused m practIce Expenential trammg seems to mean lettmg
people partICIpate m a presentatIOn, havmg a questIOn-and-answer seSSIOn after a lecture, or a
role play or case study WIthout the subsequent steps of the model The fmal stages are often left
out of the deSIgn of the program As a result, the power of expenentIallearmng IS SIgnIfIcantly
dImInIshed or negated altogether

The stages of the expenentIallearnmg cycle are outlIned below

Experiential Learning Cycle

Experience

~
c
o
~
m
~-c.
c.«
~

Generalization

Source McCaffery (1986) and adapted from Kolb and Fry (1975)

FIgure 1 ExperlentIallearmng cycle

"0.,
o
()
(I)
enen

I2

The secllon on the expenentlallearnmg cycle IS adapted from USDNOICDIITD (no date) Agncultural traIner development Trammg
of traIners Instructors manual and McCaffery J A 1986 Interdependent effectiveness A reconsIderatIOn of cros~ cultural onentatlOn
and traInIng Internatlllnal Journal oj Intercultural Relatlllns
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Experience The expenence stage IS the 10ItIal actIvIty and data-produc1Og part of the cycle
ThIS phase IS structured to enable partICIpants to "do" someth1Og "Do1Og" 10cludes a range of
actIVItIes, such as partIcIpat10g 10 a case study, role play, sImulatIOn or game, or lIstemng to a
lecture, watch10g a fIlm or slIde show, practIC10g a SkIll, or complet1Og an exerCIse

Process In thIS stage, partICIpants reflect on the actIVIty undertaken dunng the expenence stage
They share theIr reactIOns 10 a structured way WIth other members of the group They may speak
1OdIvldually, 10 small groups, or as a full tra1010g group They dISCUSS both theIr 10tellectual and
attltudmal (cogmtIve and affectIve) reactIons to the actIVItIes 10 WhIch they have engaged The
tramer helps the partICIpants to th10k cntlcally about the expenence and to verbalIze theIr feelIngs
and perceptIOns, and he or she draws attentIOn to any recurrent themes or patterns WhICh appear
10 the partICIpants' reactIOns The tramer must also help the partICIpants conceptualIze theIr
reflectIOns so they can move toward draw10g conclusIOns

GeneralIzatIOn In the generalIzatIOn stage, the partICIpants form conclusIons and generahza­
tIOns that mIght be denved from, or stImulated by, the fIrst two phases of the cycle The tramer
must help the partICIpants th10k cntIcally to draw conclusIOns that mIght apply generally or
theoretIcally to "real lIfe" ThIS stage IS best symbolIzed by the follow1Og questIOns "What dId
you learn from all thIS?" and "What more general mean10g does thIS have for you?"

ApplIcatIOn After partICIpants have formed some generalIzatIOns, the tramer must gUIde the
partICIpants 1Oto the applIcatIOn stage Draw10g upon the 10SIghts and conclusIOns reached dunng
the generalIzatIOn stage (and prevIOUS stages), partICIpants can begm to 1Ocorporate what they
have learned 1Oto theIr lIves by develop1Og plans for more effectIve behaVIOr 10 the future
Techmques used to faCIlItate the applIcatIon stage can 10clude actIOn plans, revlew10g each
other's actIOn plans, formulat1Og Ideas for actIOn, shanng actIOn plans WIth the whole group,
and IdentIfy10g addItIonal learn10g needs The tramer aSSIsts dunng thIS process by help10g
partICIpants to be as speCIfIc as pOSSIble

PartIcIpant actIon plan approach

An 10tegral aspect of the workshop IS the ultImate applIcatIOn of the skIlls by the partICIpants 10
the work enVIronment The partICIpant actIOn plan approach (PAPA) was developed by the
Umted States OffIce ofPersonnel Management to help partICIpants conSIder speCIfIc applIcatIOns
of lessons learned dunng tra1010g on theIr Job SItes PartICIpants commIt themselves to actIOn
through a wntten plan developed at the end of the workshop PAPA can help partICIpants transfer
what they learned 10 the workshop to theIr Jobs, thus reach10g the applIcatIOn stage of the
expenentIallearn10g cycle
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INTRODUCTION

MATERIALS

Strategic Plannmg

The Trmmng Plan

How the Module Is Organized

The module provIdes the traIner wIth all the InformatIon and
materIals reqUIred for planmng and ImplementIng a fIve-day
workshop It contaInS suggested actIVItIes that have been
fIeld tested, WIth Instructions for traIners The traIner IS
encouraged to draw on these Ideas to deVIse tarlor-made
exerCIses approprIate for hIS or her speCIfIc traInIng SItu­
atIon The traInIng plan sectIOn IS orgamzed In the follOWIng
way

1 Pre-workshop InstructIOns

2 TIpS for traIners

3 DaIly traInIng program-for each day thIS seCtIon
prOVIdes

• overVIew

• schedule

• checklIst for traIners

• InstructIons to traIners

• summary of overheads

• partICIpant handouts

4 Overheads and reference materIals are orgamzed by day
and sessIOn-these are located In the annex

Overview Includes the day's learnIng objectIves and a lIst
of reqUIred partICIpant handouts

Schedule Includes suggested tImes However, each traIner
must conSIder the tIme frame based on the SItuatIOn and
partICIpants, and reVIse as approprIate

ChecklIst for tramers Helps the traIner collect and com­
pIle the materIals reqUIred for each day

Instructions to tramers PrOVIdes the tramer WIth speCIfIC
mformatlOn on the flow of the seSSIOns and mstructlOns on
how to faCIlItate actiVItIes A sample format of the "mstruc­
tIons to tramers" appears on the next page

Participant handouts Handouts that the tramer dIstrIbutes
to the partICIpants are numbered m order by day and by
seSSIon For example Day l/SesslOn l/Handout 1 (1 1 1)
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Overheads A summary of the overheads used appears 10

reduced format at the end of each seSSIOn Full-size copies
of the overheads are orgamzed by day 10 the annex Like the
handouts, they are numbered by day and sessIOn 1 1 1 (I e
Day 11SesslOn 1iOverhead 1) Overheads are avaIlable 10

paper copIes

EvaluatIon form (day five) A dIskette with the text of the
evaluatIOn form 10 WordPerfect 5 1 IS IOcluded and, If
necessary, may be adjusted to meet your needs

StrategIc Plannmg



The Trammb Plan

A Sample Format
Instructions to Trainers

DAVONE Session 2
NARS The Systems Approach

InstructIons to Tramers

• Use the systems approach In their orgamza­
tIOns

!SESSION 2

!OBJECTIVE

10 45 - 13 00 SessIOn 2 NARS The Systems !I*----The suggested time and
Approach title of each sectIOn

By the end OfthiS sessIOn the partIcIpants WIll be I« The obJectives are
able to do the follOWing stated In terms of par-

ticipants abIlIty by the
end of each sessIOn

Use overhead I 2 1 to present the sessIOn s obJec
tlve

L--The stage of the expen
entlal cycle IS IdentIfIed
In ItalIcs

TraInIng techmques presentatIOn tnp around the 11...«f----VarlOus traInIng tech
tables ' mques employed dunng

the sessIOn are lIstedI(eApenenceJI Give a a bnef presentatIOn on the
systems approach Handout I 2 I IS the baSIS for
your presentatIOn Overheads I 2 2 through I 2 10
support the presentatIOn Dlstnbute handout 1 2 I
(45 minutes)

PRESENTATION

EXERCISE 2 ExerCIse 2 NARS The system approach
(l hour 30 mInutes)

L-------------.:..------..:....--------------ll*----Each exerCIse IS num-
I Dlstnbute handouts I 2 2 and I 2 3 Handout bered chronologIcally

I 2 2 gIves clear InstructIOns for the exerCIse The tItle for each exer-
Go over the InstructIOns With the partICIpants clse appears here
step by step Ask If c1anflcatlons are needed
(5 mInutes) Time Total tIme for an

actIVIty appears In pa-
Phase I Group work rentheses

2 DIVide the participants Into four groups and
ask each group to elect a rapporteur

IPROCEDURE

Strategic Plannmg 19



INTRODUCTION

TIPS FOR SUCCESS

The Trammb Plan

Tips for Trainers

As a tramer, you are responsIble for creatmg the learmng
envIronment and mamtammg the flow ofthe workshop You
must be aware of the partICIpants' needs and be sensItIve to
theIr concerns Followmg are several tIpS to help you
achIeve a successful workshop

Ten tIps for your success as a tramer

Begm your workmg day by presentmg

• objectIves

• schedule

Make sure that the tramees are aware of what they are
expected to learn each day

2 Manage tIme wIsely TIme IS a motlvatmg factor m
trammg If you slow down, the partIcIpants WIll lose
mterest and comffiltment

3 GIve bnef presentatIons Encourage your tramees to
speak up and partIcIpate actIvely In dIscusSIOns and
exerCIses

4 Follow the InstructIOns of the proposed exerCIses

• use dIfferent techmques

• promote actIve partIcIpatIOn

• mcrease mterest and level of motIvatIOn

5 AVOId "shortcuts" whIle workmg on tOpICS Keep the
same level of mterest whIle makmg presentatIons,
domg exerCIses, and lIstenmg to reports Remember
that as a tramer you are responSIble for the results of the
fIve-day workshop

6 Don't let your mterest and wIlhngness to teach
dlmmlsh Show care for the partIcIpants' learnmg and
be patIent'

7 Be an attentive and good lIstener The partIcIpants
expect you to value theIr Ideas and to look at them whIle
speakmg These pOSItIve attItudes Increase your
credIbIlIty wIth the partIcIpants

8 PraIse your tramees for theIr efforts and for good
performance ThIS shows that you recogmze theIr mput
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The Trammg Plan

and thIS consequently Increases theIr level of
motIvatIOn

9 Make sure that your tramees feel pOSItIve and that they
are satIsfIed WIth the workshop Ask for theu feedback
at the end of each day

lOBe confIdent of your success as a tramer Go through
the whole plan and be well prepared Let them see you
are competent and self-confIdent

MANAGING GROUPS

TIPS FOR FACILITATING
GROUPS

Many of the exerCIses reqUIre the partIcIpants to work
together m small groups and there must be a way to share
the mformatIOn WIth the rest of the workshop partICIpants
The most common way IS to have group presentatIOns You
are responsIble for managmg the group aCtIVItIeS and ensur­
mg actIve partICIpatIOn The followmg tIpS WIll help

Seven tIpS for facIlItatmg group exerCIses

Be attentIve to and SupportIve of the partICIpants' needs
m every sItuatIOn

2 Help them to understand the steps they must take to
accomplIsh all the tasks

3 Manage tIme effectIvely Be sure to remmd partICIpants
of the tIme remammg Be fIrm' Keep to the schedule

4 Show mterest and be WIllIng to aSSIst them at all tImes
CIrculate from group to group whIle they are workmg

5 Follow the entue process Remam m the classroom
dUrIng all actIvItIes

6 ProvIde the groups WIth constructIve feedback

7 Always summanze the major pomts made by the groups
and relate them to the ObjectIves of the seSSIOn and
exerCIse

22 Strategic Plannmg
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INTRODUCTION

ACTIONS NEEDED

Strategic Plannlllg

The Trallllnb Plan

Pre-workshop

Instructions to Trainers

As a tramer, you are responsIble for the preparatIOn and
management of the entire program ThIS reqUIres pre-work­
shop actIOns You must dISCUSS the pre-workshop responSI­
bIlItIes WIth the workshop's sponsonng mstitutIons Some
thmgs that you must be sure to arrange are mcluded m the
followmg lIst There may be several others Pre-planmng IS
essentIal to the success of your trammg workshop

You must arrange for the followmg pomts long before the
workshop starts

1 In pre-workshop commUnICatIOns, be sure to mform the
partIcIpants of any mformatIon they WIll reqUIre pnor
to arnvmg at the workshop ThIS can be accomplIshed
by means of a pre-workshop letter Consult WIth the
sponsonng mstitutIOns for plans for pre-workshop
commumcation WIth partIcIpants

2 Arrange for appropnate offICIals to welcome the
partIcIpants

3 CompIle a notebook for each partIcIpant ThIS notebook
WIll be used by the partIcIpant to orgamze the trammg
matenals from each seSSIOn Before It IS dlstnbuted at
the workshop, each notebook should contam the
followmg Items

• welcome letter

• workshop prospectus

• tentative schedule (fIve days)

• regIstratIon form

Samples of these Items appear on the followmg pages

4 Plan for Implementmg systematiC actIVItIes Prepare
yourself to mstruct partICIpants dunng the opemng
seSSIOn on the systematIc actIvIties of the workshop

• reVIew of dally actIvItIes

• daIly PAPA exerCIse

• daIly bnef evaluatIOn

25
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The Trammg Plan

WORKSHOP-SPECIFIC
REQUIREMENTS

26

5 At the end of each day

• Invite a volunteer to prepare and present a bnef
report the followmg mornmg, revlewmg the day's
actIvities and summanzmg major lessons learned
ProvIde the volunteer wIth transparencIes of the
day's ObjectIves to facIlItate hIslher presentatIon,
WhICh should be delIvered m about 10 mmutes

• DIstnbute the PAPA forms and mVIte the partIcI­
pants to lIst major SkIlls from the day's actIvIties
WhIch could be applIed m theIr Job envIronment
Request that they keep the PAPA forms In theIr own
notebooks You WIll ask them to reVIew these forms
dunng the last day when they fIll out the actIOn plan
for the follow-up process

• DIstnbute the evaluatIon form and InVIte the partIcI­
pants to bnefly evaluate the day's actIvItIes Collect
the forms and summanze the results to report back
to them the follOWIng mormng Note that It IS neces­
sary to cluster the answers III the evemng

• The partIcIpants should evaluate the dIverse features
of the day's actIvItIes You should provIde the par­
tICIpants WIth a copy and/or lIst of these on the
overhead dunng the evaluatIon seSSIOn

Arrange for the certIfIcates to be ready for dIstnbutIOn
at the end of the workshop

Some exerCIses In the workshop focus on the
partIcIpants InstItutes PartIcIpants should come
prepared to dISCUSS theIr expenences

Strategic Plannmg
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Dear PartIcIpant,

Welcome to the Workshop on StrategIc Planmng, WhIch has been orgamzed by
SADCIESAMIJISNAR

We hope you wIll enJoy the commg five days Our aIm IS to help you to Improve your skills to
carry out the research program formulatIon process m your orgamzatlOn VarIous subjects WIll
be dIscussed FIrst we WIll consIder the theoretical aspects and then you WIll be gIven practical
work to do usmg up-to-date trammg techmques All of the exerCIses WIll be revIewed and
dIscussed by the partIcIpants

We realIze that strategIc plannmg IS not easy There are ways to Improve your knowledge and
skIlls to facIlItate your Job performance ThIS workshop WIll gIve you a chance to examme your
current actIvItIes related to program formulatIon, and suggest Improvements or alternatIves

We WIsh you a pleasant and productIve workshop

Best regards,

SADCIESAMIJISNAR Tramers
on StrategIc Planmng

Strategic Plannmg 27
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Strategic Planning

Workshop Prospectus

Introduction

Less than 10 years away from the year 2000, many publIc mstItutIOns still thmk that the only
relevant factor affectmg theIr work IS the fmancIal shortage reflected m theIr budgets and,
consequently, m theIr general performance and m the outcome oftheIr actIVItIes Unfortunately,
m most developmg countnes, many agncultural research mstItutIOns also agree wIth thIS
mterpretatIOn

The turmoIl, uncertamtIes, and breakthroughs of the 1990s have surpnsed and confused many
mstItutIons As a result, mstItutIOns have developed wIthout well-defmed mISSIOns Many lack
external references that would help them understand the ongomg changes and theIr related forces
Adequate mternal mechanIsms to redefme a course of mstitutIonal development and to reorgan­
Ize eXIstmg resources are also lackmg ThIs IS a tIme of cnSIS and most mstItutIOns do not
understand the type of cnSIS they are facmg They are used to confrontmg Isolated and
well-defmed cnses such as a fmancial cnSIS, wIth budgetary or salary ImplIcatIOns, a polItIcal
cnSIS, WIth ImplIcatIOns for program and project contmUIty, or an mternal admInIstratIve cnsIs,
WIth ImplIcatIons for mstItutIonal mtegratIOn and operatIOnal processes ThIS IS not a tIme of
one cnSIS, but of many cnses combmed

The current World Bank and InternatIOnal Monetary Fund (IMF) Structural Adjustment Pro­
grams (SAPs) bemg Implemented m many Afncan countnes call for adjustments m many sectors
of the economy These SAPs have far-reachmg effects on the performance of natIOnal agrIcul­
tural research systems (NARS) They have provoked an unprecedented mstItutIOnal, sOCIetal,
and governmental search for new knowledge that WIll serve as a gUIde for development programs
ThIS IS one reason for WhICh NARS must try to dIscover and formulate new pomts of reference
for development

In thIS penod of world tranSItIOn, many of the preVIOUS concepts, approaches, and models no
longer functIOn as a reference, and new concepts have not yet been clearly deSIgned ThIS
SItuatIon has charactenzed the nInetIes as the "decade of the search"
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In the mIdst of thIS turbulence, many mstitutions m developmg countnes are discovenng the
Importance of strategIC plannmg They are recogmzmg ItS relevance as a methodology that
faCIlItates the IdentIfIcatIOn of actIOns, WhICh can strengthen the orgamzatIOnal models and adjust
to the needs and challenges of new natIOnal and mternatIOnal realItles ThIS module IS deSIgned
to mtroduce the mam conceptual and methodologIcal elements and mstruments of strategiC
plannmg at the mStltutIOnal and research program levels

Goal of the Workshop

To eqUIp NARS chIef executIves and semor managers WIth tools to carry out strategIC planmng
to ensure better management of agncultural research mstltutes

Workshop Objectives

At the end of the workshop, the partICIpants w111 be able to do the followmg

I Use the systems approach m theIr orgamzatIOns

2 Explam the dIagnOSIS, plannmg and ImplementatIOn (DPI) paradIgm to study NARS

3 Explam the process of strategIC planmng mcludmg external, orgamzatIOnal, gap analySIS,
and mternal analySIS

4 Explam mstitutIOnal performance assessment

5 Formulate a VISIon and mISSIOn statement for a natIOnal agncultural research mstltutIOn

6 Formulate obJectIves, polICIes and strategIes

7 DISCUSS the role of leaders/managers m the management process

8 Explam the factors of success and failure m the process of mstttutIOnalIzatIOn of plannmg
and develop strategIes

Duration of the Workshop

The workshop IS deSIgned for fIve days

Workshop Format

The tramers WIll tram a maXImum of 20 sCIentlsts per trammg seSSIOn m strategIC planmng The
workshop IS deSIgned to proVIde an mteractlve learnmg enVIronment SeSSIOns generally mclude
a bnef presentatIOn and partICIpatory exerCIses The partICIpant actIOn plan approach (PAPA) IS
mtegrated throughout the workshop to encourage partICIpants to conSIder the applIcatIOn of
newly acqUIred SkIlls m theIr orgamzattons
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Target Audience

The workshop is mtended for program leaders and semor sCientIsts SADCIESAMIIISNAR
strongly encourage a balanced selectiOn of partIcIpants, equally representmg males and females

Expected Output

The expected outputs of the workshop are

1 Improved SkIlls among top and semor research managers on the development and Imple­
mentatiOn of strategIc planmng

2 Improved commItment from agncultural research managers to work as a team toward
desIgnmg strategIc plannmg mvolvmg the entIre staff of the orgamzation

3 actIon plans desIgned by the partIcIpants to Implement actIvIties to mstitutionahze strategic
planmng m theIr respectIve orgamzatiOns

Strategic Plannmg 31



e e e e

~

~
~
"[
;>l

~

~

Strategic Planmng - Workshop Schedule

Day One Day Two Day Three Day Four Day FIve

0830-0900 0830-0900 0830-0900 0830-0900 0830-0900
Welcome Opemng of the Day S Activities Opemng of the Day S Actlvltles Opening ofthe Day s Actlvltles Opelllng of the Day s Actlvltles

0900-1030 0900-1030 0900-1030 0900-1030 0900 -1030
SessIOn 1 IntroductIOn SessIOn 5 Strategic Planning SessIOn 8 InstitutIOnal Performace SessIOn 10 Formulating ObJectlves Session 13 The Management
PAPA Exercise 5 Assessment Exercise 10 Process Role of
Exercise 1 Exercise 8 Leaders/Managers

Exercise 13

Tea/coffee break

1045 -13 00 1045 - 13 00 1045 -1300 1045 -11 45

SessIOn 2 NARS The Systems SessIOn 6 Management Issues 1045 -1200 SessIOn 11 Formulating PoliCies SessIOn 13 (Continued)

Approach ExerCise 6 SessIOn 8 (Continued) ExerCise 11 1200 -13 00Eurclse 2 Session 14 InstltutlOnallzatlOn of1200-13 00
SessIOn 9 NARIs Role In the Future

Strategic Planning

VISIOn and MISSIOn FormulatIOn
Exeruse 14

ExerCise 9

LunchtIme

1400-1515 1400 -1515 1400-1515 1400-1515 1400-1445
SessIOn 3 DiagnOSIs SessIOn 7 External OrgamzatlOnal SessIOn 9 (Continued) SessIOn 12 Formulating Strategies SessIOn 14 (Continued)
Planning and Implementatlon and Gap AnalYSIS ExerCise 12
ExerCise 3 ExerCise 7 1445 -15 15

SessIOn 15 Participant
ActIOn Plan Approach (PAPA)
and Workshop Evaluatlon

Tea/coffee break

1530-1700 1530-1700 1530-1700 1530-1700 1530 -1630
SessIOn 4 Conceptual SessIOn 7 (Continued) SessIOn 9 (Continued) SessIOn 12 (Continued) SessIOn 15 (Continued)
Frameworkfor Planmng
ExerCise 4

1700-1730 1700 -1730 1630-1645
1700-1730 1700 -1730 Feedback on the Day s Actlvltles Feedback on the Day s ActlVltles Closure of the Workshop
Feedback on the Day s Actlvltles Feedback on the Day s ActiVities and PAPA and PAPA
and PAPA and PAPA

~
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RegHtratum Form

SADC/ESAMI/ISNAR Workshop on Strategic Planning

Registration form

Instructrons We would like your help In making this activity as benefiCial to you as possible In order to do this we
request that you proVide US with some information Below you Will find a number of questions relating to your background
and expectations for the workshop Most questions can be answered Simply by plaCing a check In the appropriate space
Where a written answer IS reqUired please print your reply clearly In the space prOVided Please conSider your responses
carefully and answer truthfully Everything you say Will be held In strictest confidence The Information will be used only to
help us make our actiVities more responsive to your needs

I Last name I II First name I
CI Participant CI Dr

Gender
ClM

Function In
CI FaCIlitator/presenter CI Mr ClF

thiS meeting
CI Organizer CI Mrs
CI Observer Title CI Ms
CI Other Cling I Dateof I dm y

CI Other
birth / /19

Year 1Other degree 1 1CI Diploma 19
Degree CI B Sc 19

CI M Sc 19
CI Ph 0 19 I Year of other degree 1 19

I
CI Pollcymaker

I

PositIon

I I
CI Senior manager (type)

Position
CI Middle manager

(type)
CI Researcher
CI Information specialist

I
Department I

I

CI TechniCian
CI Other

Institute I

Name of your
Immediate supervisor

Your IOstltutets
address

Telephone no !
Email 1------11 Telex nol

Fax no

Expectations PartiCipants are requested to fill 10 the two Items on the reverse Side of thiS sheet
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What particular
tOPiCS would

you like
emphasized In
thIs workshop?

What other
management
tOPiCS would

you like to
see covered

In future
events?

StrategIc Plannmg

RegHtratlOn Form
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Strategic Planning

DAY ONE - Overview

Objectives

By the end of the day the partIcIpants Will be able to do the followmg

1 DISCUSS the background, ratIOnale, obJectives, and schedule for the fIve-day workshop
2 Explam the use of the partIcIpant action plan approach (PAPA)
3 Identify the tramers and tramees
4 Use the systems approach m theIr orgamzatIOns
5 Explam the diagnosIs, plannmg, and implementatIOn paradIgm to study NARS
6 Present a synthesIs of the strategic approach for research plannmg at the mstitutIOnal

and program levels

Participant Materials

Workshop notebook (mcludes welcome letter and workshop prospectus)

Handouts

I 1 1 OvervIew of Day One
1 1 2 Tentative Schedule of Day One
1 1 3 PartIcIpant ActIOn Plan Approach (PAPA)
1 1 4 Interactive Exercise 1 Gettmg to Know Each Other and Our ExpectatIOns
1 1 5 ExercIse 1 Worksheet-Phase I
I 1 6 ExerCIse 1 Worksheet-Phase 2
1 2 1 NatIOnal Agncultural Research Systems The Systems Approach (text)
122 ExerCise 2 NARS The Systems Approach
1 2 3 ExercIse 2 Worksheet
I 3 1 DIagnosIs, Plannmg, and ImplementatIon (text)
I 3 2 ExercIse 3 Discussmg DiagnosIs, Plannmg, and Implementation
1 3 3 ExercIse 3 Worksheet
1 4 1 Conceptual Framework for Planmng (text)
1 4 2 ExercIse 4 Discussmg Conceptual Framework for Plannmg
1 4 3 ExercIse 4 Worksheet
1 4 4 Strengths and Weaknesses of Day One
1 4 5 GUIdelInes to ProvIde Feedback on the Workshop
146 PAPA - FIrst Stage
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DAY ONE - Tentative Schedule

08 30 - 09 00 Welcome

0900 - 1030 SessIOn 1 Introduction to the Workshop
- Workshop mtroductIon, obJectIves, and schedule
- OvervIew of day one
- IntroductIon of PAPA
- InteractIve exerCIse (1)

10 30 - 10 45 Tea/Coffee Break

10 45 - 13 00 Session 2 NARS The Systems Approach
(PresentatIon and exerCIse 2)

13:00 - 14:00 Lunch

14 00 - 15 15 Session 3 DiagnosIs, Planmng, and Implementation
(PresentatIOn and exerCIse 3)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 Session 4 Conceptual Framework for Plannmg
(PresentatIOn and exerCIse 4)

1700 -1730 Feedback on the Day's ActivIties and PAPA
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Strategic Planning

DAY ONE - Checklist for Trainers

Pre-workshop preparation

CompIle a notebook for each partIcIpant The partIcIpant WIll use the notebook throughout the
workshop to orgamze the trammg matenals Before they are dIstnbuted each notebook should
mclude the followmg welcome letter, tentative fIve-day schedule, and workshop prospectus

Handouts

1 1 1 OvervIew of Day One
1 1 2 Tentative Schedule of Day One
1 1 3 PartICIpant ActIOn Plan Approach (PAPA)
1 1 4 InteractIve ExerCIse 1 Gettmg to Know Each Other and Our ExpectatIOns
1 1 5 ExerCIse 1 Worksheet-Phase 1
1 1 6 ExerCIse 1 Worksheet-Phase 2
1 2 1 NatIOnal Agncultural Research Systems The Systems Approach (text)
122 ExerCIse 2 NARS The Systems Approach
1 2 3 ExerCIse 2 Worksheet
1 3 1 DiagnosIs, Plannmg, and ImplementatIon (text)
1 3 2 ExerCIse 3 Dlscussmg DiagnosIs, Plannmg, and ImplementatIOn
1 3 3 ExerCIse 3 Worksheet
1 4 1 Conceptual Framework for Plannmg (text)
1 4 2 ExerCIse 4 Discussmg Conceptual Framework for Planmng
1 4 3 ExerCIse 4 Worksheet
1 44 Strengths and Weaknesses of Day One
1 4 5 GUIdelmes to PrOVIde Feedback on the Workshop
146 PAPA-FIrst Stage

Overheads
1 1 0 Workshop on StrategIc Planmng
1 1 1 Workshop Goal
1 1 2 Workshop Objectives
1 1 3 Expected Outputs
1 1 4 Objectives of Day One
1 1 5 Schedule of Day One
1 1 6 PartICIpant ActIOn Plan Approach
1 1 7 Why PAPA?
1 1 8 Uses of PAPA
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Day 1iOverllew

Yes No
V' V'

I 1 9 Steps 10 PAPA 0 0
1 1 lOIn-Course ACtiVIties-Stage 1 0 0
1 1 11 In-Course ACtiVIties-Stage 2 0 0
1 1 12 Follow-up ActIVIties 0 0
1 1 13 PAPA-FIrst Stage 0 0
121 Objective of SeSSIOn 2 0 0
122 NARS The System Approach 0 0
123 System 0 0
124 Defmmg a System Boundary 0 0
125 ConflIctIve Pressures on SOCIal and RatIonal Systems 0 0
126 NARS as Open System 0 0
127 NatIOnal Agncultural Research System 0 0
128 The OrganIzatIOnal Structure as an Open System Structure and

OrganIZatIOn - Model (la) 0 0
129 The OrganIzational Structure as an Open System Structure and

OrganIzation - Model (1 b) 0 0
1 2 10 The OrganIzatIOnal Structure as an Open System Structure and

OrganIZatIOn - Model (2) 0 0
131 Objective of SeSSIOn 3 0 0
132 InstitutIOnal Change 0 0
133 DIagnosIs 0 0
134 PlannIng 0 0
135 ImplementatIOn 0 0
136 DPI ParadIgm 0 0
137 DPI Conceptual Framework for Strengthenmg NARI 0 0
138 QuestIOns for DIScussIon 0 0
141 ObjectIve of SeSSIOn 4 0 0
142 Conceptual Framework for Plannmg 0 0
143 DefInItIOn of PlannIng for AgrIcultural Research 0 0
144 SIX CharacterIstIcs of Plannmg 0 0
145 General Plannmg PrInCIples 0 0
146 SpeCIfIC Plannmg Pnnciples 0 0
147 OrganIzational Plannmg Levels 0 0
148 DecisIOn-Makmg Levels-Types of Plannmg 0 0
149 RelatIOnshIps between Types of Plannmg 0 0
I 4 10 ContnbutIOns of the StrategIC Approach 0 0
I 4 II Implementation of StrategIC Plan 0 0
1412 Why StrategIC PlannIng? 0 0
I 4 13 StrategIC Intention m Plannmg 0 0
1 4 14 Agncultural Research OrganIZatIOn as a ProductIOn System 0 0
1 4 15 The General LOgIC of the Module 0 0
1 4 16 EssentIal Features of PlannIng 0 0
1 4 17 Advantages of StrategIC Plannmg 0 0
1 4 18 QuestIOns for DIScuSSIon 0 0
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Matenals Yes No
tI' tI'

• Overhead projector 0 0
• Projector screen 0 0
• Fhpchart stands (mmImum 2) 0 0
• Fhpchart paper/pads (about 10 per day) 0 0
• Markers for wntmg on newspnnt 0 0
• Markers for wntmg on transparencIes 0 0
• Blank transparencIes 0 0
• Stapler 0 0
• Tape (strong maskmg tape and regular tape) 0 0
• Push pms 0 0
• Glue 0 0
• PencIls/notepads/pens 0 0
• PencIl sharpeners 0 0
• ExtensIOn cords 0 0
• CertIfIcates 0 0
• Photocopymg facIhtIes 0 0
• Spare bulbs for overhead projector 0 0
• Extra notepads and pens 0 0
• SCIssors 0 0
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DAY ONE

PRE-SESSION

SESSION 1

OBJECTIVES

PROCEDURE

PRESENTATION

PAPA

PRESENTATION

Strategic Planmng

Dm IISemon 1
In~tructums to Tramen

Welcome and Session 1
Introduction to the Workshop

InstructIOns to Tramers

Dlstnbute notebooks to partIcIpants Make sure the cards are
ready for exerCIse 1

08 30 - 09 00 Welcome

0900 -1030 SessIOn 1 Introduction to the Workshop

By the end of thIS sessIOn, the partIcIpants WIll be able to do
the folloWIng

• ProvIde background and ratIonale for the workshop
goals, general ObjectIves, and expected outputs The pro­
spectus provIdes thIS InfOrmatIOn

• Descnbe the schedule for the entIre fIve days A copy of
the schedule IS In theIr notebooks

• LISt the ObjectIves of day one CopIes of the ObjectIves
and schedule are dlstnbuted

• ExplaIn the use of the partICIpant actIOn plan approach
(PAPA)

• IdentIfy traIners and tramees

TraInIng techmques presentation, PAPA, Interactive exer­
CIse

(experzence) GIve a bnef presentatIOn provldmg back­
ground and ratIOnale for the workshop State the goals,
general ObjectIves of the workshop, and expected outputs
ExplaIn the fIve-day schedule of actIVIties (a copy of the
schedule IS aVailable m the partIcIpants' notebooks) Four
overheads support the presentatIOn 1 1 0 through 1 1 3 At
the end of the presentatIOn, mtroduce the objectives and
schedule of day one Dlstnbute handouts 1 1 I and I 1 2
Use overheads I 1 4 and I 1 5 Ask IfclarIfIcatIOn IS needed
(25 mmutes)

IntroductIOn of the Participant ActIOn Plan Approach
(PAPA)

(experzence) Introduce the partICIpant actIOn plan approach
(PAPA) to the workshop partICIpants usmg overheads I I 6
through I 1 13 You wIll fmd the key pomts (lIsted below)
and handout I 1 3 the very useful Dlstnbute handout 1 1 3
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Encourage the partICIpants to begm forrnulatmg actiOn Ideas •
as the workshop progresses (15 mmutes)

Five baSIC steps

PAPA reqUires that partICIpants develop actIon plans at the
end of the workshop They WIll prepare a lIst of actIVItIes
that they want to try when they return to theIr jobs The plans
are based on the workshop actIVItIes just expenenced After
some tIme has elapsed (usually SIX months), the partICIpants
are contacted to evaluate WhICh actlvities they have actually
been able to Implement The fIve steps mvolved m carrymg
out thIS process are as follows

Step 1 Plannzngfor PAPA

In thIS step, the persons conductmg the workshop determme
the speCIfIc actIVItIes needed to apply PAPA, consldenng
the avaIlable resources and the needs of the orgamzatlons
mvolved The tramers aSSIgn and schedule the tasks neces­
sary to carry out the approach

Step 2 In-course achVlhes

ThIS step conSIsts of two stages At the begmnmg of the
workshop, tramers mtroduce partICIpants to the Idea of an
actIOn plan They are asked to record, throughout the work­
shop, new Ideas they may want to try when they return to
theIr jobs

At the end of the workshop, partICIpants are asked to wnte
an actIOn plan ThIS IS an edIted lIst of new, workshop-re­
lated actIVItIes that they plan to try when they return to theIr
jobs

Step 3 Follow-up achVlhes

At a planned tIme after the trammg (usually SIX months
later), partICIpants are mterviewed or contacted by questIOn­
naire They are asked WhICh of theIr planned activitles they
have been able to achIeve up to that tIme, and what other
actIVItIes they have attempted as a result of the workshop
PartICIpants are also asked what effect theIr new actIvItIes
have had on theIr work enVIronment and what problems, If
any, they encountered m trymg them

Step 4 Analysls and concluszons

In thIS step, the data collected dunng the follow-up are
categonzed and dIsplayed to show the extent and type of
change resultmg from the ImplementatIOn ofthe actIOn plan
The mformatIOn can be dIsplayed m the form of descnptIOns
of behaVIOr change It can be summarIzed numencally (e g ,
how many of the partICIpants changed m certam ways) It
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Dm 11Sesnon 1
1mtructlOm to Tramen

can also be reported usmg a combmatIOn of narratIve expe­
nence and numbers

Step 5 Report

The fmdmgs from the analysIs, conclusIOns, and recommen­
datIons regardmg the workshop are reported m a form that
meets the mformatIOn needs of the orgamzatIOns mvolved
The format may be an oral report, but a wntten document IS
preferred

Information that can be collected

PAPA gathers mformatIOn about partIcIpants' behavIOral
changes on the Job due to the workshop Smce the tramer
asks questIOns dunng the follow-up, data can also be ob­
tamed on the followmg

reactlOn-how well particIpants lIked and accepted the
workshop (vIewed SIX months after ItS completIOn)

learnmg-the SkIlls, knowledge, attItudes, etc, partIcIpants
felt they acqUIred dunng the workshop

results-the Impact the partIcIpants felt that the workshop
had on theIr orgamzation or work enVIronment

Uses of PAPA

PartIcIpants commIt themselves to actIon through a wntten
plan developed at the end of workshop They leave a copy
of the plan wIth the tramer for follow-up purposes

PartIcIpants know that someone wIll be askmg about efforts
they have made to Implement the actIOn plan ThIS can
motivate them to actually try new actIvItIes on theJob Thus,
PAPA can help partIcIpants transfer to theIr Jobs what they
learned m the workshop-PAPA becomes a part of the
workshop Itself

BesIdes dIrectly helpmg partIcIpants wIth the transfer of
SkIlls and knowledge, the actIon plan process can playa role
m supervIsor!subordmate dIScussIons of workshop utIlIza­
tIon In workmg wIth employees after the workshop, super­
VIsors can help them Implement the actIon plans and thus
encourage and support the transfer of learmng to the Job

Resources needed to use PAPA

No complex skIlls or knowledge are reqUIred for usmg
PAPA It does not reqUIre prevIOUS evaluatIon expenence
No statIstIcal tests are employed m the analySIS If mter­
VIews are used to collect follow-up mformatIon, mtervIew­
mg SkIlls are needed A general abIlIty to synthesIze data
and draw logIcal conclUSIOns IS also Important

51



Day IISesslOn I
InstructIOns to Trarners

The major resource reqUIred IS tIme, mamly tIme to collect
the data about changed Job behavIOr and tIme for analysIs
However, the tramer can take shortcuts 10 us10g the ap­
proach and StIll produce valuable 1OformatIOn about the
workshop

Reference

EXERCISE 1

Umted States OffIce of Personnel Management (no date)
Assess10g Changes m Job BehaVIor Due to Trammg A
GUIde to the PartIcIpant ActIOn Plan Approach Washmg­
ton, D C ProductIVIty Research and EvaluatIOn DIVISIon,
Umted States OffIce of Personnel Management

ExercIse 1. Gettmg to know each other and our expecta­
tIons (45 mmutes)

The objectIve of thIS exerCIse IS to get to know each other
better and to Identify the partIcIpants' learmng expectatIons
for the workshop ThIS exerCIse allows for a companson of
the partIcIpants' expectatIOns WIth the objectIves proposed

Phase 1 IndIVIdual work (15 mmutes)

1 (expenence) DIstnbute handout I 1 4, 1 1 5, and 1 I 6
Handout 1 1 4 gIves clear mstructIons for the mterac­
tIve exerCIse Go over the mstructIOns step by step Ask
If any clanficatIOns are needed (5 mmutes)

2 Ask the partIcIpants to work on the questIons
(10 mmutes)

Phase 2 Group work (15 mmutes)

3 DIVIde the partIcIpants mto four groups and ask each
group to elect a rapporteur

4 InVIte the partIcIpants to mtroduce themselves to the
group and share theIr responses The rapporteur sum­
manzes the group mformatIOn to report to the audIence
(10 rmnutes)

Phase 3 Reportmg and dISCUSSIOn (15 mmutes)

5 (process, generallze) InVIte the rapporteurs to report
theIr group's mformatIOn

6 (process, generallze) Compare the results of the pres­
entatIOns and provIde feedback

7 (process) Ask the partIcIpants how they felt domg thIS
exerCIse What have they learned about themselves and
others?

8 (process, generallze) DISCUSS how thIS mformatIOn/ex­
penence wIll be useful dunng the workshop
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Da, llSemon 1
In~tructlOns to Tramen

9 Collect the questIOnnaIreS In order to compIle the answers

Closure (5 mInutes)

(appllcatlOn) Ask the partIcIpants "What dId you feel dur­
Ing the exerCIse?" and "How wIll you apply the lessons
learned In your Job as a result of thIS sessIon?"

2 Make a tranSItIon to the next seSSIOn
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DAY ONE

Da\ /lSesslOn I
InstructlOn~ to Tramen

Session 1
Summary of Overheads

Workshop on StrategIc Planning

1 1 0

Expected Outputs

o Improved skllla of top and unlor re••arch rnanllgers
In strategic planning

o Improved commitment from agricultural re&earch
manager. to work a•• team tOWllrd designing strategic
plllnning Involving the entire .laff ot the organization

o Action plana desIgned to Implement Bellvltle. to
lnS1ttutlonalize strategic planning In your organizations

113

PartICIpant Acbon Plan Approach

1 1 6

Steps in PAPA

1 1 9

Strategic Plannmg

Workshop Goal

To equip NARS chief executives and senior managers

with toot, to carry out stratllglc planning to ensur. better

managament of agricultural research Institute.

111

Objectives of Day One

, DIscus. 1M background railanal. obleeU .s Md .chtH'J I
f ttMflvHl yw kah P

2 Expltlln ItMi u.. of 1M participant action plan approllCh (PAPA)

3 Identify 1M train........d tr I ..

4 U. th .y I m ppm eh In your org nlzallon.

5 explain ttM dlagn ala pl.n I Do d Implemenbltl
parlldlgm to tudy HARS

6 P ent -vnthul. of th••tr l-ole pprollCh tor r....reb
pi nnl gltth I tltut! alMdp og ml III

1 1 4

Why PAPA?

Systematic and continuous planning ot future
activities by trainee. aa training evolves

Formal link between trainee. lind trainer for
tollow.up activities which skill. have been
used In the job?

• Further Involvement of trainee In Improving
the training material after training event

1 1 7

In Course ActiVIties
Stage 1

Objectives
• understand the use of PAPA

idenllfy possible action ideas to be tried on the job

Procedure
Jot down action Ideas during the training

ule the handout provided
do it .1 end of last session .ach day
can'... with other partlcipantsltrlliners periodically

1 1 10

Workshop ObjectIves

• u .. thI sylttm••pproach

• ::~~~od~JdY NIA.~ nl g.nd Imp! m lIlUo (DP()

• ::r'~~::re~;.~f :~tegl;rll.~n~ lncl~d~ng Ixt.mal

Explain 'rwtltuUoNlI pIIrfOf'nW ce as ment

• Fonnuf t vllla.nd ml alon lIttment f Uo I
a"ricult ral,... hi tllutlon

• Formulale obj. Uv potl '- d t legl

DI u. tM rol or lead.,atm n gil'" I ttM mana"".".nt........
• Expliin the f. tora or .ucce•• and 'allu,. In the proc••• of

IntUtutJonIliutlon or planning and develop air legle

1 1 2

Schedule of Day One

.,,, 0.00 WI_

0000 1030 5 'on' ,.. tlontotMW rtF; hop--1045 1300 5 lion 2. HAAS Th Sy tem Appr act!

""'"
1400 1515 .. I 3 D1agno 1.1 PI I 9 and Impi mentatl

T....coH. ...

1530 '100 .. 10 .. C ncept IF IMwortF;f Pia
"

1100 1730 F dback tM Dr( A t1Y1I" ..d PAPA

--
115

Uses of PAPA

II Assess the transfer of skill to work place

II Determine Impact of change Introduced

III IdentIfy problem, or Implementation

II Decide how to modify the course

III Evaluate the mo,t useful parts/quality at workshop

1 1 8

In Course ActIvitIes
Stage 2

ObjectIves
• develop action plan

Procedure
• p,.p.... preliminary list of action Items

• confer with partner

• flnallz. and prlorftizeUsl of action Items

• report Individual action plana
• make copy and submit to traln.r

1 1 11
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Follow up ActivIties

Tramers Partlclpanla

• Formulate end send -..... Fill out lind return
questionnaire questionnaire

• Analyze and Interpret
data

Prepare report _... • Receive report and

Modify coura. content send feedback

1 1 12

56

PAPA Questionnaire First Stage
Ideas for acllon 'lems

__ 100 'T_ ............. ""__ ....... _. _

....~- .....

: ..._::....._...----_...

1 1 13
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IllstructLOlls to Tramen

Special Notes to the Trainers

1 Make sure that the notebooks are ready for dIstnbutIOn Remember that the notebooks
are compnsed of the follOWIng

• welcome letter

• workshop prospectus

- tentatIve schedule

- regIstratIon form

2 Make sure that the cards for the InteractIve exercIse (handout 1 1 4) are cut out before
seSSIOn one starts

3 Make sure that you staple all exerCIse InstructUlons and worksheets together one day
before the seSSIOns

4 Note that a dIskette IS enclosed In the module WIth the evaluatIon forms In
WordPerfect 5 1 to use If necessary
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Da) JISeSSlOn JlHandout J
(1J1)

Handout - Overview of Day One

Strategic Planning

Objectives

By the end of the day the particIpants WIll be able to do the followmg
1 DISCUSS the background, ratIonale, obJectives, and schedule for the fIve-day workshop
2 Explam the use of the partIcIpant actIon plan approach (PAPA)
3 IdentIfy the tramers and tramees
4 Use the systems approach m theIr orgamzatIOns
5 Explam the dIagnosIs, plannmg, and ImplementatIOn paradIgm to study NARS
6 Present a synthesIs of the strategIc approach for research plannmg at the mstitutIOnal

and program levels

Participant Matenals

Workshop notebook (mcludes welcome letter and workshop prospectus)

Handouts

1 1 1 OvervIew of Day One
1 1 2 TentatIve Schedule of Day One
1 1 3 PartiCIpant ActIOn Plan Approach (PAPA)
1 1 4 InteractIve ExerCIse 1 Gettmg to Know Each Other and Our ExpectatIOns
1 1 5 ExerCIse 1 Worksheet-Phase 1
1 1 6 ExerCIse 1 Worksheet-Phase 2
1 2 1 NatIOnal Agncultural Research Systems The Systems Approach (text)
1 2 2 ExerCIse 2 NARS The Systems Approach
1 2 3 ExerCIse 2 Worksheet
1 3 I DIagnosIs, Planmng, and ImplementatIOn (text)
1 3 2 ExerCIse 3 Dlscussmg DiagnosIs, Plannmg, and ImplementatIOn
1 3 3 ExerCIse 3 Worksheet
1 4 1 Conceptual Framework for Plannmg (text)
I 4 2 ExerCIse 4 Dlscussmg Conceptual Framework for Plannmg
1 4 3 ExerCIse 4 Worksheet
1 4 4 Strengths and Weaknesses of Day One
I 45 GUIdelmes to ProVIde Feedback on the Workshop
146 PAPA - Fust Stage
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(112)

Handout - Tentative Schedule of Day One

Strategic Planning

08 30 - 09 00 Welcome

09 00 - 10 30 SessIOn 1 IntroductIon to the Workshop
- Workshop mtroductIOn, obJectIves, and schedule
- OvervIew of day one
- IntroductIOn of PAPA
- InteractIve exerCIse (1)

1030 - 1045 Tea/Coffee Break

10 45 - 13 00 Session 2 NARS The Systems Approach
(PresentatIOn and exerCIse 2)

13:00 - 14:00 Lunch

14 00 - 15 15 SeSSIOn 3 DiagnosIs, Planmng, and ImplementatIon
(PresentatIon and exerCIse 3)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 SessIOn 4 Conceptual Framework for Planmng
(PresentatIOn and exerCIse 4)

17 00 - 17 30 Feedback on the Day's ActIvItIes and PAPA
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Da\ lISes~lOn IlHandout ~

(l 13)

Participant Action Plan Approach (PAPA)

As part of thIS trammg, you wIll do an exerCIse desIgned to help you apply what you have learned
You may not fmd everythmg taught m the trammg appropnate to your specIfIc sItuatIon In some
cases, you may want to adapt some of the matenals to fIt your partIcular Job or work settmg

To do thIS, the partICIpant actIOn plan approach (PAPA) was developed by the Umted States
OffIce of Personnel Management PAPA IS an easy-to-use method for determmmg how you
changed your Job behaVIOr as a result of your attendance at a trammg course or program The
method generates data that enables the tramers to answer questIOns such as the followmg

1 What happened on the Job as a result of the trammg?

2 Are changes that occurred the ones mtended by those provIdmg the trammg?

3 What may have mterfered WIth partICIpants trymg to use on the Job what they learned 10
the trammg?

WIth the mformatIOn from PAPA, tramers (as evaluators) can also deCIde If the trammg course
should be modIfIed, and m what ways Managers can use the mformatIOn to determme the worth
of the tram109 and make mformed deCISIons about Its future

Workshop ActiVities

The method conSIsts of two stages At the begmmng of the trammg you are mtroduced to the
Idea of an actIon plan and are asked to conSIder throughout the workshop tasks that you mIght
want to do dIfferently when you return to your Job as a result of the trammg Then, at the end of
the trammg, you are asked to wnte an actIOn plan ThIS IS a lIst of new, workshop-related actIVItIes
that you plan to try when you return to your Job

Follow-up ActiVIties

At a scheduled tIme after the workshop (usually several months), you WIll be mtervIewed or
contacted by questIonnaIre You WIll be asked whIch of your planned actIVItIes you have been
able to Implement up to that tIme, and what other new actIVItIes you have attempted as a result
of havmg attended the trammg You WIll also be asked what effect your new actIVItIes have had
on your work enVIronment and what problems, If any, you encountered m trymg them
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Da\ lISesslOn JlHandour 3
(l J 3)

FIRST STAGE

PAPA - ideas for action Items

Date

Workshop tItle SADC/ESAMIIISNAR Workshop on StrategIc Planmng

Date/Venue

Name

OrgamzatlOn

Ideas I would lIke to try when I return to work at my research mstltute, based on what I have
learned m thIS trammg workshop

Note You can use the workshop obJectives, what you learn dunng the workshop, the handouts, conversatiOns With
partiCipants and tramers etc to come up With Ideas
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(113)

GUidelines for Writing Action Items

The most Important charactenstic of an actIon Item IS that It IS wntten so you - or someone
else - wlll know when It occurs One way to help achIeve thIS IS to use specIfIC actlOn verbs
The followmg IS a lIst of such verbs

Mental Skills Physical SkIlls AttItude I

State DIscnmmate Execute Choose
Name ClassIfy Operate Volunteer
Descnbe Generate (solutIOn) RepaIr Allow
Relate Apply (rule) Adjust Recommend I
Tell Solve Mampulate Defend
Wnte Denve Handle Endorse
Express Prove Manufacture Cooperate
Recount Analyze CalIbrate Accept

Evaluate Remove DeCIde
Replace Agree

As you are workmg on actIon Items, ask yourself Is the behavlOr descnbed observable? Wllllt
be ObVlOUS to me or others when It happens?

The followmg are examples of actIOn Items As a result ofbemg m thls trammg I plan to

I Descnbe thIS workshop to my supenor WIthIn a week of returnmg to the job As a result,
my supervIsor WIll know the contents of the traInIng workshop, how I can apply what I
learned to the job, and whether or not others In the orgamzatIon WIll attend

2 Handle every pIece of paper only once to Improve the management of my own tIme BegIn
as soon as I am back on the job

3 Apply the pnncipies of performance analysIs to the problem of Incomplete or tardy case
reVIews m my research mstItute and request aSSIstance from the trammg umt, as needed
As a result I WIll know whether traInmg IS reqUIred and/or If some other solutIOn IS
appropnate BegIn WIthIn a month after returnIng

4 Talk WIth my employees dIrectly about a problem WhICh anses, rather than aVOIdIng a
confrontatIon, dISCUSS the SItuatIOn m order to reach mutual understandmg

5 Wzthm two weeks after I return, I WIll Implement a research management
procedure/process In my research mstitute
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Implementmg the Action Item

As you develop actIOn Items, be sure to thmk ofyourselfm vow actualJob settmg, implementIng
the actIVIty you have descnbed

If you have an Idea of when you wIll be able to begIn ImplementIng the actIOn Items, make a
note of It Three categones can be chosen 1) as anses (you do not know when the opportumty
to try thIS Item WIll occur, 2) WIthIn two months, and 3) after two months

You may fInd that you cannot try out your Ideas exactly as you enVISIOned them, or that It IS
dIffICult to be speCIfIc That IS all nght It IS sttllImportant to wnte out your mtent, as a tentatIve
plan, knowIng you may have to modIfy It once you are back on the Job Try to develop at least
two or three actIOn ltems One may not work, so It IS handy to have others
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SECOND STAGE

ACTION PLAN

Date

Workshop Title SADC/ESAMIIISNAR Workshop on StrategIc Plannmg

Name

Orgamzatlon

Da\ IISeHlOn 11Handout 3
(/13)

ActIOn Items Start to Implement actIOn plan
(check If known)

I plan to WIthm 2 months After 2 months As anses
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Questions about Your Action Items

1 Prelzmmary nature ofplan

• Were you specIfIc m wntmg the action Item?
• What wIll you need to do when you return to work to fmd out whIch actIOns are

possIble?

2 Resources

• Who would be carrymg out the proposed actIon, or helpmg WIth It (formally or
mformally)?

• Are the SkIlls for carrymg It out aVaIlable?
• How much time would thIS take?
• Are there specIal matenals or eqmpment reqmred?

• What IS mvolved m obtammg them?
• WIll you be USIng a tool, system, or aId from thIS traInmg workshop?
• If so, how much adaptatIOn IS reqmred?
• Is contInual momtonng or follow-through reqmred?
• If so, who wIll do It?

3 ImplementatlOn

• Do you have the authonty to Implement the actIOn?

• If not, who does?
• How do you thInk you can go about gettIng approval?
• What do you thmk the degree of support IS for your Idea?
• WIll you need to sell people on It?
• If so, who?

4 Effects

• Whom wIll thIS actIOn affect?
• How WIll It affect them?
• WIll anyone be the worse for the results?
• WIll anyone be Improved?
• What WIll be affected?

5 EnVlronment

• What factors m the orgamzattonal enVIronment mIght Interfere WIth your domg thIS?
• What factors m the orgamzatlon WIll support your effort?
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Exercise 1. Getting to know each other
and our expectations

(individual and group work)

Phase 1 Individual work (15 mmutes)

We would lIke to get to know you better, learn about plannmg m your mstItutIon and your
expectatIons about thIS workshop Please bnefly answer the questIons on the attached
worksheet, handout 1 1 5, and be prepared to share your answers m phase 2 OfthIS exerCIse

Phase 2 Group work (15 mmutes)

2 Form four groups of partIcIpants, each electmg a rapporteur

3 Introduce yourself to the group members

4 Share your responses WIth the group You can use handout 1 1 6 to take notes dunng thIS
phase

5 The rapoprteur summanzes the group's mformatIOn to report to the audIence

Phase 3 Reportmg and discussion (15 mmutes)

6 The rapporteurs present theIr group's mformatIon

7 The tramer compares the results of the presentations and provIdes feedback on the exerCIse
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Exercise 1. Worksheet

Phase 1 IndIvIdual work (15 mmutes)

Your name _

Your mstltutIon

Mam responsIbIlIty at your present Job _

- research 0

- extensIOn 0

- teachmg 0

- management 0

- other 0

• What do you thmk IS the pnncipal planmng problem m your mstltutIOn?

• What do you expect to learn that would help you resolve these problems?

• What expenence and trammg do you have m planmng agncultural research that you
thmk could be useful for other group members?
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Phase 2 Group work (30 mmutes)
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DAY ONE

SESSION 2

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 2

Dm IISes~lOn2
In~tructlOns to Tramen

Session 2
NARS: The Systems Approach

InstructIons to Tramers

10 45 - 13 00 SessIOn 2 NARS The Systems Approach

By the end of thIS sessIOn, the partIcIpants wIll be able to do
the followmg

• Use the systems approach m theIr orgamzatIOns

Use overhead 1 2 1 to present the objective

TraInIng techmques presentatIOn, "tnp around the tables"

(expenence) GIve a bnef presentatIOn on the systems ap­
proach Handout 1 2 1 IS the basIs for your presentatIOn
Overheads 1 2 2 through 1 2 10 support the presentatIon
DIstnbute handout 1 21 (40 mInutes)

ExerCise 2 NARS The systems approach (1 hour 30
mInutes)

1 DIstnbute handouts 1 2 2 and 1 2 3 Handout 1 2 2
gIves clear InstructIons for the exerCIse Go over the
InstructIOns wIth the partIcIpants step by step Ask If
clanfICatIOns are needed (5 mInutes)

Phase I Group work (25 mInutes)

2 DIvIde the partICIpants Into four groups and ask each
group to elect a rapporteur

3 (expenence) As the groups work, CIrculate from group
to group to check progress ClarIfy any concerns they
may have whIle workIng Be sure to remInd them of the
time remaInIng

4 (expenence) Groups reVIew the matenal and, based on
theIr own expenence respond to the questIOns (25
mmutes)

Phase 2 "Tnp around the tables" (30 mInutes)

5 (experzence process) The rapporteurs make the "tnp
around the tables," spendIng fIve mInutes at each table
dISCUSSIng the responses (15 mInutes)

6 (process) The rapporteurs return to theIr own groups
and the groups reVIse theu responses based on the Input
from the rapporteur's "tnp " The rapporteurs wnte the
results on fhpcharts for presentatIOn (15 mInutes)
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Phase 3 Reportmg and dIScussIon (30 mmutes)

7 The rapporteurs present the groups' results to the audI­
ence Each rapporteur has fIve mmutes to present (20
mmutes)

8 ProvIde feedback on the results of the presentatIOn and
faCIlItate a short dIScussIon (10 mmutes)

Closure (5 mmutes)

1 (apphcatlOn) Ask the partiCIpants "What mIght you do
dIfferently m your Job as a result of what you have
learned?"

2 Make a transltlOn to the next seSSlOn

13 00 - 14 00 Lunch
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Da\ IISemon 2
/n~tructums to Tramen

Session 2
Summary of Overheads

Objective of Session 2 NARS The Systems Approach System

• Us. the systems approach In your orgllnlzatlon

1 2 1

Defining a System Boundary

List all components that make up the sys1C1m
and circumscribe them

2 List all flows across the boundary

3 Identity all elements contributing 10 specific
goals and Include them within the boundary

124

National Agricultural Research System

A system comprising all those organizations
of a country

whalever their denomination or structure
whose principal mission Is

to carry out agrlcurtural research activities
(promotion coordination execution)

In the different fields at agricunural sclencas

127

TMOrll Iutlo 1Stru tu • OpenS, !em
Structure d Or; Iz.Idon Mod"'2}

1 2 10

StrategIc Plannmg

o Introduction

a Dellnlbon

a Levels of system.

l'J CIORd ......pen system.

a NARls.s open systems

o Research institution .8 8 production system

a Concept 01 NARS

122

Conflictive Pressures on SOCial
and Rational Systems
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[J A aet 01 organized Interacting components

seeking to achieve 8 common purpose

[J Aaenes of interrelated elementalpirtsl

components that receive Inpute from the

environment, and proce•• them to be

transformed Into productl

123

NARS as Open System

Characteristics

o spaclll boundary of 1c1lon and scope

Q two or rno • subsy.tams

o sub_vatems .re Interr I ted and Interdependent

o lub.ysttms require Input. to produce
outputslproduct.

a environment In which NARSoperllte determines
the 8X18nt of tMlr urvl I

126
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National Agricultural Research Systems:
The Systems Approach1

Introduction

Before we present "strategic plannmg" as a methodology for the long-term planmng of a natiOnal
agncultural research system, from a systems perspective it is important to have a general View
of the research mstitutiOn system and itS role and boundaries withm the concept of a NARS

In the followmg sectiOns, the use of strategic plannmg withm general plannmg activities basically
refers to the strategIc management of processes at the mstitutiOnal level However, frequent
reference WIll be made to itS apphcatiOn at the program level

The purpose of this section is to mtroduce some key concepts of systems and their use m
approachmg the understandmg of the orgamzatiOnal makeup and management of research
activities m the different countnes

The word "system" is denved from the Greek verb sunzstanal, which ongmally meant "to cause
to stand together" Generally speakmg, It has become popular m management System thmkmg
has evolved, it encompasses a large body of methods, tools, and pnnciples, all mmed toward
lookmg at the mterrelatiOns of forces and seemg them as part of a common process

It has become essential to have a deeper understandmg of the relatiOnships and mteractiOns of
orgamzatiOnal umts WhICh, m one way or another, perform actIvities targeted toward a common
goal

System thmkmg IS viewed by many as a powerful, problem-solvmg tool Some beheve it IS more
powerful as a language, augmentmg and changmg the ordmary ways we thmk and talk about
complex Issues (Senge et al 1994) The tools of system thmkmg-causal loops dIagrams,
archetypes, and computer models-allow us to talk about mterrelatiOnships more easIly, because
they are based on the theory of feedback processes

What IS a system? There are many defImtiOns but, m general, "a system is a set of orgamzed
mteractmg components seekmg to achieve a common purpose" "System" Imphes wholeness,
completeness, and umfymg parts of other subsystems to proVIde the optimum performance of a
set of components

The father of the general systems theory, a biOlogist named LudWIg von Bertalanffy (1920),
concluded that "m order to understand an orgamzed whole we must know the parts and the
relatiOnshIp between them" The systems theory and systems thmkmg evolved as a need to umfy
pnncIples m the natural and socIal SCIences, and smce then artIcles, books, and research
documents on general systems theory have prolIferated

By Carlos Valverde Semor Officer 1997 The Hague The Netherlands ISNAR

StrategIc Plannmg 81



Dav JISefSlOn 2/Handout J
(12 J)

Chester I Barnard (1938) establIshed a new approach to management HIS was a more abstract
2systems approach WhICh charactenzed all organIZatIOns as cooperatIve systems

Barnard's systems perspectIve has encouraged management and organIzatIonal theonsts to study
organIZatIons as complex and dynamIc wholes mstead of as separate pIeces In other words,
recognIzmg that all organIZatIOns are systems

The Systems Approach

The systems concept developed rapIdly after World War II The complexIty of warfare and
defense systems led to a whole new thmkmg of strategIc management and engmeenng deSIgn
Systems thmkmg has presented the fIeld of management, m partIcular strategIc plannmg, WIth
an enormous challenge to IdentIfy all relevant parts of an organIzed actIVIty and to dIscover

how they mteract

The dIffIcultIes expenenced m managmg country-constncted economIes and, m partIcular,
mdIvIdual mstItutIOns and those m the publIc agncultural sector, have led to the development
and use of a systems approach to problem solvmg and deSIgn

The systems approach uses the general systems theorl as an mterdIsclplmary area of study,
based on the assumptIon that everythmg IS part of a larger mterdependent arrangement The
systems approach to problem solvmg and deSIgn (structure and organIzatIon, strategIc manage­
ment, strategIc plannmg, mOnItonng and control, management mformatIOn systems, etc ), IS
more a qualItatIve gUIde than a quantItatIve one Although It uses, as Maclarello, Burke, and
TIlley put It "an mstructIve way of thmkmg about managmg modern organIZatIOns, rather than
a collectIOn of fmal answers"

The systems approach wlthm the strategIc management of organIZatIOns has evolved as a result
of the convmcmg fact that by puttmg thmgs together wlthm an organIZatIon, the whole IS greater
than the sum of their parts

Thanks to the mfluence of the systems approach, research mstItutIOn managers now have a better
apprecIatIOn for the Importance of seemg of theIr mstitutIOn as a whole, as well as a better
apprecIatIon for the NARS concept For mstance, open-system thmkmg does not permIt the
manager of a research center to deal WIth only one aspect of an organIzatIOnal management
spectrum, while Ignonng other mternal and external factors and realItIes These could mclude
such thmgs as the new paradigms related to the enVironment, and the management of natural
resources With both mstItutIonal constramts and fmanclal constramts (I e new rules Imposed by
the open, free market economy and the eXistence of a global agncultural research system)

Levels of Systems

We cannot conSider a country as Just a collectIOn of systems, as IS the general assumptIOn We
need to IdentIfy the systems for many purposes, e g , for their analySIS and further plannmg The
concept that a system has a boundary and works wlthm a hIerarchy of other systems becomes
paramount m usmg the systems approach as a methodology m management SCIences

2 A cooperative system IS a complex of phySIcal bIOlogIcal personal and SOCIal components whIch are 10 a speCIfic
systematic relationshIp by reason of the cooperatIOn of two or more persons for at least one defimte end

3 Should be IOterpreted as the eXIstence of a general theory that appltes to all systems
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One of the more Important steps m the use of the systems approach IS the IdentifIcation of system
hIerarchIes, WhICh makes It possIble to focus on a partIcular system withm the hIerarchy of
another system The boundary of a system may eXIst physIcally or solely for analytical purposes

To defme a system m terms of ItS boundary (Murdock and Munson 1980)

LISt all the components that make up the system and clfcumscnbe them Everythmg withm
the circumscnbed space IS called the system, and everythmg outsIde It IS called the
enVIronment

2 LISt all flows across the boundary Flows from the enVIronment to the system are mputs
Flows from the system to the enVIronment are outputs

3 IdentIfy all the elements that contnbute to the specIfIc goals of the system and mclude
them wIthm the boundary (If they are not already mcluded)

Closed vs Open Systems

There IS a well-known typology withm the theory of systems, but we WIll not deal WIth It here
For our purposes, the concepts of closed and open systems are suffICIent TechnIcally, an
agncultural research system IS eIther closed or open A closed system IS a self-suffIcIent entIty,
whereas an open system depends on ItS enVIronment for survIval The management of a closed
system IS not the same as for an open one (see FIgure 1) In practice, It IS common to see both
systems m place, and thIS could be called "partIally open" Also, some systems are paSSIvely
mfluenced by the envlfonment, and others strongly react and adapt to It, these are called
"nonadaptIve" or "adaptive" agncultural research systems, accordmgly

Along the same hnes, systems theory tells us that all agncultural research systems must be open
systems because the surVIval of the organIZatIOn depends on ItS mteractIOn WIth the enVIronment
Accordmg to thIS approach, no staff wIthm an organIzation IS an Island nor IS an organIZatIOn
or organIzatIOnal subsystem an Island

For example, natIOnal research mstItutes such as KARl m Kenya and INIA m Uruguay are
systems They are part of larger systems-the countnes' entire agncultural research systems
These systems also fall withm larger regIonal or global systems

Conflicts

Open system

Pressure to be
realistiC With SOCial
environment

system

PoliCies

Uncertamty

Direction

Management

Closed system

for

- order
- stability
- effiCiency
- certamty

Strategic Planmng

Figure 1 ConflIctive pressures on SOCial and ratIOnal systems
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FollOWIng the above, the defInItIOn of what constItutes an agrIcultural research system wIthIn a
partIcular country IS paramount It IS a good start toward defInIng the level and hIerarchy of the
system to WhICh strategIc plannIng IS to be applIed

Agricultural Research Institutions Open Systems

FolloWIng the systems approach, any agrIcultural research InstItutIOn should be conSIdered an
open system It should have the folloWIng general characterIstIcs

• a dImenSIOn WIth a spatIal boundary of actIOn and scope

• formed by two or more subsystems

• the subsystems are Interrelated and lOterdependent

• subsystems reqUIre lOputs to produce outputs/products whIch form the baSIS of theIr
eXIstence

• the enVIronment 10 whIch the system works determlOes the extent of ItS survIval

AgrIcultural research lOstitutions are lOfluenced by external factors They are therefore dynamIC
and subject to change over tIme There IS a hIstory of research orgamzatIOns WhICh have lost
theIr credIbIlIty or faIled as a result of belOg unable to cope and adjust theIr management and
operatIOn to the contlOgencies of theIr envIronment

The Research Institution as a Production System

Any system can be seen as a productIOn system The CIPP model, developed 10 the USA for
evaluatlOg educatIOnal programs, can be used to analyze agrIcultural research systems

CIPP refers to evaluatIOn of the context, lOputs, processes, and products USlOg the CIPP model,
an lOstitutIOn can be analyzed thus

• The lOstItutIOn eXIsts withm a "context" (relevant enVIronment) WIth ItS attendant needs,
opportumtIes, and threats

• It needs certam "lOputs" (dIfferent types of productIOn, management, or flOancial re-
sources) to carry out ItS actIVItIes

• It develops and carnes out certam "processes" (research and other actIVItIes)

• It offers certam "products" (lOformatIOn, technology) to benefICiarIeS or users

From thIS perspectIve, an agrIcultural research lOstitute can be VIsualIzed as a knowledge,
technology, and serVIce productIon system, as shown 10 FIgure 2
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C§nt~
Demands, opportUnities, threats

Human, physical, and Knowledge and technology
financial resources for a country or region, aimed

at different users or clients

Research organization

~cess~

Management, research,
L+ Inputs 1+ prodUC:!y-and operations

I I

Figure 2 Agricultural research orgamzatlOns as a production system

In the followmg sectIons, you WIll fmd the CIPP concept expressed as a model of a NARI or a
NARS, and as a conceptual framework for plannmg usmg a systems approach

In general, takmg mto account the concept of mputs/outputs and the systems approach, any
agncultural research entIty can be presented as a system of processes (subsystems) The
subsystems transform the mputs mto products or outputs m the form of technologIes, servIces,
and knowledge (see FIgure 3) The mam Idea IS to present a conceptual pragmatIc model, wIthout
forgettmg that all agncultural research entItIes carry out complex actIVItIes m close relatIOnshIp
and mteractIon wIth theIr partIcular polItIcal, SOCIOeconomIc, and envIronmental CIrcumstances

Technologies
- vanetleslbreeds
• animal and crop
management

- efficIent use of Inputs
• adequate use of natural
resources

~
serVices

o puts _pubhcatlonsJinformatlon
- methodologies
- blOloglCai analYSIS
- reproduction techmques
- propagation techniques
• vaccination
-germplasm
-training

Knowledge

SUbsystems
Management and
direction

Planning
programming
budgeting
mOnitoring
evaluation
control

Administration
Production/tech
InformatIon

Constituents
- government
• producers J
• agro Industry ......1-------
• other institutions

-
PoliCies
Human resources
Financial resources
PhysIcal resources ~

Infrastructure facilitIes
Natural resources
Knowledge
Linkage/relationships-

Figure 3 The orgamzatIonal structure as an open system structure and
orgamzatIon-model
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A National Agricultural Research System (NARS)

Agam, all orgamzatIOns are systems, mcludmg all agncultural research orgamzatIOns In the
systems approach, each system IS absorbed by another system, thus the level of analySIS
determmes the dImenSIOn of the system

In ItS broadest context, the concept of a NARS has been defmed by ISNAR as a system which
compnses all those orgamzatIOns of a country, whatever their denommatIOn or structure, whose
pnnclpal miSSIOn IS to execute research actiVitIes m the different fIelds of agncultural SCIences

From a practIcal POInt ofvIew, the NARS of any country compnses both organIZatIOns pertammg
to the publIc and semI-publIc as well as to the prIvate sectors Although they adopt dIfferent
Jundlcal and legal frameworks, structural confIguratIOns, and ways of operatIng, theIr mandate,
or part of their obJectIves, are aimed at rendenng relevant producer-onented technologies and
services These organIZatlOns mclude umversltIes, NGOs, and pnvate entities whose activities
he wlthm the domam of agncultural research and the transfer of technology

An organIzatlOnal system can be generally assessed, analyzed, planned (e g , strategic plannmg),
and Implemented at different levels the mdlvldual who COnstItutes the baSIC UnIt of any
organIzation, the group of orgamzed mdlvlduals, as In a department WhICh IS compnsed of
IndIVIduals to work Jomtly on determmed tasks, the center, expenment statIOn, group of
departments, or other organIzed UnIts WhICh, combIned, accomplIsh determmed tasks, the
organIZatIOn Itself, which fulfIlls a determIned mandate or objectIve at the natIonal level, or the
organIZatIOns plural which when grouped make up the hIghest level of analySIS
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Exercise 2. NARS: The systems approach
("trip around the tables" technique)

Phase 1 Group work (25 mmutes)

I Form four groups of partIcIpants, each electmg a rapporteur

2 DISCUSS and respond to the questIon assIgned to your group as noted below Base your
answers on your own experIence The rapporteur complIes the group's responses on the
worksheet (handout I 2 3)

Group assIgnments

GROUP A

GROUPB

GROUPC

LISt the major advantages and dIsadvantages of the systems approach for
natIOnal agrIcultural research mstltutIOns

LISt favorable condItIons for a successful systems approach for agrIcul­
tural research

CIte the constramts you face managmg an open system for agrIcultural
research m your country How do you mInImIZe and/or overcome these
constramts?

GROUPD LISt the most Important personal attrIbutes ofa successful manager/leader
of an agrIcultural research system

Phase 2 "TrIp around the tables" (30 mmutes)

3 The rapporteurs begm the "trIP around the tables" They present theIr group's mputs to the
other tables and collect contrIbutIOns to Improve theIr own lIst of responses The rap­
porteurs have fIve mmutes to VISIt each table

4 After vlsltmg the three other tables, the rapporteurs go back to theIr own groups They
share the contrIbutIons collected dUrIng the "trIP," and decIde WIth the group on the
responses The rapporteurs WrIte the results on flIpcharts (15 mmutes)

Phase 3 Reportmg and dIScuSSIon (30 mmutes)

5 The rapporteurs present the groups' responses to the audIence Each rapporteur has
approxImately fIve mmutes to present

6 The tramer provIdes feedback on the presentatIons and faCIlItates a brIef dISCUSSIon
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DAY ONE

SESSION 3

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 3

CLOSURE

Strategic Planmng

Da\ IISesslOn 3
InstructIOns to Tramen

Session 3
Diagnosis, Planning, and
Implementation

InstructIOns to Tramers

1400 -15 15 SessIOn 3 DiagnosIs, Plannmg, and Imple­
mentatIon

By the end of thIS seSSIOn, the partIcIpants WIll be able to do
the followmg

• Explam the dIagnosIs, planmng, and ImplementatIOn
paradIgm to study NARS

Use overhead 1 3 1 to explam the objectIve

Trammg techmques presentatIon, plenary dIScussIon

(expenence) GIve a presentatIOn on the DPI paradIgm based
on handout 1 3 1 Overheads 1 3 2 through 1 3 7 support the
presentatIOn DIstnbute handout 1 3 1 (40 mmutes)

ExercIse 3 Discussmg diagnosIs, plannmg, and Imple­
mentatIOn (30 mmutes)

1 DIstnbute handouts 1 3 2 and 1 3 3 Handout 1 3 2
gives mstructIOns for the exerCIse Go over the mstruc­
tIOns WIth the partIcIpants step by step Ask If clarIfIca­
tIOns are needed EmphasIze partIcIpatIOn and remmd
the partIcIpants of the tIme

2 (process) Open the dIScussIon for comments to the
entIre group DIsplay overhead 1 3 8 lIstmg the mam
Issues for dIScussIon

3 (process) Dunng the dIscussIOn, wnte key responses on
a fhpchart to remforce theIr Importance

4 (generallze) Summanze the dIScussIon HIghlIght the
Issues raised regardmg dIagnosIs, plannmg, and Imple­
mentatIOn and refer to the flIpchart

5 Ask the partIcIpants questIOns such as "What dId you
learn?" to allow dIscuSSIOn of the process (10 mmutes)

Closure (5 mmutes)

(appllcatlOn) Ask the partIcIpants "What mIght you do
dIfferently m your Job as a result of what you have
learned? "

2 Make a tranSItIon to the next seSSIOn

15 15 - 15 30 Tea/Coffee Break
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Da\ lISesnon 3
Invtructumv to Tramen

Session 3
Summary of Overheads

ObJective of Session 3 Institutional Change DiagnOSIs

• ExplaIn the diagnosis planning Bnd

Impllmentatlon paradigm to atudy NARS

131

The OPI paradIgm

LJ Introduction
LI Diagnosis

o Planning

LJ Implementation

132

[J Evaluate/assess the present Institutional
Clpabllny olthl aystlm

a Dlagnos8 the main restrictions weaknesses
st..ngths th..als and opportunlll..

o Prepare options and recommend plan of action
lor st..ngthlnlng thl systlm

133

Planning

• Design the future system

• Prioritize and plan necessary steps to achieve
the desired Institutional changes

134

DPI Conceptual Framework 10r Strengthening NARI

137

Strategic Plannmg

Implementation

• Executelhe plan and monitor changes

• Evaluate results experience gained and
feedback for Improvement

135

Questions for DISCUSSion

1 H veyouu..dthIOPlparadlgm(or Ilmlllaronl)before?

2. Stall t ngth nd w.akn.... of the par dlgm r Imll
"mWOft<

3 H wdoyo rcOl'lM1mllml ttl w kn... ?

4 Do you h ve llIl tl.pa dlgmorfl1lmew rkl
Ncommllfld ba..d on I IlUCC fut ~ri.n ...

5 WhIII.,. the tlclp ted Its of • ,.Iavant PIIl'aldlgm or
fr mework to ludy NARS?

138

ISNAR review

136

DPI Paradigm

Planning Implemenlatlon

Execu1lon
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Diagnosis, Planning and
Implementation1

Introduction

In a restncted sense, to get a clearer pIcture of the role of plann10g 10 general and strategIc
plann10g as a fundamental methodology for long-term planmng, It IS vItal to have some k10d of
path to follow to create changes 10 the management and admimstratIOn ofan agncultural research
1OstItutIon The planmng functIon must be consIdered as part of the overall process of the
management of 1OstitutIOnal change

Several paradIgms, approaches, and methodologIes have been proposed to carry out thIS process
The approach chosen IS basIcally 10 tune wIth the k10d of activIties performed by a partIcular
10stItute For example, ISNAR, whIch collaborates wIth dIfferent countnes, has adopted the
so-called DPI paradIgm, or the process of dIagnosIs, plann1Og, and ImplementatIOn

Under partIcular cIrcumstances, an 10stitute considenng DPI can decIde to concentrate on one
of the three steps (dIagnosIs, plann1Og, or ImplementatIon) But for a strategIc plann10g exercIse
WIth good results, It IS recommended that all the steps be carrIed out sequentially

DiagnOSIs

The dzagnostlc phase starts wIth a dIagnOStic reVIew of the NARS The weaknesses, strengths,
threats, and opportumties of the system are IdentifIed A good diagnosIs IS lIke an x-ray of the
system, by whIch the decIsIon makers and planners can pnontize cntical areas for 1OterventIOn
and change

Several approaches and methodologIes have been proposed to dIagnose a research system These
10clude ISNAR's framework for NARS reVIew, ATMS, INTERPAKS, and SCAP 2

The framework for ISNAR's dIagnOSIS 10cludes the expenence and syntheSIS of ItS work 10 over
50 develop1Og countnes These reVIews IdentIfy the constramts of the systems and cntIcal areas
for mterventIOn They also defme a range of optIOns and recommend a plan of actIOn The
diagnOSIS, whIch uses a systems approach, evaluates the orgamzatIOnal and managenal processes
withm the research 1OstItutIOns, as well as the functIOn1Og of all theIr components

Plannmg

The plannzng phase IS vItal 10 develop1Og the renewed capacIty of the mstItutIOn In many cases,
a complete overhaul of the research system IS essential to adapt It to the new polItical,
SOCIOeconomIC, and envIronmental challenges be10g faced by NARS today

Plannmg 10 general, and strategIC plann10g 10 partIcular, play an Important role m thIS phase
The mam mtentIOn of the planmng phase IS to translate the recommendatIOns of the dIagnostIc

I By Carlos Valverde Semor Officer 1997 The Hague The Netherlands ISNAR

2 For complete mformatlon on these approaches see Methods for dlagnosmg research system constramts Volume I
Dlagnosmg agncultural research constramts The Hague The Netherlands ISNAR EdIted by R G Echevema
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phase Into a coherent, specIfIc, system-bUIldmg desIgn (some experts also call the planmng phase
the plannmg and desIgn phase) The adjustment or modIfIcatIOn of the mstitutlOn's mandate,
obJectIves, polICIes, strategIes, values, and necessary plans WIll be developed through a strategIc
plannmg exerCIse ThIS WIll provIde the basIs for mstitutlOnal change withm the NARS

The planmng phase eqUips the decIsIon makers of the NARS wIth the necessary plan(s),
gUIdelmes, methods, and tools for better negotIatIOn WIth theIr governments and donors, WhICh
occurs m the next phase

Implementation

The zmplementatLOn phase IS perhaps the most dIffIcult part of the whole process Often planmng
and Implementation overlap The managers, admmistrators, and researchers of the NARS take
the lead m thIS phase The malO outcome of thIS phase IS the mstItutIOnalIzatIOn of the Improved
or renewed dIrectIOn, admmistratIOn, and management of the mstItute

FIgure 1 depIcts the framework of the DPI paradIgm FIgure 2 presents an actual example of the
scheme of the paradIgm used by ISNAR m strengthemng a NARI

Bibliography

Bmswanger, H P 1985 Evaluatmg research systems performance and targetmg research m land
abundant areas of sub-Saharan Afnca Washmgton, DC, USA World Bank, ARDD

EllIott, Howard 1990 Applymg ATMS approaches m WIdely dIfferent systems Lessons from
ISNAR's expenence In Methodsfor dzagnoszng research system constraznts and assesszng the
Impact ofagncultural research, edIted by R G Echeverrfa Volume 1 31-5B The Hague, The
Netherlands ISNAR

ISNAR 1987 Workmg to strengthen natIonal agncultural research systems ISNAR and Its
strategy The Hague, The Netherlands ISNAR

Swanson, Burton E , D M Sands and W E Peterson 1990 Analyzmg agncultural technology
systems Some methodologIcal tools In Methods for dlagnoszng research system constraznts
and assesszng the zmpact ofagncultural research, edIted by R G Echevema Volume I 55-107
The Hague, The Netherlands ISNAR
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I
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Figure 2 DPI conceptual framework used when strengthenmg a national
agricultural research mstItute (NARI)
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Exercise 3. DIscussing diagnosis,
planning, and implementation

(plenary discussion)

1 The tramer facIlItates a dIScussIon on dIagnosIs, plannmg, and ImplementatIOn Share your
experIence wIth the group You may want to use handout I 3 3 to WrIte down some
comments

2 GUIdmg questIons for thIS plenary dIScussIon are as follows (30 mmutes)

• Have you used the DPI paradIgm (or a SImIlar one) before?
• State strengths and weaknesses of the paradIgm or SImIlar framework
• How do you overcome/mmImize the weaknesses?
• Do you have an alternatIve paradIgm or framework to recommend based on a

successful expenence?
• What are the antICIpated results of a relevant paradIgm or framework to study

NARS?

3 The tramer summarIzes the dISCUSSIOn, hIghlIghtmg the Issues raIsed and referrmg to the
fhpchart, and closes the sessIOn
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DAY ONE

SESSION 4

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 4

Da\ llSemon 4
lnstructUJnf to Tramen

Session 4
Conceptual Framework for Planning

InstructIOns to Tramer

15 30 - 17·00 SessIOn 4 Conceptual Framework for
Planmng

By the end of thIS sessIOn, the partIcIpants WIll be able to do
the follow1Og

• Present a synthesIs of the strategIc approach for research
plann10g at the 1OstItutIOnal and program levels

Use overhead 1 4 1 to present the ObjectIve

Tra1010g techmque presentatIon, plenary dISCUSSIon

(experzence) GIve a bnef presentatIOn focus1Og on the need
for a conceptual framework for plann10g Use handout 1 4 1
as background 1OformatIOn Use overheads 1 42 through
1 4 17 to support the presentatIOn DIstnbute handout 1 4 1
(15 mmutes)

ExerCise 4 Dlscussmg conceptual framework for plan­
mng (1 hour 15 mmutes)

DIstnbute handouts 1 42 and 143 Handout 1 42
gIves 1OstructIOns for the exerCIse Go over the 1Ostruc­
tIOns WIth the partICIpants step by step Ask If clanfIca­
tIOns are needed (5 mmutes)

Phase 1 IndIVIdual exerCIse (25 mmutes)

2 (process) Ask the partICIpants to read handout 1 4 1
They can use handout 1 4 3 to wnte down some com­
ments (25 mmutes)

Phase 2 Plenary dISCUSSIon (35 mmutes)

3 (process) Open the group dISCUSSIon DIsplay overhead
1 4 18 lIst10g the questIOns for dISCUSSIOn FaCIlItate
dISCUSSIOn (10 mmutes)

4 (generallze) Pomt out Important lessons learned dunng
thIS dISCUSSIOn (5 mmutes)

5 (applzcatlOn) At the end of the exerCIse, ask the partICI­
pants questIOns such as "What dId you learn that you
can apply 10 your orgamzatIOn?" LISt a few examples
( 10 mmutes)
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CLOSURE

OBJECTIVES

PROCEDURE

PAPA

104

Closure (5 mmutes)

(applicatIOn) Ask the partIcIpants to tell one of theIr neIgh­
bors "How he/she wIll apply the lessons learned m hIs/her
Job as result of thIS sessIon?"

Make a transItIon to the last seSSIOn

1700 - 17 30 Feedback on the Day's ActivIties and
PAPA

By the end of the seSSIOn partIcIpants WIll be able to do the
follOWIng

• ProvIde feedback on the day's actIvItIes

• ConsIder possIble actIons they would hke to Implement
In theIr own orgamzatIOns

TraInIng techmque IndIVIdual exerCIse

HIghhght pOSItIve and negative pomts of the day Note areas
that may need addItIonal attention In the workshop PartIcI­
pants can wnte some strengths and weaknesses of thIS day
on handout 1 4 4, and use handout 1 4 5 to facIhtate theIr
task (15 mInutes)

(appllcatwn) Ask the partIcIpants to take some tIme to Jot
down some "actIOn Ideas" they may have for themselves as
a result of today's actIvItIes They can use handout I 46
(15 mInutes)

Strategic Planmng
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DAY ONE

Dm l/Sesmm 4
Instructwns to Tramers

Session 4
Summary of Overheads

Objective of Session 4

• Present a Iyntheal. of the Itrateglc approach
for research planning at Institutional and
program levels

141

SIX Characteristics of Plannmg

1 Rational In selecting options

2 Coherent In setting objective.

3 Congruent objectives resources and policies

4 Streteglc In reaching objecllves
S FOlWard-looklng outlines for the pr.ferred future

6 Structured elements for political viability of plan

144

Organizational Planning Levels

Conceptual Framework for Plannmg

1 Definition and charactert.tlci

2. Principle.

3 Plennlng !evols types and prodUCts
4 Strategic approach to planning

5 Polltlcal dimension

142

General Planning PrincIples

.. Planning take. precedence

)II> Objectives organized hierarchically

)II> Potential for transtormation

)II> Efficiency and effectiveness

145

DeCISion Making Levels-Types of Planning

Deflnliion 01 Planning lor Agricultural Research

A proce•• to raUonally combine organizational

re.ouree. and actlvltle. to allow an In.tltutlona!

center program project, or activity to achieve

certain objectlve. In 8 .peclflc context or

environment

143

SpeCIfic Planning PrinCiples

.. PartiCipative

.. Coordinated

.,. Integrated (vertically and horizontally)

... Continuous

146

RelatIOnships between Types of Planning

Program level

ProJecllsvei

Activity level

Researcher level

147

System love!

InsllWllonell..or

C.nterJexperiment
alation-level

Pr.cgram -level

_ Dlagno.tlclprognostlc
proce..

10 g-l m

_ Organizational proce..
mHlIm-trm

Practical proc...
hortm m

148 149

Contributions of the Strategic Approach

t/ Analya'. of .x'-mal a vlronmant

.,llml rg lullo I IVI

tI' G P Iy I

tI' Id Utle tlo 1c1'- tnMd

v R I w tml I dobJ U

III' Con through tnIl gl pi I g IM'CI

tI' ~u~~,.:u~fll~ :=:rn ry ppro h

ttl' B IIdl g tr t.gl cult

tI' Id ntlfle Uo fit 1I1glH111nv tnMI ttl

tI' Participatory m g me t d mech I m

1410

StrategIc Planning

nd

Implementation of Strategic Plan

1 4 11

Why Strategic Planning?

Strategic planning In NARla emphasizes

~ Diagnosis of the environment

~ Idenllflcatlon of clients be efl I I.,. se s needs

rtI Co ae aln h acterlzatlon of the demand

rtI Conaan a of req Ired InsUtutl nal prod ct

1412
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InstructIOns to Tramers

Strategic Intention In Planning

• Future vi.Ion

• Confidence In la usefulness

• Political will

• Political decision

• Political courage

1413

Essential Features of Planning

P~nnlng 8 procesl of thinking .""Iysis and decision
making that determine.
o Who are the cUents?

o Whit .re we trvlng to achieve?

o What r••ources do we have?

o What challengealconstralnll exist In our management
environment?

o What actlon plan I. resulting from anaIYII.?

1 4 16

106

Agrtcuhural Research OrganIzation as a
Product~n Sys1em

~~ 1(n7 ..~~

l.._l 'I:on~ on L~~I .,dop tlo

1414

Advantages of Strategic Planning

• Gr...... purpo.. and direction for the whol. Iglncy
(dH" fh f ru,. I IMbi WlIy t brl glt bout)

• Sharing of common goll. by various component units
(d'WI p '" m PPfOaeJt to IfV 9 mMt)

• Crlatlon of agency ••nsitlve to ext.malenvlronmenl

• ktentlficatlon of Itr.llgln to rnet to that environment

Provl.lon of lItep-by..tep proc::... toward the tutute

1417

The General LogiC of the Module

1415

Questions for DISCUSSion

lJ Have you carried out a strategic planning process

In your organlzaUon? What were the Itepa you took?

How effective were they?

lJ Have you confronted any constraints In conducting
strategic planning? How did you overcome them?

CI What would you con.lder to be some~ and

disadvantages 01 conducting strategic planning In
your organization?

1418
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Conceptual Framework for Planning}

Planning has become a pnmary management function, as much for government as for research
organizations Planning allows people to organize resources and activities to achieve previously defined
obJectives, and to stay In tune with the needs and demands of the environment

DefinltlOn, Phzlosophy,
Prznclples, and Aspects
ofPlannzng

Planmng IS the process of copmg wIth uncertamty by formulatmg
future courses of actIon to achIeve specIfic results Planmng
enables human bemgs and mstItutIons to achIeve mIssIons, goals,
and ObjectIves by provIdmg pathways from a concept to realIty

The modern VISIOn of plannmg IS a mIX of phIlosophIcal, techmcal, socIal, economIc, and polItIcal
concepts

There are dIfferent methods and techmques, based on statIstIcal prOjectIOns, estImatIOns, and
assessments, to look mto the future, m terms of ObjectIves, goals, polIcIes, and programs Although
there are many dIfferent defImtIOns of plannmg, most mclude several of the SIX features below

For the case of agncultural research, planmng
IS understood as a process to ratIOnally combme
orgamzatIOnal resources and actIvItIes to allow
an mstItutIon, center, program, or project to
achIeve certam objectIves and results m a spe­
CIfIC context or envIronment

SlX Characthensflcs ofPlannzng

Plannmg has become a whole new "SCIence"
WIth applIcatIons for practIcally any human
actIVIty Followmg are some common phIlo-
sophIcal concepts of planmng descnbed by
OlIveIra (1992)

Mlmmum SatIsfactIOn PhIlosophy VIews planmng as a tool to obtam the mmImum satIsfactIOn
acceptable to the mstItutIOn and ItS enVIronment Only orgamzatIOns gUIded by a "lOgIC of survIval'
opt for thIS phIlosophy, whIch doesn't allow them to take advantage of many opportumtIes whIch
present themselves

1 ratIOnalIty In the selectIOn ofoptIOns
2 coherence In the formulatIOn ofobjectives
3 congruence among objectives resources and pollcles
4 strategies for reaching the objectives
5 outline ofthe preferredfuture
6 elements for the politIcal ViabIlity of the plan

AdaptatIOn PhIlosophy Seeks to produce the changes needed to adjust an mstItutIon to ItS
changmg enVIronment, espeCIally m tImes of sIgmfIcant and rapId external changes The emphaSIS
IS on the processes rather than on the products ofplanmng It assumes that a change process should
tram, motIvate, and mtegrate the human talents of an organIzatIon at all levels

OptImIzatIOn PhIlosophy OptImIzes the decIsIOn-makmg process by usmg quantItatIve models
ThIS approach began WIth the development of hIgh capaCIty computers The mam problem WIth
thIS phIlosophy IS that It doesn t allow for qualItatIve vanables or judgments, thus dIsregardmg
the mtUItIOn and creatIVIty necessary to VIsualIze and mterpret oncommg trends

The authors of thIS module belIeve that the most appropnate phIlosophy for planmng IS one whIch
responds to the needs of the orgamzatIOn at a gIven moment and 10 a gIven polItlCal-mstItutIOnal
context They do not recommend adhenng to one speCIfic planmng phIlosophy

1 Extracted and adjusted from J E Borges Andrade M D Escobar J PalominO R Saldana J Souza SIlva 1995
StrategIc planning In agncultural research management Module 2 of the senes Training m plannmg mOnllormg
and evaluation for agrzcultural research managemenl CalI ColombIa ISNAR

Strategic Plannmg 107



Day l/SesslOn 4/Handout 1
(141)

Agncultural research mstltutlOns WIll usually want to adopt a planmng phIlosophy wIth the
followmg charactenstlcs

• flexIbIlIty to allow mnovatIOn and adaptatIOn

• compatIbIlIty wIth the envIronment

• long-term commItment

• partIcIpatIOn of mstItutIOn's human resources

• multIple approaches

• decentralIzatIon of processes

• consIstency WIth the prevaIlmg management model

• congruence and mtegratIOn of plannmg activIties WIth momtonng and evaluatIOn

Plannmg IS carned out accordmg to certam general and speCIfic pnncIples Accordmg to Ohvelra
(1992), general plannmg pnncIples mclude

• plannmg-should precede other actIVItIes, consIdenng Its potentIal for organlZlng and dIrectmg
a course of actIon for the attamment of objectIves

• obJectIves-should be organIzed m a hIerarchIcal order

• transformatIOn potentIal-recogmzes the potentIal of plannmg to support the transformatIon of
most other actIvItIes

• effIcIency and effectIveness-assumes that planmng must aIm to maXImIze the relevance of
actIVItIes and the value of results m relatIOn to mvested resources

Accordmg to the same author, more speCIfic plannmg pnncIples are

• partIcIpatIOn-as a charactenstIc ofstrategIc plannmg, partICIpatIOn emphasIzes the Importance
of the process over the product, trammg, educatIOn, and motIvatIOn achIeved m a partICIpatory
planmng process can eventually become more Important that the plan, program, or project Itself

• coordmatIOn-recogmzes the mterdependence of mstItutIOnal components and the actIVItIes

• vertIcal and honzontal mtegratIOn--emphasIzes the need to mtegrate both the dIfferent admm­
IstratIve umts and the dIfferent management levels

• contmUIty-pomts out the long-term commItment of planmng to the sustamabIhty of the
orgamzatIOn's actIVItIes

Planmng IS a complex process that mvolves several orgamzatIOnal components OlIveIra (1992)
dIVIdes plannmg mto five types, accordmg to the focus of the actIVIty Planmng can relate to the

1 ends

2 means

3 organIzatIon

4 resources

5 ImplementatIOn and control
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Plannzng Types
and Products

A common problem m the dIscussIOn about types of planmng IS
the supposed dIchotomy between short- and long-term plannmg
as If there were an Irreconcl1able dIfference between them On the

contrary, planmng for the short- medmm- and long-term should be mterdependent

The types and products of plannmg are duectly
hnkmg levels (Ohvelra 1992) Every mstItu­
tIOn has three baSIC decisIOn-makmg levels (a)
top management-the strategIC level, (b) mId­
dle management-the tactlcallevel, and (c) the
operatIOnal level Table 1 shows the assocIated

The VISIOn of the future m the strategIC, long-term plan can only become reahty If the tactlcal plans
for the medmm-term are denved from It, and the operatIOnal plans for the short-term are denved

from the tactIcal plans The future IS bUllt on
the conSIstency amongt the three types ofplans
the operatIOnal plans WhICh are denved from
the tactIcal plans, WhICh, m tum, are obtamed
from the strategIc plan

"The future zs buzlt upon operatzonal plans,
approprzately derzved from tactlcal plans,

whzch, zn turn, are adequately derzved from
the strategzc plan The conszstency between
the three types ofplans zs the base for the

constructzon ofthe future "

types of plannmg

Plannmg, m the broadest sense of the word, occurs at all levels For example, researchers carry
out project plannmg, and heads ofexpenmental statIOns conduct operatIOnal and tactlcal planmng
Therefore, even though the leadershIp for strategIC plannmg IS at the level of top management, m
pnnciple, all levels should partICIpate m a top-to-bottom and bottom-to-top process

These are the levels at WhICh planmng occurs m agncultural research m most countnes

1 system level-"system" refers to all orgamzatIOns that carry out research m a country

2 mstltutIOnallevel-"mstltutIOn" as an agncultural research entIty

3 center level-"center" corresponds to a natlOnal or regIOnal entlty, or to an expenmental
statlon, WhICh IS part of an agncultural research mstltutIOn

4 program level-"program" as a set of projects and actlvitles of agncultural research, made
up of a senes of subprograms, projects, and actlvitles, onented to the achIevement of the
program's obJectlves

5 project level-"proJect" as a set of mterrelated actlvitles WIth a common purpose

6 aCtlvity level-"aCtlVIty" as the baSIC research umt, an expenment that forms part ofa project
IS an example of a research actlvity
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Table 1 DeCISion-making Levels and Types of Planmng

DeCISion-making level Type of planning Characteristics

Top management Strategic planning Diagnostic and prognostic process that
strategic level considers the Institution as a whole as an
strategic decIsions open system and In relation to ItS environment

Ilong term objectives goals policies priOrities
and strategies (5 15 years) which indicate the

Itactical planning
More comprehensive with greater risks and

I

less flexibility than tactical and operational I
planning

Middle management Tactical planning Organizational process that conSiders the
tactical level subsystems of the institution
tactical deCISions Medium term objectives goals, policies,

priOrities, and strategies (1 5 years), derived
from the strategic plan and oriented to the
operational planning
More comprehensIVe, with greater risks and
less fleXibility than operational planning

Operations Operational planning Practical process that considers the IndiVidual
operational level actiVities of each subsystem of the institution
operational decIsions Short term objectives goals poliCies priorities

and strategies (1 month to 1 year) derived form
the tactical plan, to be Implemented
Not as comprehensive fewer risks

"StrategIc management" does not replace "tradItIOnal manage­
ment " On the contrary, the strategIc approach strengthens and
modernIzes eXlstmg management by provldmg a new dIrectIOn

to Its tactIcal and operatIOnal dImenSIOns

In the past the concept of strategy was assocIated wIth mIlItary actlvlttes In the 1960s, the term
was mcorporated mto the language of busmess In the 1970s, the strategIc approach was mtroduced
mto management sCIence The fIrst to use the term "strategIc management," was H Igor Ansoff,
of the Umverslty of San DIego Planmng, accordmg to the strategIc approach, mcludes the VISIOn,
concepts, and methodology necessary to handle the compleXIty and changmg dynamICS of the
enVIronment

A more comprehensIve VISIOn of the strategIc approach as applIed to plannmg can be found m
PfeIffer, Goodstem, and Nolan (1985), DaVId (1988), Rue and Holland (1989), OlIveIra (1992),
and Certo and Peter (1993) When applIed to plannmg, the strategIc approach dIrects managers'
attentIOn to a number of Issues Managers must conduct both an analySIS of theIr orgamzatlOn's
external envIronment to IdentIfy opportumtles and threats, as well as an mternal analySIS to IdentIfy
the orgamzatlOn's strengths and weaknesses ThIs mcludes gap analySIS to IdentIfy dlfflculttes that
the orgamzatlOn must overcome to advance toward a deSIred sItuatIOn

Managers need to conSIder the Importance of a system centered on the needs of clIents, users, and
partners, for research mstltuttons, thIS means analyzmg the sltuatton of the users, theIr need for
new technology, and theIr abIlIty to adopt It, as a base for formulatmg research objectIves They
also need to conduct a revIew and formulatIon ofthe orgamzatlOn's mISSIOn, ItS obJectIves, polICIes,
and strategies This ImplIes a consensus, whIch can be reached through a strategic planmng
exercise All partIes mvolved should participate m the search for a consensus, both wlthm the
mstItutIon (top management, middle management, and researchers) as well as clIents, users,

•
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benefiCIanes, and partners ThIS consensus IS very Important to obtaIn the pohtIcal support and the
necessary resources and commItment to put the plan mto actIon

The need for long-term commItment must also be exammed, as well as the challenges posed by a
SOCIally, economIcally, polItIcally, and technologIcally complex enVIronment To deal WIth the
compleXIty of the enVIronment mterdIsclphnary approaches and multIdImenSIOnal perspectIves
should be consIdered

Managers need to then moblhze mtelhgence and creatIVIty to promote contInUOUS change and
construct a "strategIc culture" WIth the abIhty to adapt to rapIdly changmg condItIOns "Intelhgent
mvestments" can be made, for example, m the trammg and development ofhuman resources withm
the orgamzatIon

Fmally, the strategIC approach dIrects managers' attentIOn toward partICIpatory management
models and processes, and mechanIsms that allow agncultural research chents, users, and partners
to partICIpate m definIng and assessIng polICIes and pnontIes

The strategIC approach has great potential to Improve the plannIng of agncultural research
Research mstltutIOns produce knowledge, mformatIOn, and technologIes, WhICh often have a
relatIvely hmlted market demand They are "pubhc goods" whIch have great value for SOCIety but
whIch cannot be patented or sold

StrategIC plannmg In agncultural research emphaSIzes the dIagnOSIS of the enVIronment and the
clear IdentIficatIOn of the needs of clIents, beneficianes, and users It seeks consensus m the
charactenzatIon of the demand and, therefore, m what WIll be the mstltutIOnal products, to ensure
that these products are actually reqUIred by users

StrategIC planmng emphaSIzes the need to IdentIfy changes In the enVIronment, not Just m terms
of the current SItuatIOn, but also WIth speCIal mterest m the longer term ThIS IS of partIcular
sIgmficance for research mstltutIOns, because theIr actIVItIes must always try to be on the frontIers
of knowledge and to be onented toward future needs

In the field of agncultural research, change IS frequent and rapId InnovatIOn may affect many
productIOn sectors If mstItutIOns, partIcularly those m developmg countnes, do not take part m
thIS rapId process of mnovatIon, they WIll produce obsolete technologIes and lose credIbIhty and
Importance In SOCIety StrategIC plannmg can help mstItutIOns adapt to changes, prepare for the
future, and Improve theIr sustamabIhty and overall competence

The mstItutIOnal structure of agncultural research In LatIn Amer­
Ica IS In a process of transformatIon In the past, centralIzed
organIzatIons predomInated, In whIch the natIOnal InstItutes were
responsIble for plannmg and carryIng out all research The plan­

mng umt was usually the natIOnal program for an ammal or plant speCIes (e g the natIonal nce
program) The natIOnal program dIctated the operatIonal polICIes to the regIOnal offices, such as
the regIOnal research centers and expenmental statIOns

Today, however, the modermzatIon of governments IS charactenzed by decentrahzatIOn, openmg
the path to regIOnal plannmg, WhICh IS usually aSSIgned to the regIOnal research center ThIS new
structure poses a questIOn To what extent can plannmg be carned out 10 the central offices of the
natIOnal mstitutes WIthout hmItmg the autonomy of the regIOnal centers? The answer becomes
even more complex when other actors such as the pnvate sector and UnIVerSItIes, enter the scene
ThIS questIOn does not have a defimte answer because the field of actIOn of each of the players
has not yet been defined However, as a workmg hypotheSIS, the framework as seen In Table 2 can
be suggested
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Table 2 Framework for Levels of Planning Research

Authority Level of Plannmg Instruments and/or environments

National system • Global poliCies • Market trends• National strategy • SClenllflc and technological trends

National institute • National bUdget I• Broad strategic areas • Macro poliCies

• Sectoral pOliCies

• Institutional poliCies

Regional systems • Specific areas • Programs

• PrOjects

Agncultural research planmng at the natIonal system level should mclude analyses of major
mternatIOnal trends m the market (demand) and m SCIence and technology (supply) The strategIC
research areas m whIch the country has a relatIve advantage can be converted mto a comparative
advantage through the development of human resources There should be a clear relatIOnshIp
between macro and sectoral polICIes

The national mstltute should be responsIble for planmng the broad strategIc areas-to formulate
norms on finanCIal resource dlstnbutIOn, regIOnal pnontIes, trammg, and mfrastructure mvest­
ment For example, If the natIOnal system has IdentIfied orgamc agnculture as a pnonty for exports,
the natIOnal mstltute should Identify the strategIc areas for Implementmg thIS type of agnculture,
such as the bIOlogICal control of pests and plant dIseases

The regIOnal centers should carry out operatIOnal planmng by designmg appropnate programs and
projects An example would be an entomology program With projects for identIfymg and solvmg
specific pest problems

The argument m favor of an mtegrated system
of PM&E goes beyond SImple polItical sup­
port Smce thIS sequence tnes to demonstrate
the need to mtroduce the strategIC approach to
plannmg, the agreement IS that It reqUIres the
formulatIOn ofa "strategIc mtentiOn" (de Souza
1993)

Although plannmg potentIally strengthens the management of
agncultural research mstItutIOns, WIthout the polItlcal-mStItu­
tIonal support of top and mIddle management, the actlVity be­

comes stenle An mtegrated system of planmng, momtonng, and evaluatIOn (PM&E) works as a
kmd of"circulatory system" for strategIC mformatIOn, feedmg the management ofdeCiSiOn makmg
at all levels In the long run, one of the most revealmg mdlcators of the success of PM&E IS the
degree to WhICh top management has supported It Only when top management IS conscIOus and

convmced of the cntlcallmportance of PM&E
can It offer all ItS potentIal to mstItutIOnal sus­
tamabIllty and competition

• future VlsIOn
• confidence of us usefulness
• polltlcal support
• polztlcal declsIOn

"An mtegrated system ofPM&E works as a kmd
of 'clrculatory system' for management

mformatIOn, feedmg declsIOn makmg at all levels "

Components of"strategtc mtentlOn m planmng"

The Polltzcal Dzmenswns
ofPlannzng
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The strategIc mtentlOn is a combmatlOn of the followmg

• VlSlOn of the future for planmng onented by the strategIc approach

• confidence that the strategic approach applIed to plannmg will strengthen management

• polltlcal wlll to transfonn the vIsIon mto realIty

• polltlcal declslOn to put the strategIc approach to plannmg mto practIce

• polltlcal courage to face mevltable nsks

The strategIc approach In plannmg, per se, does not work mIracles It IS necessary for top and
mIddle management to be convmced of ItS potentIal ThIs means that the strategIc approach has
two dImensIOns, an Instrumental and a behavIOral one The mstrumental dimensIOn mcludes
conceptual and methodological elements and mstruments The behavIOral dImensIOn IS essentIal
for bUIldmg the "strategIc mtentIOn" necessary for success
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Exercise 4. Discussing conceptual
framework for planning

(plenary discussion)

1 The tramer facIlItates a dIScussIon on the conceptual framework for plannmg Share your
expenence wIth the group You may want to use handout 1 4 3 to wnte down some
comments

2 GUIdmg queStIons for thIS plenary dIscussIOn are as follows (35 mmutes)

• Have you carned out a strategIC plannIng process m your organIZatIOn? What were
the steps you took? How effectIve were they?

• Have you confronted any constramts m conductmg strategIc plannmg? How dId you
overcome them?

• What would you consIder to be some advantages and dIsadvantages of conductmg
strategIC plannIng m your organIZatIOn?

3 The tramer summanzes the dIScussIon, hIghlIghtmg the Issues raIsed and referrmg to the
fhpchart, and closes the seSSIOn

Strategzc Plannmg 115



StrategIc Planmng

Exercise 4. Worksheet

Da, IISesmm 4IHandout 3
(143)

]]7



Strengths and Weaknesses

• Please lIst what you consIder to be three strengths of day one

1

2

3

• Please lIst what you consIder to be three weaknesses of day one

1

2

3

StrategIc Planmng
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• SuggestIOns for Improvements
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GUidelines to Provide Feedback on the Workshop

1 The Module

Content

• usefulness/relevance

• amount of mformation

Structure

• sequence

• duratIOn
• balance between tramers' and tramees' partIcIpatIon

• mstructions to tramers

• vIsual aIds
• handouts, exerCIses

• extra readmgs

• PAPA
• evaluatIOn

2 Process trammg techmques and dIrectIon

• usefulness/relevance/effectIveness

• group mteractIOn
• clarIty of questIOns/exercIse mstructIOns
• opemng and closure of the days

3 Tramers', facIlItators', and tramees' performance

• presentatIOn/commumcatIOn SkIlls
• mteractIOn/effective partIcIpatIOn
• punctualIty/mterest/commitment/wI1lIngness to faCIlItate learnmg/wIllIngness to par­

tIcIpate

• other attItudes

4 LogIstical support

• orgamzatIOn
• accuracy
• punctuahty
• wIlhngness to aSSIst partICIpants
• servIces proVIded III general
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5 Workshop environment

• physIcal (traInIng faCIlItIes, traInIng matenal, hotel faCIlItIes In general)
• psychologIcal (personal feelIngs such as self-motIvatIOn, Interest, satIsfactIOn, self­

achIevement)
• SOCIal (development of fnendshlp, relaxed, comfortable among partICIpants, etc)

6 Workshop results/outputs

• personal and profeSSIOnal assessment

• recommendatIons

7 General comments
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FIRST STAGE

PAPA - ideas for action items

Date

Workshop title SADCIESAMIIISNAR Workshop on Strategic Planmng

DateNenue

Name

OrgamzatlOn

Ideas I would lIke to try when I return to work at my research mstItute, based on what I have
learned m thIS trammg workshop

Note You can use the workshop ObjectIves what you learn dunng the workshop the handouts conversatIons WIth
partIcIpants and trmners etc to come up WIth Ideas
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Strategic Planning

DAY TWO - Overview

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg
1 Explam the process of strategIc planmng by IIstmg the steps and discussmg then

Importance to the process
2 DISCUSS cntIcalissues m the management of plannmg
3 Explam external, orgamzatIOnal, and gap analysIs
4 Demonstrate an mternal analysIs of an mstitutIOn
5 IdentIfy and categonze the gaps

Handouts

2 5 1 OvervIew of Day Two
2 5 2 TentatIve Schedule of Day Two
253 A GUIde to StrategIc Planmng A Conceptual Model (text)
2 5 4 ExercIse 5 How to Conduct StrategIc Plannmg Studymg a Conceptual Model
2 5 5 ExercIse 5 Worksheet
2 6 I ExerCIse 6 How to Approach Cntical Issues m the Management of Planmng
262 ExerCIse 6 Worksheet
263 Management Issues (text)
27 1 External AnalysIs (text)
272 OrgamzatIOnal AnalysIs (text)
273 Gap AnalySIS (text)
274 ExercIse 7 External, OrgamzatIOnal, and Gap AnalySIS
275 ExercIse 7 Worksheet IdentIfIcatIOn of Trends, Opportumtles, and Threats
2 7 6 ExerCIse 7 Worksheet IdentifIcatIOn of InstItutIOnal Strengths m RelatIon to the

External EnVIronment
277 ExercIse 7 Worksheet IdentIfIcatIOn of InstItutIOnal Weaknesses m RelatIon to the

External EnVIronment
278 ExerCIse 7 Worksheet IdentIfymg, Analyzmg, and Pnonty Settmg for Gaps
2 7 9 Strengths and Weaknesses of Day Two
2 7 10 GUIdelInes to ProVIde Feedback on the Workshop
2 7 11 PAPA-FIrst Stage
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DAY TWO - Tentative Schedule

08 30 - 09 00 Opemng of the Day's ActivIties

09 00 - 10 30 Session 5 Strategic Planmng
(ExercIse 5)

1030 - 1045 Tea/Coffee Break

10 45 - 13 00 SessIOn 6 Management Issues
(ExercIse 6)

13:00 - 14:00 Lunch

14 00 - 15 15 SessIOn 7 External, OrgamzatIonal, and Gap AnalysIs
(PresentatIon and exerCIse 7)

15 15 - 15 30 Tea/Coffee Break

15 30 - 1700 Session 7 (Contmued)

17 00 - 17 30 Feedback on the Day's ActiVIties and PAPA
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DAY TWO - Checklist for Trainers

Handouts Yes No
./ ./

2 5 1 OvervIew of Day Two D D
2 5 2 TentatIve Schedule of Day Two D D
253 A GUIde to StrategIc Plannmg A Conceptual Model (text) D D
2 5 4 ExercIse 5 How to Conduct StrategIc Plannmg Studymg a Conceptual Model D D
2 5 5 ExerCIse 5 Worksheet D D
2 6 1 ExercIse 6 How to Approach Cntical Issues m the Management of Plannmg? D D
2 6 2 ExercIse 6 Worksheet D D
263 Management Issues (text) D D
2 7 1 External AnalysIs (text) D D
2 7 2 Orgamzational AnalysIs (text) D D
2 7 3 Gap AnalysIs (text) D D
2 7 4 ExercIse 7 External, OrgamzatIOnal, and Gap AnalysIs D D
2 7 5 ExerCIse 7 Worksheet IdentIfIcatIOn of Trends, OpportumtIes, and Threats D D
2 7 6 ExercIse 7 Worksheet IdentIfIcatIOn of InstItutIOnal Strengths m RelatIon to

the External EnVIronment D D
277 ExercIse 7 Worksheet IdentIfIcatIon of InstItutIOnal Weaknesses m RelatIOn

to the External EnVIronment D D
278 ExerCIse Worksheet IdentIfymg, Analyzmg, and Pnonty Settmg for Gaps D D
279 Strengths and Weaknesses of Day Two D D
2710 GUIdelmes to ProVIde Feedback on the Workshop D D
2711 PAPA-FIrst Stage D D

Overheads

2 5 1 ObjectIves of Day Two
2 5 2 Schedule of Day Two
2 5 3 ObjectIve of SeSSIon 5
2 5 4 What Is StrategIC Planmng?
2 5 5 StrategIC Plannmg-MaJor CharactenstIcs
256 StrategIC P1anmng Process-Flow Chart
2 5 7 StrategIC Planmng Process-Conceptual Model
2 5 8 StrategIC Plannmg Process-SIx Steps
259 Step 1 DIagnOSIs/AnalysIs
2 5 10 Step 2 EstablIshment of a VIsIon
2 5 11 Step 3 IdentIfIcatIOn of Gaps
2 5 12 Step 4 DefimtIOn of StrategIc Change

Strategic Plannmg

D D
D D
D D
D D
o 0
o 0
o 0
o 0
o 0
o 0
D D
D 0
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Yes No
../ ../

2 5 13 Step 5 Determmatlon of Changes and Mechamsms 0 0
25 14 EffectIveness of a StrategIc Plannmg Process 0 0
261 ObjectIve of SeSSIOn 6 0 0
271 ObjectIves of SessIOn 7 0 0
272 External AnalysIs 0 0
273 ProspectIve AnalysIs 0 0
274 Purposes of External AnalysIs 0 0
275 MethodologIes for External AnalysIs 0 0
276 Relevant External EnVIronment 0 0
277 CntIcal External Factor 0 0
278 Threat 0 0
279 InterdIscIplmary Coordmatmg CommIttee 0 0
2 7 10 Methodology for ProspectIve External AnalysIs 0 0
2 7 11 Summary Steps m External AnalysIs 0 0
2 7 12 OrgamzatIOnal AnalysIs 0 0
2 7 13 Methodology for Orgamzatlonal AnalysIs 0 0
2 7 14 Steps m Orgamzattonal AnalysIs 0 0
27 15 OrgamzatIOnal Inputs 0 0
2 7 16 Analyzmg Orgamzattonal Inputs 0 0
2 7 17 Gap AnalysIs 0 0
2 7 18 DefmItion of Gap AnalysIs 0 0
2 7 19 Gap AnalysIs Should Answer 0 0
2720 Gaps 0 0
2721 Gap IdentIfIcatIOn and AnalysIs 0 0
2 7 22 Format for IdentIfymg, Analyzmg, and Pnonty Settmg 0 0
2 7 23 Process of Generatmg InformatIOn to Formulate a StrategIc Plan 0 0
2 7 24 Sample Result ExercIse 7 IdentIfIcatIon of Trends, OpportumtIes,

and Threats 0 0
2725 Sample Result ExercIse 7 IdentIfIcatIOn of InstItutIOnal Strengths m

RelatIon to the External EnvIronment 0 0
2726 Sample Result ExercIse 7 IdentIfIcatIon of InstItutIOnal Weaknesses m

RelatIon to the External EnvIronment 0 0
2727 Sample Result ExercIse 7 IdentIfymg, Analyzmg, and Pnonty Settmg

for Gaps 0 0

Materials

• Overhead projector 0 0
• Projector screen 0 0
• Fhpchart stands (mmimum 2) 0 0
• Fhpchart paper/pads (about 10 per day) 0 0
• Markers for wntmg on newspnnt 0 0
• Markers for wntmg on transparencIes 0 0
• Blank transparencIes 0 0
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Yes No
./ ./

• Stapler 0 0
• Tape (strong maskmg tape and regular tape) 0 0
• Push pms 0 0
• Glue 0 0
• PencIls/notepads/pens 0 0
• PencIl sharpeners Ll Ll
• ExtensIon cords Ll Ll
• CertIfIcates 0 Ll
• Photocopymg facIlItIes 0 0
• Spare bulbs for overhead projector 0 0
• Extra notepads and pens 0 0
• SCIssors 0 0
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PRE-SESSION

OBJECTIVES

OPENING

SESSION 5

OBJECTIVE

PROCEDURE

EXERCISE 5

Dm 21Semon 5
lmtructum~ to Traznen

Session 5
Strategic Planning

Instructions to Tramers

08 30 - 09 00 Opemng of the Day's ActiVIties

- ReVIew of the prevIOus day's actIvItIes

- Summary of the evaluatIOn of the prevIOus day

- OvervIew of the day's actIvItIes

By the end of thIS pre-sesSIon, the partIcIpants WIll be able
to do the followmg

• Assess the progress of the workshop

• Summanze the objectIves and agenda for the day's ac­
tIVItIes

InVIte a volunteer to reVIew the preVIOUS day's actIVItIes (10
mmutes)

Summanze the evaluatIon of the preVIOUS day (10 mmutes)

DIstnbute the overVIew and the schedule for day two to the
partICIpants (handouts 2 5 I and 2 5 2) ReVIew the objec­
tIves and schedule usmg overheads 2 5 I and 2 5 2 Ask If
clanfIcatIOns are needed (10 mmutes)

09 00 - 10 30 SessIOn 5 StrategIc Planmng

By the end of thIS seSSIOn, the partICIpants WIll be able to do
the followmg

• Explam the process of strategIc plannmg by lIstmg the
steps and dlscussmg theIr Importance to the process

Use overhead 2 5 3 to present the objectIve

Trammg techmque group work

ExerCIse 5 How to conduct strategIc planmng Studymg
a conceptual model (1 hour 25 rrunutes)

DIstnbute handouts 254 and 255 Handout 254
gIves clear mstructIOns for the exerCIse Go over the
mstructIons WIth the partICIpants step by step Ask If
any clarIfIcatIOns are needed (5 mmutes)

Phase I Group work (40 mmutes)

2 DIVIde the partICIpants mto three groups Remember
that all groups WIll read the mtroductory part of the
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InstructlOn~ to Tramers

CLOSURE

138

handout 2 5 3 Groups then read the part of the matenal
assIgned to them (20 mmutes)

3 (experzence) Each group works to prepare theIr presen­
tatIOn As they work, cIrculate from group to group to
check progress ClarIfy any concerns they may have
whIle worklOg Be sure to remlOd them of the tIme
remalOlOg (20 mmutes)

Phase 2 ReportlOg and dISCUSSIOn (40 mmutes)

4 (experzence, process) Each group has fIve mmutes to
present theIr results After all presentatIOns, ten mmutes
are avaIlable to dISCUSS the group's presentatIon Re­
malO on tIme (30 mmutes)

5 (process) At the end of the exerCIse, comment on the
group's responses and provIde feedback on the content
of the presentatIons Remforce the major polOts of thIS
seSSIOn, by presentlOg bnefly the overheads 2 5 4
through 2 5 14 (10 mmutes)

Closure (5 mmutes)

1 (appilcatwn) Ask volunteers to lIst three major thlOgs
they learned from thIS exerCIse

2 Make a transItIon to the next seSSIOn

10 30 - 10 45 Tea/Coffee Break
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Session 5
Summary of Overheads

Objectives of Day Two

1 Explain the process of stnt.gie planning

2 Discuss crtllcallssues In the man_gemlnt of planning

3 Explain external organlzallonal lind gap analysts

4 Oemonstrat. an Internal analysis of In Ins1ltutlon

5 Identify and categorize the gaps
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What Is Strategic Planning?

The proce•• by which the most des"able

future vision Is developed for an organization

254

257

Step 2 Establishment of a VIsion

PUTp06tJ to ehhtv tdu' tutu e nd cr te "'ong
n IIlI of org nlzaUon-wk:le vi_ion

In Jud •
• lei ntlflcatlo of client d th I nelKfs
• De Ioprnent of lUI mand t I b~1v
• ld.ntlflClltlo of future valu
• Form latlo of evl d milo
• kf ntlflattlon/) stifle 110 f fut ch
• All tl n of prlorltl
• Fom 1110 of trtg" f pi Itle
• formulation of produetal rvt

2510

StrategIc Plannmg

Schedule of Day Two

0130 .... 0 • t g fttl Dr( Acttvlt!

•• 00 1030 So 10 5 Str t glePllflnl g

T"'~"'"

10 "5 " .. So 10 I ....MgflM 1 luu.

..-.... 1515 So I 7 Ext aI 0 g.,lutlOMI ndGap' Iy.

......-
15 30 17 .. So 10 1 (Cond d)

17 .. 1730 FHdb.ck tho"" A t1v1d WId PAPA

--
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StrategIc Plannlng-Malor Characteristics

• oriented toward future achievement (long term)

• takes mto account
political socioeconomic and legal circumstances
organization s Itreng1hs weaknesses threats and
opportunities

• directed toward the chents of the organization

255

Strategic Planning Process-SIx Steps

1 Diagnosis/analysis

2 Establishment of a vision

3 Identif,cation of gaps

4 Definition of strategic change

S Determination of changes and mechanisms

6 Implementation

258

Step 3 Identification of Gaps

Pu po t alyze 9 ps that resuhed from compsrlson
between current ,hustlo" and future vlalon

• Must yJeld clesr panorama of dl Cf pa Ie In
m nd te obtectlv v I strateglea prlorhle.a

• S t fo d tl f og lzall n I change

25 11

Objective of Session 5

• Explain the process of strategic planning by
listing the steps and dIscussing their Importance
to the process

253

Strategic Planning Process

-==-++ - ......_- ....~ ... -

256

Step 1 DiagnosIs/AnalysIs

• Formation of an ad hoc committee

• Diagnosis of government pohcles future
technological tendencies and opportunrtl8s

• Analysis of orgamzatlon s current situation

259

Step 4 Definition of Strategic Change

• F mUlatlon of th atr.soy of h ng

• Fo mulatlo f th l:M I ad tructur. and organization

• Defl ltlon f the obJltC11 atr i 01 op r tlo
ot m In functlo I

2512
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DAY TWO

Step 5 Determination of Change. and Mechanisms

• C'" dlilcrlptlon of mKhanlims to perform PMlodle
monhorlng and evaluation of tr t gle plmt

• 0.1Inl11oo of the d Ign location Implament.1lon
and OJ)Iratlon f th pi nnlng unit

2513

140

Session 5
Summary of Overheads

EffectIveness of a Strategic Planning Process

Depends on

upport from top management

• partlclpaUo fr m lIents stak hold ...

• adequate time to d v lop the proce••

2514

StrategIc Plannmg



Da\ 2/Seuwn 5/Handout 1
(251)

Handout - Overview of Day Two

Strategic Planning

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg
I Explam the process of strategIc plannmg by IIstmg the steps and dlscussmg theIr

Importance to the process
2 DISCUSS cntIcalIssues m the management of planmng
3 Explam external, orgamzatlonal, and gap analysIs
4 Demonstrate an mternal analysIs of an mstItutIOn
5 IdentIfy and categonze the gaps

Handouts

251
252
253
254
255
261
262
263
271
272
273
274
275
276

277

278
279
2710
2711

OverVIew of Day Two
TentatIve Schedule of Day Two
A GUIde to StrategIc Plannmg A Conceptual Model (text)
ExerCIse 5 How to Conduct StrategIc Plannmg Studymg a Conceptual Model
ExerCIse 5 Worksheet
ExerCIse 6 How to Approach CntIcal Issues m the Management of Planmng
ExerCIse 6 Worksheet
Management Issues (text)
External AnalysIs (text)
OrgamzatIOnal AnalysIs (text)
Gap AnalysIs (text)
ExerCIse 7 External, OrgamzatIOnal, and Gap AnalysIs
ExerCIse 7 Worksheet IdentIfIcatIOn of Trends, OpportumtIes, and Threats
ExerCIse 7 Worksheet IdentIfIcatIOn of InstItutIOnal Strengths m RelatIOn to the
External EnVIronment
ExerCIse 7 Worksheet IdentIfIcatIon ofInstItutIOnal Weaknesses m RelatIon to the
External EnVIronment
ExerCIse 7 Worksheet IdentIfymg, Analyzmg, and Pnonty Settmg for Gaps
Strengths and Weaknesses of Day Two
GUIdelmes to ProVIde Feedback on the Workshop
PAPA-FIrst Stage
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Handout - Tentative Schedule of Day Two

Strategic Planning

08 30 - 09 00 Openmg of the Day's ActIvItIes

09 00 - 10 30 SessIOn 5 StrategIc Planmng
(ExercIse 5)

10 30 - 10 45 Tea/Coffee Break

10 45 - 13 00 SessIOn 6 Management Issues
(ExerCIse 6)

13:00 - 14:00 Lunch

14 00 - 15 15 SessIOn 7 External, OrgamzatIonal, and Gap AnalysIs
(PresentatIOn and exerCIse 7)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 SessIOn 7 (Contmued)

17 00 - 17 30 Feedback on the Day's ActIvItIes and PAPA
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A GUide to Strategic Planning:
A Conceptual Model1

A conceptual strategIc plannmg model was fIrst developed as a gUIdelIne tool for our trammg
and serVIce support to the Mmlstry of Agnculture and Flshenes' research establIshment m the
RepublIc of Uruguay, WhICh, m 1996, embarked on a major modermzatIOn process ThIS resulted
m the creatIOn of a new decentralIzed, semI-autonomous research entIty, the InstItuto NacIOnal
de InvestIgacion Agropecuana del Uruguay

The present revIsed verSIOn m EnglIsh mcludes the benefIts gamed as a result of the applIcatIOn
of these gUIdelmes m Uruguay and NARS of other countnes

In lIne wIth the concept of technology for development, most managers of developmg country
NARSINAROs are seekmg ways to more effectIvely use and dlstnbute the scarce resources at
theIr dIsposal In thIS way they can contnbute more effIcIently to the agncultural development
of theIr countnes The mcreasmg use of strategIC plannmg as a managenal tool IS helpmg
research mstltutIOns to make better use of these resources It also helps them to better pOSItIon
themselves wlthm the context of theIr country's development plans

What Is Strategic Plannmg?

StrategIC planmng IS the process by WhICh the most deSIrable future VISIOn IS developed for an
orgamzatlon It takes mto account an orgamzatIOn's polItIcal, SOCIOeconomIc, and legal CIrcum­
stances, ItS strengths, weaknesses (restnctIOns), and threats (dIffIcultIes), ItS opportumtles,2 and
the ways m WhICh It can turn a future VISIOn mto realIty It IS an mtellectually partICIpatIve,
valuable exerCIse that can VIsualIze the cham of causes and effects wlthm an mstItutIOn, and
theIr mfluence on the future deCISIOns of ItS management

StrategIC planmng IS

• always onented toward an orgamzatIOn's deSIred future achIevements (long-term)

• developed by takmg mto account an orgamzatIOn' s polItIcal, SOCIOeconomIC, and legal
CIrcumstances, as well as ItS strengths, weaknesses, threats, and opportumtles

• aImed at a goal and how to reach It, the reason for the goal, and the strategy of the actIon
for attammg It, IS clearly expressed m the fact that It determmes actIOn and nothmg else

• dIrected toward the clIent(s) of the orgamzatlon-defmes the best pOSItIon for the
orgamzatlon wlthm the SOCIOeconomIC enVIronment

• a way to ImplICItly contnve vanous elements of dIrectIon and management-m partIcular,
VISIon, mISSIOn, objectIves, structure and orgamzatlOn-and relate them to strategIes

• a means to determIne a comprehenSIve program of necessary changes and adjustments
WIthIn the orgamzatlon, InstItUtIonal admInIstratIon, and management

1 By Carlos Valverde Semor Officer 1997 The Hague The Netherlands ISNAR

2 The analySIS of the strengths weaknesses opportumtles and threats facmg an mstltutlOn are sometImes referred to as the
SWOT analySIS
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• flexIble and dynamIc-a process that mcorporates the expenences gamed, and must be
revIewed when opportune and necessary

The Conceptual Model

To defme the future status of an organIZatIOn compared to Its present state, strategIc plannmg
must start from scratch Through thIS process, the kmd(s) of strategIes needed to change from
the present sItuatIon to the preferred one can be determ10ed

There are many models for strategIc plann1Og, however, all share baSIC steps The conceptual
model, WhICh research 10stitutes can use to develop theIr strategIc plannIng process, IS Illustrated
10 FIgures I and 2 The first fIgure shows SIX essentIal steps to be followed 10 the strategIC
plannmg process 1) dIagnOSIs/analysIs, 2) future VISIon, 3) gap analysIs, 4) defIllltIOn of the
strategIC change, 5) change and mechanIsms to Implement the strategIes, and 6) ImplementatIOn

For purposes of analySIS and the rational development of the conceptual model, the fIrst fIve
steps of the strategIC plann10g process can be broken down still further FIgure 2 depIcts the
same conceptual model as FIgure I, dlsaggregated to faCIlItate the operatIOn of the process Such
a breakdown also allows the reqUIred, mterven10g 10puts to be dIfferentIated 10 the most
analytical form

All the dlsaggregated steps are Important and must be taken mto account for the strategIC
plannIng process to be successful In most 1OstItutIOns, many of these steps and the reqUIred
10puts have already been analyzed, def1Oed, and documented, or are 10 an advanced stage of
preparatIon and development However, It IS stIll necessary to ratIOnalIze and syntheSIze some
of the eXIst10g "loose" mputs

1 DefIne the current situatIon

External and mternal
environment

DiagnosIs and
analySIS

Future VISion>

Changes

Definition &

Gap of mechanisms

analySIS
~

strategic
~ to

change
Implement

the

strategies

2 EstablIsh future VIsion 3 Analyze the current 4 Develop mIssIon 5 Select strategIes
situatIon with the Ideal mandate ob/ectlVes mechanisms tools

future vIsIon

6 DefIne actIons to
carry out the

agreed strategIes

DiagnOSIs analySIS ++ Gap analySIS ++ Strategic changes ++ Strategic ++ Implementation
Future VISion mechanisms

Figure 1 Strategic plannmg process

Throughout the strategIC plannIng process, emphaSIS and attentIOn should be focused on the
future of the 1OstItutIOn In thIS sense, the term "strategy" refers to operational actIvItIes to be
carrIed out accord1Og to a plan, to enable the 1OstItutIOn to achIeve the objectives for WhICh It
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was establIshed However, these activIties can change 10 the future, and may dIffer radIcally
from the ones currently be10g camed out

IntlWnal En IronmMrt I

Future
V1.lon

• mandate
• objective
• minion
• priorities
• products
• "Nice.
• strategy

IMPLEMENTATION

R

ACTIONS

Strategic
change.

j

Strategic
change.

• functional
• operaUonal

• mandate
• mi..lon ~r------I

: :~~~:I Mechanism.
• 5&0 & Inatrumante

• IInka90a ImPla:~nllng
plan

Present
.RuaUon

• mandate
• objective
• minion
• priorities
• products
• .ervlce.
• strategy

V
I

~~
o
n

-

VISIon ++ Gap Analysis ++ Strategy ++ Changes ++
FormulatIon & Mechanisms

I

+
++DiagnosIs and AnalysIs

I Strategic >--:--------1.~ad hoe committee ,,- ~

Figure 2 Strategic plannmg Conceptual model

The follow1Og IS a detaIled descnption of the disaggregated steps of FIgure 2

Step 1 DiagnOSis/analysIs

Formatzon ofan ad hoc commlttee

If no speCIfIc, 1OstItutIOnalIzed umt 10 charge of carry10g out strategIc functIOns eXIsts beSIdes
the orgamzatIOn' s management team, It IS adVIsable to form an ad hoc commIttee The mISSIon
of such a commIttee IS to conduct the strategIc planmng process and act 10 an adVISOry capaCIty
to the orgamzatIon' s deCISIon makers

The compOSItIOn of the ad hoc commIttee should depend on the scale, scope, and CIrcumstances
of the orgamzatIOn It should be appropnately mternalIzed and mstItutIonalIzed to carry out ItS
functIon and actIVIties In a NARO, for example, It could compnse a DIrector General/Manager,
DIrector/ChIef ofPlanmng, DIrector of ResearchlTechmcal DIrector, Expenment Station DIrec­
tors, or Project Leaders, as necessary 3 The commIttee should be assIsted by speCIalIzed staff
from withm or outSIde the orgamzatIon

The commIttee should have one or two days' trammg m strategIC plannmg, the lOgIC of the
conceptual model, and the steps to be followed The commIttee's fIrst task would then be the
productIOn of a document, an "mstitutional strategIc polIcy and actIon" Later, thIS Important

3 In NARS the composItIOn of the ad hoc committee should tnclude the deCISIOn makers of the entIty and the key
stakeholders

Strategic Plannmg 147



Day 21SesslOn 5/Handout 3
(253)

document can be used as a baSIC outlme for developmg the orgamzatIOn's natIonal agrIcultural
research plan The commIttee should then establish a framework of actIVItIeS, as well as a detailed
program for conductmg the process

In some cases, mstead of havmg an ad hoc commIttee, It would be advIsable to mstitutIOnalize
the process as a functIon ofthe planmng umt 4 The aIm IS to ensure dynamIc contmUIty. adequate
momtormg and assessment. and future adjustment, If necessary

Dzagnosls ofgovernment pobcles and future technologlcal tendencles and opportumtles

It IS vItal to recogmze that all research mstItutIOns receIve theIr mandates from then respectIve
governments, and that they are gIven concrete ObjectIves Therefore. an mstItutIOn must develop
ItS policIes and actIon strategIes wIthm the framework of the development plans of Its govern­
ment The legal aspects, pohcles, and strategies must be analyzed carefully to determme the
complementanty of activIties WIth the country's socIOeconOmIC development plan

ThIS fundamental phase of analySIS should clearly defme the degree and level of concordance
between (a) the government's development. agncultural, and transfer of technology polICIes,
and (b) the actIvItIes of the mstitutlon or orgamzatIOn that must carry them out In an mItIal
planmng stage. the analySIS could mdIcate conflIct m some areas between the macro and
orgamzatIOnallevels In such a case, these areas should be IdentIfIed, analyzed further, and later
JustIfIed WIth solId mformatIOn and convmcmg arguments All the prmcipal research bodIes of
a country must be able to demonstrate how theIr aCtIVItIeS can contnbute to the country's
development In thIS respect, they must act as government adVISOry bodIes m areas related to
the agncultural research of the country

However, a country'Sresearch orgamzatIons can no longer be conceIved as eXIstIng solely withm
the boundanes of a NARO or a NARS Rather, they should be perceIved as part of a regIOnal
and global research agenda Therefore, a dIagnosIs of the technologIcal trends and opportumtIes
withm the mternatIOnal SCIentIfIc and technologIcal enVIronment IS partIcularly Important to an
agncultural research mstItutIOn ThIS dIagnOSIS would faCIlItate the proper defImtIOn of the
orgamzatlon' s mandate. mISSIOn. and obJectIves, and ItS future pOSItIOn wIthm natIOnal bounda­
nes or beyond Examples of technologIcal trends could be bIOtechnology, modem commumca­
tIOn technologIes. computer technology breakthroughs. or new experImental and technologIcal
developments and then deSIgn

Also of partIcular Importance IS the recogmtIOn and knowledge of the actIVItIes of other
agncultural mstItutions. such as umverSItIes, NGOs. and the pnvate sector The work of
mternatlonal centers (e g CGIARS. IARCS), foreIgn umversIties. and other natIOnal systems
should also not be overlooked AttentIon should be paId to a number of Issues. mcludmg areas
of mutual mterest. the degree of development of the other mstitutIOns, whether they are
competItIve or complementary m an open market enVIronment. whIch types of relatIOnshIps and
linkages should be promoted m the future and to what degree, and how mter-mstItutIOnal
mteractIons and foreseen strategIC allIances should be carned out

OrgamzatIOns should IdentIfy-from a technologIcal viewpomt-mternal or external sources
of knowledge WhICh relate to the enVIronment m whIch the orgamzatIon's changes WIll develop

4 See handout 5 14 1 InstItutIOnalizatIon of StrategIc Plannmg SessIOn 14
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The relevance of such knowledge sources to the mstitutIon's future activIties should then be
determmed

An adequate dIagnosIs of the sCIentIfIc technologIcal envIronment IS VItal for decIdmg the scale
and scope of the research actiVItIes to be carned out 5 It IS Important to note whether the research
should be basIc, strategIc, applIed, or adaptIve Also essential IS decldmg how to systemIze and
complement efforts m the agncultural technologIcal development of the country

Analysls ofthe orgamzatwn 's current sltuatwn -ltS mandate, obJeC!lves, mlsswn, etc - and the
values that gwde It

The mam ObjectIve of thIS phase of Step I IS to carry out a reVIew and analysIs of the
organiZatIOn's mandate, ObjectIves, mIsSIon, strategIes, strengths, weaknesses, and threats from
a strategIc pomt of VIew 6 The purpose of generatmg thIS mformatIOn IS twofold (1) to gather
mformatIOn and data on the weaknesses, strengths, threats, and opportunities of the organiZatIOn
(thIS wIll serve as a startmg pomt for developmg and Implementmg the future strategy), and (2)
to deSIgn and plan the organiZatIOn's future mandate, mISSIOn, and strategy wlthm the boundanes
establIshed by the future VISIon

It IS to be hoped that the status of the organiZatIon's current gUIdmg values IS already known If
not, a reVIew of the organizatIOnal values should be conducted at thIS tIme It IS essentIal to
determme the current values before decIdmg to keep, adjust, or change the mstItutIonal mISSIon
for the future

The dIagnosIs and IdentIfIcation of the mstitutIOnal values, WhICh are embedded WIthIn the
InstItution's culture, reqUIres determmmg the personal values of the staff Issues of trust, respect,
dIgnity, commItment, Integnty, accountabIlIty, etc are extremely Important because they play
a pIvotal role In managenal deCISIOns and the attaInment of the mandate and ObjectIves of any
organiZatIOn

To study personal values, the use of questIOnnaireS, surveys, and mtervlews IS reqUIred
Expenence has shown that the partICIpatIOn of a consultant or other external, speCialIzed expert
could be valuable m thIS phase

Step 2- Establishment of a vIsion by detallmg an Ideal future

The purpose of thIS step IS fundamental to the whole process and ItS results The mam ObjectIve
IS to achIeve an Ideal future and create a strong sense of VISIon for the organization 7 The mam
role of the VISIon IS to develop a dream to WhICh all the researchers, hIgher echelons, and
supportmg employees can subscnbe and dIrect theIr efforts The Idea IS to challenge the brams,
expertIse, and creatIvIty of the staff so that the organiZatIon can excel through ItS end products

5 Scale IS defined as the institutIOnalized research capacity of a national system It IS a combinatIOn of a system shuman
and financial resources ItS knowledge base and ItS Infrastructure Scope refers to the research agenda of a system
Includmg the set of research tOPiCS and objectives to which the national institutions are committed Scope has two
dimenSIOns-the range of research programs meamng the commoditieS tOpiCS etc covered and the level of research
meamng whether It IS strategic applied adaptive or baSIC Matchmg the scope of research With the scale of available
resources IS a key strategic management challenge

6 Self reviews and evaluatIOns or institutional reviews and evaluatIOns conducted by NARS or ISNAR serve thiS purpose
very well They are fundamental valuable Inputs to the strategic process

7 A VISIOn IS a statement that portrays the future deSired attnbutes for an organizatIOn It differs from a miSSIOn which
proVides a concise gUide to deCISIon makmg In management
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and serVIces 8

The estabhshment of a VISIOn reqUIres that the organIZatIon's management and ad hoc commIttee
have a strong knowledge of major envIronmental trends and chents' future technologIcal needs
A VISIon of future SCIentIfIc and technologIcal breakthroughs, and the respondmg mstitutIOnal
dIrectIon and cntena, IS extremely Important

Some questIons that could be asked when defmmg the Ideal future are

• What WIll the organIZatIOn be hke m fIve, ten, or fIfteen years' time?

• Who WIll be the mam chents and what WIll be theIr needs?

• How WIll the organIZatIOn fIt wlthm global thmkmg?

• What WIll the lmkages be WIth the outSIde world?

• What WIll the orgamzatIOn's values be?

• What type of staff WIll It have, and what WIll theIr quahficatIOns be?

• How WIll the organIZatIOn be perceIved by Its staff? By the research communIty? By Its
chents?

Many other questIOns could be asked, dependmg on the nature, scale, and scope of the research
of the Ideal future organIZatIon

IdentificatlOn ofthe cllents and thelr needs

BaSIcally, the mstltutlon's mandate and objectives should Imply who ItS chents are However,
m strategIc plannmg, pnonty chents should be precIsely IdentIfIed Those who benefIt most
from the products and serVIces generated by the research organIZatIOn should be clanfled (e g ,
the producer, the extensIOn serVIce, the countnes, etc, who benefIt from the ennchment of the
mstitutIOn's sCIentIfIC knowledge) When referrmg to the agncultural producer as a dIrect chent,
It IS necessary to determme whlch type of producer IS bemg referred to agncultural, lIvestock,
flshenes, forestry, a speCIfIc producer, or all producers It IS paramount to defme whether the
ImmedIate chent IS a large, medIUm, or small producer It IS also necessary to be conSIstent WIth
the nature of theIr organIZatIOn, whether It be mdlvldual, aSSOCIated, cooperatIve, or any other
aSSOCIated form

Each chent has dIfferent needs The mstitutIOn must IdentIfy these needs to determme how they
should be met through ItS research products and actIvItIes The knowledge and IdentIfIcatIon of
the chent IS pnmordlal when defmmg the enVIronment m whIch the mstItutIon WIll work The
need often anses to analyze the degree of responSIbIlIty assumed by the mstitutIOn 10 terms of
ItS chents, not only 10 relatIOn to the food produced for domestIc consumptIon, but also to
agncultural products for export

In terms of strategIC plannmg, It IS Important for the ad hoc commIttee to mteract constantly WIth
the mstitutIOn's chents In practIce, thIS exerCIse IS convenIent and necessary to analyze the
mstltutIOn's technIcal and economIcal capaCIty to produce the technologIes that satIsfy the
chents' needs and demands

8 In some situatIons It IS to the advantage of the process to beglll WIth the VISIOn ofthe deSIred future to ensure the relevance
of the analySIS of the current SItuatIOn
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Development of the organIzatIOn's future mandate and obJectlves

An organIZatIOn's mandate proVIdes a focal pomt for the entIre plannmg process It IS really the
"specIfIcatIOn" ofthe assIgnments, power, and delegatIOn granted to an organIzatIOn-the raison
d'etre It IS what the organIZatIOn IS reqUIred to do wIth the authonzatIOn to act A preCIse
defmItIon of the mandate IS extremely Important to determme the ObjectIves, polICIeS, strategIes,
and plans to be followed

When defmmg the mandate, aVOId an overly narrow mterpretatIOn of the organIzatIOn's malO
thrust The focus should be on provIdmg adequate technologIes and serVIces to satIsfy the clIents'
needs

The process should begm wIth an analytIcal exammatIOn of the desIred future mandate and
objectIves of the organIzatIOn For example, It IS Important to defme whether the mstItutIon wIll
focus only on research, or research and extensIOn, or research and development WIll It only
cover crops, or crops and lIvestock, or crops, lIvestock, and forestry? WIll It mclude research on
natural resources? WhICh types of crops, anImals, etc?

DecentralIzed and autonomous mstItutes work under a legal admInIstratIve framework, WhICh
the ad hoc commIttee must use as a baSIS for exammmg the mandate and ObjectIves The
ImplIcatIOns of modIfIcatIons must be taken mto account The polItIcal, economIC, SOCIal, and
legal parameters and strengths wIthm WhICh an organIZatIon has to fulfIll ItS mandate should be
clanfled What would be the relevance of the mandate? What would be the advantage or
dIsadvantage of modIfymg the mandate and ObjectIves? What would be the costs, as opposed
to the benefIts, that could be achIeved by the change?

IdentificatIOn of the organIzatIOn's future values

These are the values that WIll gUIde and shape the organizatIOnal culture In thIS phase, the baSIS
IS establIshed for the mstItutIon's mandate and mISSIon

InstItutIOnal values are often related to the organIZatIOn's Image, both mSIde and outsIde ItS
envIronment Future gUIdmg values must be explIcIt Examples could be

• focus on the producer as the center of the research process

• SCIentIfIc, technologIcal, and serVice excellence

• mstItutIonal mtegnty

• a sense of collaboratIOn WIth other organIzatIons

The identIfIed values must frame the tasks of the orgamzatIOn It is recommended that the central
values be establIshed first, so that they may serve as a framework for the secondary values
Ensunng that there IS no conflIct between the overall values of the orgamzatlon and those at the
level of any of ItS components or actIvItIes IS fundamental

OrganIzatIOnal values should also reflect staff values Any exceptIOn must be clearly explIcIt
BeSIdes beIng part of the InstItutIOn's mISSIon, the values must also serve to defIne or shape the
overall polICIes and actIon strategIes of the orgamzatIOn

FormulatlOn of the organIzatlOn's revised mlSSlOn

All the preVIOUS actIVItIes must be taken mto account when formulatmg an mstItutIOn's new or
future mISSIOn 9 ThiS WIll constItute an important baselIne and gUIde for the future of the entIre
orgamzatlon It must accurately capture the orgamzatIOn' s mandate, objectives, values, prmcIpal
elements of Its polIcy (malO clIents), and strategy
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In the case of a research organIzatIOn that already has a law IndIcatIng Its mandate and ObjectIves
the key elements of the values, pohcy, and strategy that wIll constItute Its future essence should
be summanzed In a few words

The management of an InstItutIOn must ensure that Its members and clIents reach a consensus
on the mISSIon It IS therefore Important, that In defInIng the components of the mISSIon, there
IS maXImum partIcIpatIOn by the members of the entIre organIzatIOn and agncultural research
system, and theIr stakeholders

IdentificatLOn and justificatLOn ofmajorfuture areas of research

AccordIng to ItS VISIon, mandate, and mISSIon, an organIzatIOn's major strategIc areas of research
should be IdentIfIed and JuStIfIed To faCIlItate thIS phase of Step 2, the level of dIsaggregatIOn
to be mtroduced wlthm the research activities should be defmed (programmatIc VIew of the
research plan programs, projects, actIVItIes) Should the activItIes be grouped by crops,
agroforestry, diSCIplInes, systems, a combmatlon of these, or other categones? Should they be
local, natIOnal, regIOnal, or mternatIonal?

This breakdown IS very Important and useful for further steps m the organIzatIOn's plannmg and
budgetmg process It proVIdes the organIZatIOn WIth the necessary fleXIbIlIty to defme specIfIC
strategIes that can be adjusted to each case For example, a natIOnal program dIrected, admInIS­
tered, and managed accordIng to crops could be SImIlar to that of a natIOnal program organIzed
by dIsCIplIne, or the organIZatIon could be a cOmbInatIOn of both The defInItIon of a matnx that
specIfIes the programmatIc dIsaggregatIOn UnIts of the maIn research actIVItIes IS VItal at thIS
stage It further faCIlItates the tactIcal and operatIOnal levels of plannIng

The deCISIOn makmg regardmg the programmatIc dIsaggregatIon of the major areas of research
should not be based upon the nature of the eXIstIng, current structural organIZatIOns and UnIts
ThIS IS extremely Important, SInce the aIm IS to detect and make the necessary adjustments or
changes to the structure and organIZatIon as deemed necessary The organIZatIOn should be
adjusted to operate accordIng to the nature (scale and scope) of ItS maIn actIVItIes LIkeWIse, the
pnontIzatIon and nature of the research should not be adjusted accordmg to the structure and
organIZatIOn currently m place

Agam, m thIS step, the mam lInes of research and theIr objectIves10 should be categonzed WIthIn
larger groups of actIVItIes, always bearIng m mmd the mstItutIOn's external enVIronment The
category of the clIents, theIr technologIcal needs, the eXIstmg faCIlItIes, and the products and
serVIces to be offered through the planned research actIVItIes should all be taken mto account
The outputs should be defmed In detaIl, and the manner m WhICh the mstltutIon WIll produce
and delIver them to ItS clIents should be determmed

AllocatLOn ofprLOrztles

The pnonty ofeach product and lme of research IS mdlcated by ItS relatIve order of Importance 11
And, WIthIn each product or lIne of research, pnonty must also be gIven to the actIvItIes to be

9 For our purposes the mISSIOn IS defined as the statement of the pnnclple or group ofpnnclples upon whIch the mstltutlOn
bases Its polICIes and actlOns The values objectives polICIes and strategIes that frame the mternal and external actIvIties
of the mstltutlOn constItute the maIO body of any mstltutlOnal mIssIon A mlSSlOn statement IS short clear and concIse
It contams the baSIC purpose or phIlosophy of the orgamzatlOn It IS sometimes called the doctnne of the orgamzatlOn

to An obJectlve IS a statement descnbmg the mtended results and outputs of a partIcular Ime of research

II There IS a plethora of econometnc methods to set research pnontles rangmg from SImple ones such as the use of sconng
methods to the most sophIstIcated economIc surplus methods and mathematical programmmg models (Alton Norton
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camed out accordmg to the research options for resolvmg a specIfIc problem PnontlZlng IS
therefore camed out at two levels The mam ObjectIve of all pnonty-settmg exerCIses IS to place
at the dIsposal of management-and for planmng m general (especially strategIc and tactIcal
plannmg)-the techmcal arguments and ratIOnale needed to defme and categonze the products,
areas, and hnes of research to be camed out by the mstitute as an mtegral part of ItS mandate
and mISSIon The exercIse of settmg pnontIes also determmes the level of fmanclal and huma
resources to be allocated and assIgned

Withm each hne of research, the most pertment tOpICS related to the respective clemts' problems
must be explIcItly defmed Based on thIS, the correct alternatIve must be chosen m order to
develop the technology best sUIted to the chents' SOCIoeconomIC condItIOns The actIve partIcI­
patIon of the researchers m the deflmtIOn of the sCIentifIC approaches and technologIcal
alternatives, m terms of time and cost, IS fundamental m thIS process

Formulatwn ofstrategles for different prwrzty Imes ofresearch

For each pnonty hne of research, pohcles12 and strategIes13 for achIevmg theIr objectives must
be IdentifIed and outlmed In estabhshmg strategIes for an Ideal future, It IS a good practIce to
contemplate as many strategIc alternatIves as pOSSIble, seekmg optIOns, not objectives A range
of aVailable strategIes wlthm the research orgamzation or elsewhere should be conSIdered They
should then be fIltered accordmgly

TactIcal orgamzatIOnal questIons WhICh wIll anse through the IdentifIcatIOn of sUItable polIcIes
and strategIes mIght mclude the followmg

• WIll the research admmlstratlon and management activIties be centrahzed or decen­
trahzed at the mstltutIOnallevel?

• WIll the research be basIc, adaptIve, apphed, strategIc or all of these?
• WIll the research agenda be the entire responsIbIhty of the mstItute or wIll It be

camed out wIth the partIcIpatIon of another mstltutlon?

• What w111 be the level and degree of collaboration or cooperatIOn? WIth whom?
• WIll the program be local, regIOnal, natIOnal, or mternatIOnal?

Formulatwn of the types ofproducts and servlces to be provlded

In thIS phase of Step 2, the orgamzatIOn should estabhsh a more detailed deflmtIon and
presentation of the technologIcal products and servIces resultmg from the determmed research
actIvIties How the mstItutIOn wIll produce, supply, and dehver these outputs to ItS chents must
also be determmed

It IS Important to mentIOn that the technology and serVIces to be supphed through the dIfferent
programs and projects must fIt the tIme lapse apphcable to the strategIc plannmg m questIon

and Parody 1995)

12 A polzcV IS a formal general gUide to deCISIOn makmg and behavIOr mtended to stimulate and support actIOns geared
toward an objective A pohcy IS not per se an actIOn but rather a guldehne that emphaSizes the mternal environment of
the organizatIOn

13 A strateg) IS a logIcal deCISIOn to take an appropnate course of actIOn estabhshmg key pnontJes to achieve an agreed
objective Strategtes are speCific-they express tasks and focus on few objectives
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Step 3 IdentIfIcatIon of the gaps between desIred future actIons versus cur­
rently eXIsting ones

The purpose of the gap analysIs 14 step IS to analyze the gaps that have resulted from the
companson between the current actIOn strategy and the one desIgned for the future VISIon The
comparatIve analysIs must yield a concrete, clear panorama of any discrepancies, m terms of the
mandate, obJectIves, values, strategies, and program pnontles, as well as the degree of change
reqUIred to move the orgamzatIOn m a determmed dIrectIOn It sets the foundatIOn for the
orgamzatIOnal changes that wIll take place withm what orgamzatIOnal management strategists
call "the process of mstltutlonal change"

Step 4 DefinItIon of the strategIc change

FormulatlOn ofthe strategy ofchange from the present to the future

Strategy statements should be clear, aVOIdmg ambIgUItIes and vagueness The exerCIse m thIS
step creates a specIal chemIstry all the elements of the prevIous steps should be combmed at an
operatIOnal strategy level The alternatIves, by means of whIch the mstitUtlonal changes are
mtroduced, should be clearly expressed One of a manager's ImphcIt tasks IS to Implement
change ThIS entaIls developmg a specIfIc strategy to overcome resIstance and to choose the
appropnate methods of domg so

The development and preparatIOn of a new strategIC plan should mclude the management of
change, not only wIth regard to mstItutIOnal management and admmistration aspects but, also,
other strategIC operatIOnal changes For example, these could mclude the followmg

• structure and orgamzatIOn (governance, adjustments, modIfIcatIOns, changes)

• values and mstItutIOnal culture

• leadershIp and style of management and operatIOn

• plannmg mechamsms

• scale and scope of the research program

• transfer of technology mechamsms and management

• management and plannmg of human resources

• fmancIaI management

• mformatIOn and commumcatIOn

• facIlItIes

• Imks wIth the envIronment

The above are not all the areas to be consIdered, but they are the most Important Often dunng
the process, other areas may be IdentIfied, accordmg to the level of change

In approachmg an orgamzatIOnal change SituatIOn, managers exphcItly or Imphcltly make
strategIC chOIces regardmg the speed of the effort, the amount of preplannmg, the mvolvement
of others, and the relatIve emphaSIS they WIll gIve to dIfferent approaches Successful change
efforts seem to be those m whIch these chOIces are both mternally conSIstent and fIt some key
SItuatIOnal vanabIes (Kotter and Schlesmger 1979)

14 A gap analysIs consIsts of IdentifyIng mIssIng lInks to define the actions needed to enhance InstItutIOnal sustaInablhty In
the medIUm to long tenn
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The determmatlOn of the best alternatIve for actIon presupposes the mcluslOn of the fmancial
factor WIthm the analysIs ThIS aspect plays a CrItIcal role, WIth regard to the most cost-effectIve
alternatIve and the feasIbIlIty of any future changes

FormulatLOn of the deSIred structure and organzzatLOn, and definmon of the obJectIves, strate­
gIes, and operatlOn of the mam functlOnal areas of the organzzatLOn

ThIS phase of Step 4 deals WIth defmmg strategIes that correspond to the functIOnal and support
areas of the organIzatIOn Some functIOnal areas wlthm research organIzatIOns need careful
analySIS because of theIr characterIstIcs and speCIfIcatIons (see "AnalysIs of the organIzatIOn's
current SItuatIOn") The analySIS serves to clearly defme the role of the functIOn wlthm the
organIzatIOn, and the lInkages, mechanIsms, and strategIes reqUIred to fulfIll ItS commItments
The functIonal areas referred to could mclude

• dlrectlOn/management/admmlstratlOn

• human resources

• fmanclal resources

• plannmg

• mOnItormg and evaluatIOn

• lInkages

• mformatlOn and commUnIcatIOn

• support servIces, I e purchasmg, budget, supplIes, mamtenance, computer serVIces, etc

These key areas have a SIgnIfIcant mfluence on the products and servIces generated, adapted, or
applIed by the research organIzatIOn, whether quantItatIvely or qualItatIvely

The speCIfIC strategIes of the functIOnal and operatIOnal areas also reflect many of the changes
that WIll have to be mtroduced m the organIzatIOnal structure of the mstltute In addItIon, they
reflect the defmltIon of the consequences, m terms of the human and fmanclal resources needed,
for theIr future ImplementatIon

Step 5 Determmatlon of the changes and mechamsms necessary to Imple­
ment the strategies

As preVIously mentIoned, strategIc plannmg IS a fleXIble, dynamIc, contmuous process that must
be constantly sustamed by the experIences gamed by the mstItutIon PerIodIC mOnItorIng and
evaluatIOn of the strategIc plan, therefore, WIll always be a constant preoccupatIOn m the
comprehenSIve plannmg of the organIzatIOn (plannmg affects all downstream management
functIOns) The strategIc plan should mclude a clear deSCrIptIon of the mechanIsms to be used
to document the expenences, and how they should be used to defme and Implement any
correctIOns

The deSIgn, locatIOn, Implementation, and operatIOn of the plannmg UnIt-whether It IS a
separate entity or a subsystem of the organIZatIOn-must be defmed as part of the mstItutIOnal
structure and organIzatIOnal changes The plannmg UnIt must contnbute to the defInItIOn of
mOnItonng and evaluatIOn of the deVIsed strategIc plan, WhICh should be sharply defmed by
both the results deSIred by all levels of the organIzatIOn, as well as the executIOn of the
mstItutlOn's plan, programs, and research projects

StrategIc Plannmg 155



Day 21SefslOn 5/Handout 3
(253)

General Comments

When conductmg strategIc planmng exerCIses, some Important tIpS should be followed to ensure
that the process and Its products are of real sIgmfIcance and value to the research orgamzatIOn

• The whole exerCIse must be properly supported-from the begmnmg-by the hIghest
echelons of the research orgamzatIOn In cases where the research setup depends upon a
hIgher echelon, such as the MImstry of Agnculture or other sector, the strategIc plannmg
exerCIse must have the polItIcal support of the MImster of Agnculture or other sectoral
mmIster

• AVOId a sItuatIOn where the top offICIal of the orgamzatIOn dommates the process and the
declSlon makmg

• Dunng the strategIC plannmg process, aVOId any kmd of rumor or gOSSIp, whIch can be
destructIve The best remedy IS to estabhsh and agree on a commumcatIOn strategy, WhICh
would baSIcally be a plan to commumcate the results of the ongomg actIvItIes as qUIckly
as possIble It should be remembered that strategIC plannmg activIties should mvolve the
mteractlon and partICIpatIon of all affected by theIr results

• Allow adequate time for the process to fully develop the pohcles and strategIes reqUIred
for a comprehensIve strategy document Bear 10 mmd that the effort WIll dnve the
orgamzatIOn for anythmg between fIve, ten, or fIfteen years

• Do not Ignore reasonable contrIbutIOns from the staff, management, clIents, or other
stakeholders of the orgamzatIOn, nor their aspIratIOns
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Exercise 5. How to conduct strategic planning:
Studying a conceptual model

(role playing)

Phase 1 Group work (35 mmutes)

1 Form three groups All groups read the mtroductory part of handout 2 5 3, "A GUIde to
StrategIc Planmng "

2 Each group reads a sectIOn from handout 2 53 (25 mmutes), as follows

GROUP A "What Is StrategIc Planmng?" and "The Conceptual Model" and Step 1
(from page 145 to page 149)

GROUP B Step 2 (from page 149 to page 153)

GROUP C Step 3,4,5, and "General Comments" (from page 153 to page 155)

3 Each group selects one or more members who WIll play the role of a tramer and gIve a
presentatIOn on the sectIons read All group members partIcIpate m the preparatIon of the
presentatIOn Be conCIse Be sure to consIder the followmg elements durmg preparatIon

• presentatIOn deSign (mtroductIon, body, conclusIons)

• presentation delIvery (keep on tIme, make eye contact, face the audIence, make
sure your VOIce IS audIble)

• deSign of visuals (vIsuals should be easy to read by the audIence and should have
tItles)

• use of visuals (presenter talks to the audIence whIle proceedmg smoothly from one
vIsual to next)

Phase 2 Reportmg and diSCUSSIOn (40 mmutes)

4 Each group has fIve mmutes to gIve theIr presentation After all presentatIOns, ten mmutes
are avaIlable to dISCUSS the results (30 mmutes)

5 The tramer WIll then provIde feedback on the content of the presentatIons and the process
of thIS exerCIse He/she closes the seSSIOn by makmg a bnef presentation emphasIzmg the
major elements of thIS seSSIOn (10 mmutes)
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DAY TWO

SESSION 6

OBJECTIVES

PROCEDURE

EXERCISE 6

Da\ 21Semon 6
InnructlOm to Tramen

Session 6
Management Issues

InstructIOns to Tramers

1045 -1300 Session 6 Management Issues

By the end of thIS sessIOn, the partIcIpants WIll be able to do
the followmg

• DISCUSS cnticalissues m the management of plannmg

Use overhead 2 6 1 to present the ObjectIve

Trammg techmque "tnp around the tables"

ExerCise 6 How to approach critIcal Issues m the man­
agement of planmng (2 hours 10 mmutes)

NOTE Do not distrIbute handout 2 6 3 untIl the exercise
has been entIrely completed by the partIcipants Hand­
out 2 6 3 provides possible answers to the questIons of
thiS exercise It alms to reinforce learnmg

1 DIstnbute handouts 2 6 1 and 2 6 2 Handout 2 6 1
gIves clear mstructIOns for the exerCIse Go over the
mstructIOns wIth the partIcIpants step by step Ask If
any clarIfIcatIOns are needed EmphasIze and remmd
the partIcIpants about the tIme (10 mmutes)

Phase 1 Group work (25 mmutes)

2 DIVIde the partICIpants mto four groups and ask each
group to elect a rapporteur (5 mmutes)

3 (expenence, process) Groups dISCUSS the set of ques­
tIOns aSSIgned to theIr group (20 mmutes)

4 (expenence) As the groups work, CIrculate from group
to group to check progress Also clanfy any concerns
they may have whIle workmg Be sure to keep the
groups aware of the tIme remammg for thIS exerCIse

Phase 2 "Tnp around the tables" (40 mmutes)

5 The rapporteurs make the "tnp around the tables:'
spendmg fIve mmutes at each table (15 mmutes)

6 After vlsltmg the three other tables, the rapporteurs
return to theIr own group and share the contnbutIOns
collected dUrIng the "trIP" The groups reVIse theIr
statements based on the mput the rapporteurs report and
a group deCISIon IS held (15 mmutes)
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7 The rapporteurs wnte the results on a flIpchart for
presentatIOn (10 nunutes)

Phase 3 Reportmg and dIScuSSIon (55 mmutes)

8 The raporteurs present theIr group's results to the audI­
ence Each rapporteur has about fIve mmutes to present
FaCIlItate a bnef dISCUSSIOn (25 mmutes)

9 (process) DIstnbute handout 263 InVIte volunteers to
read the questIOns and answers one by one Bnefly
dISCUSS sinulantIes and dIfferences between the text
responses and the groups' results Remforce lessons
learned from thIS exerCIse

10 (process, generabze) At the end of thIS exercIse, pro­
vIde feedback on the content of the presentatIOns Ask
questIOns such as "How dId you feel domg thIS exer­
CIse?" and "What dId you learn?" to allow dISCUSSIon
of the process

Closure (5 mmutes)

(applzcatLOn) Ask the partICIpants "What mIght you do
dIfferently as a result of what you have learned?"

2 Make a transItIOn to the next seSSIon

13 00 - 14 00 Lunch
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Exercise 6. How to approach critical Issues in the
management of planning

("trip around the tables" technique)

Phase 1 Group work (25 mmutes)

1 Form four groups of partIcIpants, each group electmg a rapporteur

2 Each group works on the set of questions assIgned to them as follows (20 mmutes)

GROUP A

GROUPB

GROUPC

GROUPD

Stakeholder focus "StrategIc planmng encourages agency management
to seek out and respond to stakeholders' needs, and reheves It of a
tradItIonal presumptIOn wIth regulatIon and control"

• How can an agency begm to fmd out what ItS stakeholders want?

• How far should an agency commIt Itself, resource-WIse, to obtam-
mg thIs mformatIon?

Cultural consIderations "ConsIderable change m attItudes and work
processes among agency staff at all levels WIll be reqUIred If the govern­
ment IS to estabhsh clearer hnes of accountabIhty withm agencIes"

• Is It reasonable to expect resIstance at all levels of the orgamzatIOn
to changes IdentIfIed m strategIc plannmg?

• Power bases may be threatened How can one secure the coopera-
tIon of those whose Jobs may be at stake?

• Can orgamzations change wIthout trauma and dIsaster?

Commumcation "A strategIc plannmg process should open up new
channels of communIcatIon"

• What role does strategIc plannmg play m Improvmg an agency's
mternal commUnIcatIons?

• Is personal commumcatIon affected?

InformatIOn systems "In developmg strategIc plannmg an agency may
need to SImultaneously develop new mformatlon systems"

Strategic Plannmg

•

•

How can an orgamzatIon cope If ItS present mformatlOn systems are
madequate or non-exIstent?

How can an agency evaluate ItS mformatlOn needs and determme
pnontIes?

/65



Day 2/SesslOn 6/Handout I
(261)

3 The rapporteurs compIle the groups' mputs on the worksheet (handout 2 6 2)

Phase 2 Trip around the tables (40 mmutes)

4 The rapporteurs begm theIr "trIp around the tables" They have fIve mmutes to VISIt each
table They present theIr group's mputs and collect contrIbutIOns to Improve theIr lIst of
responses (15 mmutes)

5 After vlsltmg the three other tables, the rapporteurs return to theIr own group to share the
contrIbutIOns collected dUrIng the "tnp" and deCIde on the best answers (15 mmutes)

6 The rapporterus WrIte the results on the fhpchart and prepare to present theIr group's
results (10 mmutes)

Phase 3 Reportmg and discussion (55 mmutes)

7 The rapporteurs present the results to the audIence FIve mmutes are aVailable for each
presentatIOn

8 The trainer analyzes the responses, after whIch you wIll be mVIted to partIcIpate m a
dISCUSSIOn

9 The tramer proVIdes feedback on the content of the presentatIOns and closes the seSSIOn
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Management Issues1

Note Do not distribute this handout until the exercise has been
completed by the participants

In the management of plannmg, there are cntIcalIssues and questIons whIch all agencIes face
Although these gUIdelmes do not attempt to offer a smgle prescnptlon for strategIc plannIng,
they do examme the most likely concerns and offer some resolutIon to them These concerns
are covered under the followmg headmgs

• stakeholder focus

• cultural consIderatIons

• commUnICatIon

• mformatIon systems

Stakeholder Focus

StrategIc plannmg encourages an organIZatIon's management to seek out and respond to
stakeholder needs, and relieves It of a tradItIonal preoccupatIOn wIth regulatIon and control

How can an agency begm to find out what Its stakeholders want?

There are a vanety of ways to fmd out stakeholders needs These mclude

• the use of one's staff to go out and meet wIth the agency's external stakeholders m a
selectIve, but perhaps mformal way

• the use of surveys, such as market research, consumer attItude surveys, perceptIOns of
quality of servIce, and so on

• the use of consultatIve processes, such as reVIews WIth mterest groups and calling for
submIssIons

• the use of consultants to conduct mterviews and research

Of partIcular mterest to an agency should be ItS prmcIple stakeholders m the commumty ItS
clients Quality client mformation IS a cntIcal component of strategIc plannIng

In desIgnmg consultatIOn processes, however, It IS Important to consIder that stakeholder
expectatIons may be raIsed as a result A new level of demand, for serVIces WhIch the agency
cannot meet, may be established The consultatIon process reqUIres careful management If such
problems are to be aVOIded

How far should an agency commIt Itself, resource-WIse, to obtammg thIS mformatlOn?

Extracted and adapted from State of VIctona Department of Management and Budget Program Development and ReVIew
DIVISIOn 1986 Corporate plannmg m Vlctonan government Concepts and techmques Austraha State of Vlctona
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An agency should commIt a sIgmfIcant amount of Its planmng resources to thIS part of the
plannmg effort But, ultImately It depends on the agency and the "busmess" It l~ m It may be
useful to set some percentage of the orgamzatIOn's plannmg dollars for thIS task

Cultural Considerations

ConsIderable change m attItudes and work processes among agency staff at all levels wIll be
reqUIred If the government IS to establIsh clearer hnes of accountabIlIty wIthm agencIes

Is It reasonable to expect resistance at all levels of the orgamzatIon to changes Identified
lD strategic planmng?

It may be that such resIstance can be lessened If the planmng and change process IS well managed
The agency may ask Itself the followmg questIOns

• Is there a real need for the plannmg effort, and has thIS need been IdentIfIed, recognIzed,
and agreed to by staff?

• Have people's dIffIcultIes wIth the plannIng process been dealt wIth? For example

- Have they been "burned" before by change?

- Is strategIc plannmg perhaps seen as yet another "fad?"

- Are there genume dIffIcultIes WhICh have not been resolved, for example, how valId
IS It for an agency to develop ObjectIves?

• Have the benefIts of strategIc plannmg been demonstrated effectIvely? Has the effort
toward thIS reflected management conVIctIon and commItment to the process and to
change?

WhIle consultatIOn processes, If well managed, can help lessen the reSIstance to change, they do
not necessanly elImmate It Paymg attentIOn to the causes of reSIstance and creatmg actIOns to
redress them can be the result of effectIve consultatIOn processes

Power bases may be threatened How can one secure the cooperation of those whose Jobs
may be at stake?

Job redeSIgn, counsellIng, retrammg, and appropnate dIScussIons about redeployment are all
ways for secunng cooperatIon

Can orgamzations change Without trauma and disaster?

The change process Itself should be managed, and thIS reqUIres effectIve commumcatIOn and
consultatIOn throughout the process of change HIgh levels of stress can be created m staff due
to uncertamty and msecunty about the future Such stress can be counter-productIve, and can
be lessened by approprIate commumcatlon and consultatIOn

Communication

A strategIc plannIng process should open up new channels of commUnICatIOn

What role does strategic planmng play m ImprovlDg an agency's mternal commumcatIons?

Plannmg processes can encourage agency staff to engage more openly In dISCUSSIOns about
common goals and methods Through task forces and conferences there may be more cross-dI­
VISIOnal talk Through consultatIOn, staff may feel greatly reheved that "at last, management IS
IIstenmg to them" There IS an opportumty In strategIc planmng to engage the expertIse and
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wIsdom of many people throughout the agency and, through thIS, to enhance the qualIty of
workmg lIfe withm It

Is personal commUnIcatIon affected?

Personal commumcatIOn can be expanded One's network IS extended, and one's range of
understandmg about the agency can be enhanced through strategIc planmng processes There
are dangers, however, of over-complexIty, exceSSIve analysIs, use ofJargon, and over-relIance
on formal procedures and methods, when common sense and good Judgment would suffIce

Information Systems

In developmg strategIc plannmg an agency may need to develop new mformation systems
sImultaneously

How can an organIzatIon cope If Its present informatIon systems are Inadequate or
non-existent?

The qualIty of mformatIOn systems and data bases WIll vary among agencIes StrategIc planmng
WIll place new demands on the need for mformation and WIll ImtIate development m thIS area
The abIlIty to momtor performance wIll be determmed by the qualIty of mformatIOn systems
Both strategIc planmng and the mformatIon base wIll develop as the agency learns to use strategIc
planmng Careful mformatIOn systems plannmg WIll be reqUIred untIl preCIse needs are known

How can an agency evaluate Its informatIon needs and determme prioritIes?

The two areas develop together InformatIOn systems should cover human resource management,
program budgetmg and momtonng, fmancIaI planmng, market analyses, and so on The locatIOn
and mtegratIon of data bases, the methods for processmg and accessmg data, and the technology
used wIll need to be carefully managed m the development process Some data bases wIll be
agency-owned, and others WIll resIde elsewhere, to be accessed contmuously, ad hoc or on
contractual arrangement The value of histoncal mformatIOn and future-onented mformatIOn
also needs to be assessed One Important component of mformation systems deSIgn IS defmmg
managers' actual needs for mformatIOn to make deCISIOns
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SESSION 7

OBJECTIVES

PROCEDURE

PRESENTATION

EXERCISE 7

Da1 21Semon 7
InstructIOns to Tramen

Session 7
External, Organizational, and
Gap AnalysIs

Instructions to Tramers

1400 - 15 15 SessIOn 7 External, OrgamzatIonal, and
Gap AnalysIs

15 15 - 15 30 Tea/Coffee Break

1530 -1700 SessIOn 7 (Contmued)

By the end of thIS sessIOn, the partIcIpants WIll be able to do
the followmg

• Explam external, orgamzatIOnal, and gap analysIs

• Demonstrate an mternal analysIs of an mstItutIOn

• IdentIfy and categonze the gaps

Use overhead 2 7 I to present the objectIves

Trammg techmques presentatIOn, modIfIed "tnp around the
tables"

(experzence) GIve a bnef presentatIon focusmg on external,
orgamzatIOnal, and gap analysIs Twenty-two overheads
support the presentatIOn 2 7 2 through 2 7 23 At the end of
the presentatIOn, dIstnbute handouts 2 7 1, 2 7 2, and 2 7 3
Be sure to ask partIcIpants If they have any comments or
questIons, or If they need clanfication (25 mmutes)

ExerCise 7 External, orgamzatIonal, and gap analysIs
(2 hours 15 mmutes)

1 DIstnbute handouts 2 7 4 through 2 7 8 Handout 2 7 4
gIves clear mstructIOns for the exerCIse Go over the
mstructions wIth the partIcIpants step by step Ask If
clanfICation IS needed (10 mmutes)

Phase 1 Group work (1 hour 10 mmutes)

2 DIVIde the partIcIpants mto four groups and ask each
group to elect a rapporteur

3 Groups read, dISCUSS, and respond to the questIons
assIgned to them Be sure that all partIcIpants under­
stand that groups A and C WIll work on IdentIfIcatIOn
of gaps for the natIOnal mstItutIOn and groups Band D
WIll work on IdentIfIcatIon of gaps for the natIOnal
bIotechnology program
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CLOSURE

OBJECTIVES

174

4 (expenence, process) As the groups work, cIrculate
from group to group to check progress Clanfy any
concerns they may have whIle workmg Be sure to
remmd them of the tIme remamIng 10 thiS exercise

5 (expenence) Invite the rapporteurs to make the "tnp
around the tables" Note that the rapporteurs of group
A and B wIll not VISit group C and D The rapporteurs
VISIt the other tables to share and collect mformatlOn to
Improve theIr group results RemaIn on time (l0 mm­
utes)

6 (process) Rapporteurs return to theIr own group and
dISCUSS the mformatIOn and/or mputs collected dunng
the "tnp " The rapporteurs wnte the group results on a
flipchart for presentatIOn (10 mInutes)

Phase 2 ReportIng and discussion (55 mInutes)

7 (process) The rapporteurs presents theIr group's results
to the audience Each rapporteur has five mInutes to
present Be aware that groups A-C and B-D wIll report
SImIlar contents Take advantage of thiS to make a
comparative study of these responses and to promote
learmng (20 mInutes)

8 Remember to present the sample pOSSIble result of thIS
exercise Use overheads 2724, 2725, 2726, and
2727, and summanze the lessons learned Invite the
groups to participate In a dISCUSSion (30 mInutes)

9 (process, generalzze) ProvIde feedback on the content
of the presentatIOns Ask the participants questIOns,
such as "How did you feel dOIng thIS exercise?" and
"What did you learn?" to allow diScussIon of the proc­
ess (5 mmutes)

Closure (5 mInutes)

(applzcatlOn) Ask the partICipants to tell one of theIr
neIghbors two thmgs they mIght do differently 10 theIr
Job as a result of what they have learned Ask volunteers
to give examples

2 Make a transitIOn to the next seSSIon

1700 - 17 30 Feedback on the Day's ActiVIties and
PAPA

By the end of thIS sessIon, participants Will be able to do the
followmg

• Provide feedback on the day's activities
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PAPA

StrategIc Planmng

Do) 2/Sessum 7
/nstructlOn~ to Tramen

• ConsIder possIble actlOns they would lIke to Implement In
theIr own orgamzatIons

TraInIng techmque mdlvldual exercIse

HIghlIght posItIve and negatIve pomts of the day Note areas
that may need addItIonal attentIon In the workshop PartIcIpants
can descrIbe some strengths and weaknesses of thIs day on
handouts 2 7 9 and use handout 2 7 10 to faCIlItate theIr task
(15 mInutes)

(applzcatlOn) Ask the partIcIpants to take some tIme toJot down
some "actIon Ideas" they may have for themselves as a result of
today's actIvItIes They can use handout 2 7 11 (15 mInutes)
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Sample Result
Exercise 7. Identification of trends, opportunities, and threats

Critical factors Trends Opportunities Threats

1 State funding Droppmg m percentage Donors' offers for new
areas of research

2 Private sector Assumes role of Lower fundmg,
flnancler and competmg for human
executor resources

3 Research model No new contributions Opening new areas
to traditional plant of research
breedmg

4 SCientists and researchers Outdated techniques Lack of appropriate
and knowledge human resources ;:;-
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Sample Result
Exercise 7. Identification of institutional strengths in relation to the

external environment

Strengths that allow institution to Strengths that
take advantage of opportunities protect Institution from threats

--

A Inputs All Investments are complementary,
1 Infrastructure the private sector would have to begm

from almost nothing

B Processes Biotechnology can create new Inputs for
1 Research model traditional plant breeding, e g new gene

combinations

C Products
ThiS technology IS a "publlc good" that1 Sustalnability Private people, for specific groups,

such as small farmers the private sector will not want to fund

2 Technologies
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Sample Result
Exercise 7. Identification of institutional weaknesses in relation

to the external environment

Weaknesses that prevent mstltutlon Weaknesses that do not
from takmg advantage of opportumtles protect Institution from threats

A Inputs
1 Human resources

B Processes Biotechnology can create new Inputs for At the regional level, competitors
1 Centralization traditional plant breeding, e g new gene emerge who have more clearly defined

combinations the clelntele and their needs

C Products
1 VarIetIes They do not Incorporate achIevement They are not developed In a participatory

In other disCiplines, such as way with the procedures

2 Technologies bIotechnology
:i'
~
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Table 1 IdentIfying, Analyzing, and Priority Setting for Gaps

1 DescriptIon (A) Trammg program to bring sCientists and researchers up to date, and make
them more aware of new research techmques and disciplines

2 ClasSification (B)
Input X
Process
Product

3 CharacterizatIon (C)
Weakness for faCing a threat
Strength for faCing a threat
Strength for taking advantage of an opportunity
Weakness for taking advantage of an opportunity X

4 Type of risk faced (D)
Present institutional sustainability X
Adaptlon to future environmental conditions
Changes In the institutional enVIronment (Innovation) _

5 Demand of institutIonal resources (E)

Financial
Human
Infrastructure
Others, _

6 POSSIbIlity of external negotIatIon (F)
High -.-L
Medium
Low

low medium high
-.-L

Notes
A In the descnptlon be bnef and use precise terms that permit IdentrfJcatlon of the activity to be carned out
B Relate a gap to Its highest classlfrcatlon For example In IntrodUCing a product that reqUires new processes and Inputs

mark It as a product
C Mark the appropnate main objective to be achieved
D Mark the type of fisk one hopes to reduce by eliminating this gap
E Estimate the resources needed for Implementing the action In relation to the available resources and the needs caused

by other gaps
F This refers to external negotiations the institution would have to carry out to Implement the proposed activities
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Objectives of Session 7

• explain .xtltmal organizational and glp analys.s
of an Inatthllton

Da> 2/Semon 7
InstrucllOnf to Tramers

Session 7
Summary of Overheads

Prospective AnalysIs

a Involve. monitoring Interpreting and Ivaluatlng
the ...llvant Ixtemal Invlronment

• Demonstrat. an Internal analysia 01 an Institution

271

Purposes of External AnalysIs

c:J Study relll1lonshlpa between IhelnaUtutlon and ttl
environment In terma o' opportunW•• and threat.

L.I Provide capacity to respond to critical que.tlona from
the external environment

, Explore future conditions of the Institution 8 external
environment

n Identify and prioritize emerging problema and
design strategies to handle each one

o Build. vision of the future

274

Critical External Factor

Any ek!ment (force event i.e' or actor) that can
directly affect the Institution s general performance

or the perform,nce 01 some of hs actlvltie.

277

External Analysis

272

Methodologies for External AnalySIS

There I, no unIversal methodology but a combination
of concept. and method, suiting s".clne conditions

oftheNARI.

Qualitative Brainstorming pooling ot experts Judgment
Delphi techniques and lcenario building

QuantJt.tJve Structural analysll crol.lmpact mltrtx
dY'namlc models risk forecasting and
trend extrapolation

275

Threat

Any element or circumstance that can become a

disadvantage rls((. or denger for the per10rmance

of any of the InstnU1lon a most Importllnt

Bctlvltle.

Tttrtltamualbf; recognlU4- lo,voldtttem
or to. reduce thtlr lm~c:t

278

Q identifies the probable futu... In order to build a
dIIslredMure

CJ Identifies trends to guide polICY' formulation
and design Iffective strategies

273

Relevant External EnVironment

A munlc::IImenllonal {aoclocuhurlll economic political

legal and technological) combination 0' general
or operatlonll! ektments

(force. aspect. events fact.. and aetors)
directly affecting present or future activities

of the Institution

276

InterdiSCiplinary Coordinating CommlUee

• ShOUld be appointed before formulallng strategic
plan

• Requires political will to support
flnanclally-enough funds to carry ollt proc ••
polltlcalty--c nit n1 p rtl Ipatlon from top manag m nt
Iogr.'lcally-adeq ate materials. equipment. p rsonnel
'echnically-ability 10 consult external expert.

279

Summary Steps In External AnalYSISMethodology for Prospective
External AnalysIs

Step Sir t gl dJ 9 , Step 81 ~gl P .~I
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Organizational Analysis

2712

IBI



Day 21SenlOn 7
InstructlOnf to Tramers

Methodology for Organizational AnalysIs Steps In Organizational AnalySIS Organizational Inputs

1 ldenttfy ••pects 10 be analyzed

2 Dllflne Intonnatlon needed

3 Decide who will gather the Information

4 Determine how to gather and proce•• the Information

5 P"n how to pre••nt ,..un, and conclusions

2713

AnalyZing Organizational Inputs

[ 2~dlyk"'proces...

~cM t:Ily IuIy prod ta

j .G_............,j!;
_ eI.., tl fOttM,t1on _

2714

ProduCf

~15E1"_1
, . .-1dw knw...

All 'lnanclal phYSical and human resources
used In the institution s operations whether In

management research or technology transfer

2715

Definition of Gap AnalySIS

1 What Input. ar. to be evaluated?
2 Who canlahould provlda tho Informallon?

3 Which are the Indlapenaabla Inputa?

4 Which are tho complementary Inputa?

5 What do the complementary Input. contribute?

6 What I. the availability of each Input?

7 What Is the queilly of eech Input?

2716

Gap Analysis Should Answer

What chang•• should be made In the Inputa and

Internal proC8aae, to be able to offer the product.
or .ervl •• that the llenta will need

In the next five to ten years?

2719

Format for Identifying AnalyZing and PrkH'hy setting for Gaps

t=="_-=----.="'-

2 7 22

182

Gap Anelysls

2717

Gaps

Dlfferencel between

• present and d••lred products

• existing Inputs and the ones needed

• current pracesu. and one. stili to be introduced

2720

Proce•• of GenerllUn9 Information 10 Formuhrte II
Strategic Plan

o @

V
-= ::.::--:::.::-

--
f

TOWARD A STRATEGIC PlAN

2723

An approach to de1lne actions needed 10 enhlllnce

Institutional lustainabllfty In the

medium and long term

2718

Gap Idenllflcatlon and AnalYSIS

MIIJor steps

1 Form II committee 111811. responsible for clrrylng
out gap IdentRlcation lind analysis

2. Ofscu.. ln detail the reh!dlons among opportunhles
threats strengths llInd weak".n••

3 Produce !II list of gap'" ordered In terms of relevance

4 Make results known InternallV

2721

Sample Relult
EXIlf'CI.. 7 Idenllflc lion f Tr-nd. OpportunlU.. net Th ..tt

2724
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SIlmple Result
Exercl.. 7 Id-ntlflc Uon of In UlUti III Strength. I Rellltion

to ttl E btmlll En I onm-.t

Sample Result
E ercI 7 IdtlnUflClltio of I ,t1tutlo 1W..kn..... ln Rei Uo

to th Ext..-n I En I onmenl

Sample Result
Exerci.. 7 identifying AnaI~ g WId Priority Betti go lor Gap.
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External Analysis1

The future doesn't eXist, It IS constructed by society and ItS institutions (de Souza 1993)

Once a "strategIc mtentton" has been formulated, an mstItutIOn bUilds Its future by Implementmg
short-, medlUm-, and long-term polIcIes and strategIes The defimtIOn of pohcIes, strategIes, and
actIons reqUires an mtensive and orgamzed effort, usmg mformatIOn, creativIty, and long-term
commItment ThIS stems from the prospective analysIs of the external enVIronment (DavId 1988,
Rue and Holland 1989, Sastoque 1991, Ohveua 1992, and Certo and Peter 1993)

Conceptuallzatwn A prospectIve analysIs IS not a magIc set of tools for fortune-telhng
Prospective analysIs tnes to Identify the "probable future" 10 order to
buIld a "desued future" There Isn't Just one future, but rather a

multItude of possIble futures, none of whIch IS guaranteed The analysIs IS less for makmg
predICtionS than for understandmg the changmg nature of the envIronment, on the basIs of whIch
an mStItution WIll have to buIld Its future It serves to Identify trends to gUIde pohcy formulatIOn
and desIgn effective strategIes (de Souza 1993)

ProspectIve analysIs of the external enVlfonment mvolves momtonng, mterpretmg, and evaluatmg
the relevant external envIronment These permIt IdentIficatIon of present and potentIal opportum­
ties and threats that can mfluence the mstItutIOn's abIlIty to achIeve Its objectives (Certo and Peter
1993)

Although IdentIfymg these factors does not guarantee success, the analysIs allows the mstItutIOn
to be an actIve protagomst 10 bUIldmg ItS own future, and reduces nsks and uncertamty 10 the
process For thIS reason, at the mstItutIOnal level, top management IS the pnncipal clIent of
prospectIve context analysIs

External analySIS should be carned out withm the eXIstmg mtegrated planmng, momtonng, and
evaluatIon (PM&E) system of the mstitution If the PM&E system IS not functIOmng as an
mtegrated and flexIble system, the mstItutIOn WIll need to make the necessary changes to permIt
It to operate at all levels of management

External analySIS has several purposes and functions (OlIveIra 1992, Certo and Peter 1993) The
followmg are examples of purposes

• To study the relatIOnshIps between the mstItutIOn and ItS enVIronment, m terms of present and
potential opportumtIes and threats that WIll affect ItS performance and relative pOSItIon

• To proVIde top management WIth the capaCIty to respond to cntical questIOns from the external
enVlfonment

• To explore future condItions of the mstItutIOn's external enVIronment, to mclude them 10 the
declSlon-makmg process

• To IdentIfy emergmg problems that may be relevant to the mstitutIOn, determme WhICh WIll
become pnontIes, and deSIgn the strategIes to handle each one

• To buIld a VISIOn of the future for the mstItutIOn, based on SIgns gIven by the emergmg realIties
10 the envIronment, WhICh m turn reveal the forces that WIll shape the future

The followmg are examples of the functIOns of an external analySIS

I Extracted and adjusted from J E Borges-Andrade M D Escobar J PalominO R Saldana J Souza Silva 1995 Strategic
planning In agncultural research management Module 2 of the senes Training In planmng monitoring and evaluatIOn
for agricultural research management Cdh Colombia ISNAR
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Methodologzes for External
Analysls
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(271 )

• In the specIfic theme-onented functIOn the analysIs IS carned out In a selectIve and restncted
way for a partIcular objectIve It may be dIrected to one speCIal aspect of a center, InstItutIOn
program, or project Its Interest would be hmited to those dIrectly Involved wIth that theme or
area

• The PM&E-onented functIon maInly actuahzes and strengthens the Integrated system ofPM&E
and, therefore, the management process of an instItutIOn center, program, or project ThIS IS the
most complete form of context analySIS, and It IS of Interest to all the groups of an InstItutIOn
center, program, or project

To fulfIll these and other purposes and functIOns, external analySIS reqUIres a cOmbinatIOn of
methods and techmques to capture the complex, multIdImenSIOnal reahty of the InstItutIOn s
external enVIronment

Ideally, prospective studIes should evolve from a "predictIve
mode," 1 e one that tends to occur, to the "exploratory mode," 1 e
one that can occur, to the "normatIve mode," 1 e one that must
occur In the desIred SItuatIOn (de Souza 1993) Since prospectIve

studIes that cover all these "modes" are costly, most mstItutIOns adapt methods to carry out the
analySIS at lower cost

There are several techmques for carryIng out an external analySIS, includIng qualItatIve techmques
such as braInstormmg, poolIng experts' Judgments, DelphI techmques, and scenano buIldIng The
most frequently used quantItatIve techmques are the "structural analYSIS," "croSS-Impact matnx,"
"dynamIC models," "nsk forecastIng," and "trend extrapolatIOn" (DaVId 1988, and Sastoque 1991)
DIfferent authors and InstItutIOns have used dIfferent approaches for prospectIve analySIS of the
external enVIronment (Rue and Holland 1989, OlIveIra 1992, and Certo and Peter 1993) There IS
no umversal methodology, SInce InstItutIons dIffer In SIze, nature of actIVItIes, Internal organIza­
tIOn, phIlosophy, and management models

The approach presented here assumes a shortage of funds-a realIty for most of the agncultural
research InstItutIOns In Latm Amenca and the Canbbean The cOmbInatIOn of concepts, methods,
and tools IS deSIgned to allow any InstItutIOn or program to carry out analyses WIthout haVIng to
make large mvestments or call on the help of experts

Before developIng the methodology, a number of key terms must be defined

Every mstItute or program IS part of a general external environment and an operatlOnal external
environment Both external enVIronments are multI-dImenSIOnal the pnncipal dimenSIOns are
SOCIOcultural, economIC, polItIcal, legal, and techmcal The general external enVIronment IS the
macro enVIronment that affects an mstItutIOn, no matter what sort of research It performs At thIS
level, events are beyond the control of the mstItutIOn The socIOcultural, polItIcal, economIC, and
technologIcal changes occurnng worldWIde are examples

The operatIOnal external environment IS the envIronment In whIch, and for WhICh, the InstItutIOn
develops ItS actIVIties It dIrectly mfluences the mstItutIOn And although the operatIOnal enVIron­
ment IS beyond the mstItutIOn's dIrect control, the InstItutIOn does have a greater chance of
exercIsmg some control here than over other aspects of the external enVIronment

Every mstitutIOn or program shares the same general external envIronment, but each one IS
mfluenced by a dIfferent operatIOnal external envIronment They may share certam elements, but
they WIll never be IdentIcal

The combmatIOn of elements (forces, aspects, events, facts, and actors) of the general and
operatIonal enVIronments whIch have the greatest potentIal for dIrectly affectmg the present or
future actIvItIes ofthe mstItutIon makes up the relevant external environment The relevant external
enVIronment IS composed of many actors present and potentIal clIents, users, partners, and
competItors (regIOnal, natIOnal, or mternatIOnal)
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Any element (force, event, fact, or actor) that can dIrectly affect the mstltutIOn's general perform­
ance or the performance of some of Its actIvItIes IS a cntlcal factor whIch should be consIdered m
the external analysIs

An opportunity IS any element or CIrcumstance that, although not under the dIrect control of the
mstItutIOn, can contnbute to any of ItS most Important actIvItIes In thIs sense, any element from
the external envIronment that can somehow benefIt the mstItutIOn should be consIdered an
opportUnIty OpportunIties should be explOIted strategIcally

A threat IS any element that can become a disadvantage/nsk/danger for the performance of any of
the mstItutIOn's most Important actiVIties Any element (force, event, fact, or actor) of the relevant
external envIronment that can partIally or totally mterfere wIth the mstItutIOn's general perform­
ance, or that of any of ItS actiVIties, should be seen as a threat Threats must be recognIzed, to aVOId
them or to reduce theIr Impact

The methodology for prospective external analysIs conSIsts of five steps three fall under "strategIc
dIagnosIs" and two under "strategIc prognosIs" (see Table 1)

Table 1 Methodology for Prospective External AnalysIs

Steps-Strategic diagnOSIs Steps-Strategic prognosIs

1 Identify the relevant external envIronment 4 Identify and evaluate the trend for each
CritIcal factor chosen

2 IdentIfy the critical external factors In 5 IdentIfy and evaluate opportumtles and
hlerachlcal order threats

3 Identify key sources of mformatlon for
each Critical factor

Followmg are suggestions for carrymg out each of the steps ofthe external analySIS ofan mstitutIOn
or program

The coordmatIon group and the external consultants

Before formulatmg a strategIC plan for a program or mstItutIOn, top management should appomt
an mterdIscIphnary coordmatmg commIttee ThIS reqmres the pohtIcal WIll to support the com­
mIttee finanCIally, pohtIcally, logIstically, and technIcally Fmanclally, the commIttee needs
enough funds to carry out the whole process PolitIcally, It must be able to count on dIrect
partICIpatIOn from top management at all tImes LogIStIcally, It must have all the matenals
mstruments basIc eqUIpment (e g computers software etc), and necessary personnel (e g
secretanes, assIstants) to assure the completIOn of the Job Techmcally, the commIttee should be
able to use external consultants (experts m management and strategIC planmng) when necessary
If called upon, the consultants should not do the work for the group, but tram to be able to form

StrategIc Plannmg 187



Dav 2/SesslOn 7/Handout 1
(271)

their own plans mdependently External consultants are also helpful for gUldmg and provldmg
support m cntlcal moments of the process

Steps for strategIc dIagnosIs

Step 1 Identify the relevant external environment In the SOCIOcultural dImenSIOn, the coordI­
natIng commIttee should IdentIfy the SOCIal aspects, mdIcators and vanables that best charactenze
the socIety, country, and/or regIOn of the mstltutIOn or program The group should concentrate on
the aspects most strongly related to the mstltutIOn's dIrect actIVIties

In the general economiC dimenswn, the coordmatIng commIttee should Identtfy (a) patterns of
avaIlabIlIty, dlstnbutlon, and use of the finanCIal resources m the general external enVIronment,
(b) natIOnal economIC, fiscal, and monetary polICIes of the economIc blocs and more developed
countnes of Interest to the program, (c) natIOnal and mternatIOnal marketmg trends for mputs and
products, natural or processed, (d) consumptIon patterns of the mternal and external market, (e)
mflatlOn, mterest, and tax rates, (f) government budget defIcIts, (g) key factors of ImportatIOn and
exportatIOn, and (h) the key values, pnncIples, and premIses that are affectmg or WIll make up the
"mternatIOnal paradIgm" and the "natIOnal development model" The mstitute must dISCUSS and
select the most Important economIC aspects to be conSIdered for ItS partIcular case

In the political dimenswn, the coordmatmg commtttee must conSIder the POlItICal elements and
aspects that can support or lImIt the general performance of any of the most Important actlvIttes
of the mstttutIOn relevant rules and polICIes, as well as polItIcal-IdeologIcal trends of the federal
and/or state (provmcial departmental), and/or mumcipal government, e g conservative, progres­
SIve, etc

In the legal dimenswn, the coordmatmg commIttee should conSIder the laws and legislatIOn that
affect (a) agroIndustry, especIally farmmg, lIvestock, fIShIng, and forestry, (b) the development of
sCIence and technology m general, and (c) the development of agncultural research m parttcular

In the technological dimenswn the coordInatIng commIttee should conSIder (a) the technologIcal
forces that dnve agromdustnal development, (b) the enhanCIng and lImItIng factors for natIOnal
technologIcal development, and (c) the technologIcal paradIgms that are emergmg m the country
and m the world

The operatIOnal external enVIronment must be analyzed pnmanly m terms of the most relevant
actors regIOnal, natIOnal, and mternattonal clIents, users, partners, and competItors-present and
potenttal The commIttee should ask such cnttcal questIons as Who are they? How many are there?
Where are they? What do they do/produce? What do they need? What are theIr major problems or
challenges? In what producttve chaIn and at whIch technologIcal level are they? How are they
pOSItIOned? How are they orgamzed and represented? What are the markets for theIr mterests?
What are theIr present and future expectatIOns?

In the charactenzatIOn of the relevant external envIronment for an mstttutIOn or program, three
factors are equally Important (a) the publIc, pnvate, and non-governmental segments, (b) the
"eco-regIOnal" approach at any government level, and (c) the dIVISIOn and mterdependence of the
publIc powers at the federal, state (departmental or provmclal), and mumclpallevels

Table 2 shows a chart for recordmg the mam elements that charactenze the relevant external
enVIronment of an mstttutton or program

Step 2 Define the order of Importance of crItIcal external factors In Step 1, the coordmatmg
committee IdentIfies most of the factors that make up the relevant external envIronment of the
mstItutIOn In Step 2, the group must concentrate on whIch of those factors Identtfied should be
chosen as cntIcally Important m the general performance of the mstItute No matter how many
factors are chosen m Step 1, m Step 2, the commIttee must conduct consecutlve selectIOn exerCIses
untIl the final lIst contams no more than 20 cntical external factors Table 3 faCIlItates the recordmg
of the most cntIcal factors (In order of Importance)
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Step 3 Choose the key sources ofmformatIon The coordInatIng commIttee should now IdentIfy
and select the key sources of InfOrmatIOn for each of the cntIcal external factors selected In Step
2 The sources can be, for example, penodIcals, documents government plans, programs and
projects, recent books that analyze or synthesIze for dIagnosIs or prognosIs, events such as
conferences and semInars, experts/spectahsts/managerslbusIness people, or academIc, polItIcal,
and SOCIal leaders

Table 2 Chart for Recordmg the Mam Characteristics of the
Relevant External EnVironment

Main dimensions of the relevant Crttlcal factors of the
external environment external environment

General external enVironment

• sociocultural dimenSion

• economic dimenSion

• pohtlcal dimenSion

• legal dimenSion

• technological dimenSion

Operational external environment

• chents

• users

• partners

• competitors

ConsultIng these sources should have three key ObjectIves (a) to confirm the relevance of each
external factor, (b) to explore the trend of each external factor, and (c) to explore whether the
combInatIon of each factor and Its respectIve trend translates Into an opportumty or threat for the
InstItutIOn The commIttee should dIVIde the work, so that each member can carry out consultatIOns
IndIVIdually Table 4 helps commIttee members to record the key sources of InformatIon for each
cntIcal external factor

Step 4 IdentIfy and evaluate the trends of the crItIcal external factors After consultIng the
most relevant sources of InfOrmatIOn for each external cntlcal factor, the coordInatIng committee
should make a systematic, collectIve effort to IdentIfy and evaluate the trends ofeach ofthe factors
The group should (a) IdentIfy the trends, and (b) evaluate whether theu effects WIll be shown In
the short, medIUm, or long term

Table 5 faclhtates recordIng the most relevant trends In the fust column, the cntIcal factors are
recorded In order of the Importance defined In Step 2 In the second column, the trends correspond­
Ing to these factors are recorded In the three columns on the nght, a check under S (short term),
M (medIUm term), or L (long term) mdlcates when the trend Will begIn This step helps to evaluate
the relatIve Importance of the trends

Step 5 IdentIfy and evaluate opportumtIes and threats From these trends, the coordInatIng
commIttee can IdentIfy and evaluate the opportumtIes or threats represented Each trend can
represent more than one opportumty or threat so these should be lIsted In order of Importance
accordIng to the presumed degree of real or potentIal Impact (low, medIUm, or hIgh)

In Table 6, the cntlcal factors are lIsted, In order of Importance, In the fIrst column and theIr
correspondIng trends In the second column In the thIrd and fourth columns, LI (low Impact), MI
(medIUm Impact), or HI (high Impact) should be entered to IndIcate the Importance of the
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Table 3 Chart for Recording the External Cntlcal Factors Chosen In Order of Importance

Critical external factors Explanation/Justification
(in order of importance)

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20
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Table 4 Chart for Recording the Key Sources of Information for the Critical Factors

Critical external factors Key sources/information

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20
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Table 5 Chart for Recording the Trends of the Critical Factors

Critical external factors Trends S M L

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20
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Table 6 Chart for Recording OpportunitIes and Threats Represented by the Trends of the
CritIcal Factors

Critical factors Trends Opportunities Threats

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20
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opportumty or threat ( Impact here refers to the effect of each external trend on the orgamzatlOn
or program 10 questIOn)

ThIS Will help evaluate the relative Importance of the opportunIties and threats, considenng that
those of high Impact deserve more attentIOn than those of low Impact This chart IS very Important
for the later "gap analysIs," when the committee needs to compare the opportunIties and threats
of the relevant external environment wIth the strengths and weaknesses of the mstItutlon

After carrymg out these five steps for the external analysIs (Figure 1) the commIttee IS ready to
carry out the 'orgamzatlOnal analysIs" where the mternal strengths and weaknesses of the
mstltutlOn or program will be Identified and evaluated m relatIOn to the opportunIties and threats
Identified m the relative external environment A companson of these elements will eventually
enable the "gap analysIs"

I
I

:_ __ step 4 Identify and evaluate trends
of the cntlcal factors

'.
Process

step 1 Define the external
environment

step 2 Identify cntlcal external
factors

step 3 Select key sources of
Information

Product

step 5 Identify and evaluate
opportunities and threats
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Figure 1 Steps In external analySIS
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OrgankationalAna~s~l

OrgamzatlOnal analySIS IS an mtemal assessment of the mstltutlon, to Identify ItS strengths and
weaknesses m relation to the objectIves of agncultural research This assessment should be as
analytlcal as possible, for example, by companng the mstltutlon With others In Latm Amenca,
With the emergence of new pubhc and pnvate agncultural research mstItutlOns, this exercise
acqmres great relevance wlthm the context of the strategic planmng approach

Through an appropnate orgamzatlOnal analySIS, an mstltutlon should be able to Identify ItS posltlOn
With ItS chents For example, after an mtemal analySIS, a natlOnal research mstltutlOn might find
that ItS most Important clIents are small, landless farmers, or, conversely, commercIal producers

The methodology for orgamzatIonal analySIS mvolves a sequence of steps, summanzed m the
followmg lIst

1 IdentIfy the aspects to be analyzed

2 Defme the mformatlOn needed

3 DeCide who Will gather the mformatlOn

4 Determme how the mformatlOn wIll be gathered and processed

5 Plan how to present the results and concluslOns

Agncultural research mstltutlOns are knowledge-producmg orgamzatlOns Therefore, the most
relevant aspects to be analyzed are those related to the mputs used and the processes carned out
m the management of human and finanCial resources, and the management of research and the
transfer or extenslOn of technology

All finanCIal, phYSIcal, and human resources used m the mstItu­
tlOn's operatlOns-whetherm management, research, ortechnol­
ogy transfer--ean be defined as orgamzatlOnal mputs What
might be a relevant organlzatlOnal mput for one area may not be

for another area For example, a good accountmg system IS relevant for management, and could
be for research If projects account for costs

The analySIS of relevant mputs mcludes those mputs that are currently aVaIlable as well as those
that are not If the mstltutlOn wants to diverSify ItS fundmg sources by offenng Its research services
to the pnvate sector, an accountmg package which pernuts the accountmg of costs by project IS a
relatIve orgamzatlonal mput, whether avaIlable or not

The relevant orgamzatlOnal mputs are IdentIfied and placed m order of Importance relatIve to the
achievement of the deSired objective They can be claSSified m two broad groups mdlspensable
and complementary

Indispensable organlzatlOnal mputs are those which are essentIal for achlevmg the objectIves For
example, Without specmhzed professlOnal eqUIpment, It IS be ImpOSSible to cultIvate bactena It
would be useful, but not essentIal, to have a microcomputer for processmg the mformatIon In thiS
case, the microcomputer would be a complementary mput

It IS very Important to dlstmgmsh between these two kInds of mputs m the mtemal organlzatlOnal
analySIS Complementary mputs might contnbute to an "Ideal" SituatIOn that IS out of the

I Extracted and adjusted from J E Borges Andrade M D Escobar J Palommo R Saldana J Souza Silva 1995 Strategic
plannmg m agncultural research management Module 2 of the senes Training In planning momtorlng and evaluatIOn
for agncultural research management CalI Colombia ISNAR
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mstItutIOn's budget range On the other hand, these mputs can constItute a relatIve advantage A
mIcrocomputer for each project may be a luxury the mstItutIOn cannot afford, but shanng one
computer would faCIlItate the rapId presentatIOn of results, WhICh mIght prove attral-tlve to donor
fInanCIng

For thIS reason In the process of IdentIfyIng and pnontIZIng the Inputs a key factor IS those who
proVIde and those who process the InfOrmatIOn Later In thIS sectIon the pOSSIble groups of people
to antICIpate In orgamzatIOnal analySIS WIll be descnbed

Once the orgamzatIOnal Inputs have been IdentIfied, the next step IS to assess theIr qualIty An
avaIlable Input may not be of sufficIent qualIty ThIs IS partIcularly true m the case of human
resources even very expenenced researchers may not be up-to-date m the applIcatIOn of a certaIn
methodology

Followmg are the key questIOns for IdentIfymg and pnontIzmg orgamzatIOnal mputs

1 What product or functIOn IS to be evaluated?

2 Who can/should prOVIde the mformatIOn?

3 WhICh are the mdIspensable mputs?

4 WhICh are the complementary mputs?

5 What do the complementary mputs contnbute?

6 What IS the avaIlabIlIty of each mput?

7 What IS the qualIty of each mput?

A relevant organzzatwnal process can be defined as an actIOn or
set of actIOns through whIch the mstItutIon transforms ItS mputs
mto outputs (for example, knowledge or technology)

In the analySIS of orgamzatIOnal processes, speCIal attentIon should be gIven to deCISIOn makmg
m ItS dIfferent stages Some cntIcal processes mclude

choosmg, traImng, and stImulatmg human resources

2 obtaImng and managmg funds

3 quahty control

4 planmng, momtonng, and evaluatIOn of research actIvItIes

5 needs assessment and responsIveness to clIents

The human mput IS the most Important mput m research For thIS reason, the selectmg, traInmg,
and motIvatmg of researchers should be carefully studIed Close attentIOn also needs to be paId to
the acqulSltIOn and management of finanCIal resources, as these are mcreasmgly scarce m most
organIzatIOns today

QualIty control IS the baSIS of the success of any serVIce proVIder, espeCIally those that offer
knowledge The concept ofqualIty m modem management goes beyond the attractIve presentatIOn
of the product Today, aspects such as performance, concern for the enVIronment, and cost control
are also conSIdered

Pressmg needs to Improve the focus and Impact of research organIzatIons are resultmg m greater
emphaSIS on planmng, momtonng, and evaluatIOn LIkeWIse, m the hIghly competItIve current
market-m WhICh monopolIes are mcreasmgly rare-elIent satIsfactIOn has gamed great Impor­
tance ThIS IS sIgmfIcant for orgamzatIOns that generate knowledge, because sometImes the clIent
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has no basIS for IdentIfymg the product he hopes to receive In thiS case producers must gUIde hIm
m hIS deCISIOn, perhaps even share the nsk With hIm

Wlthm each process the most Important aspects to be mcluded are related to superviSIon
executIOn, functlonmg and possible Improvement FollOWIng are the key questIOns that should be
answered dunng the analySIS of an orgamzatIonal process

1 Who supervises the process?

2 Who carnes out the process?

3 How well does the process work?

4 How could the process be Improved?

Products The last phase of orgamzatlOnal analySIS IS the analySIS of the
products generated by the InstItutIon It IS necessary to IdentIfy

the dIfferent products resultmg both from SCIentIfic progress and from the applIcatIOn of technolo­
gIes already tested elsewhere

The followmg claSSIficatIOn, whIle not exhaustIve, can help IdentIfy the mam categones of
products resultmg from agncultural research

1 flmshed products

• seeds and Improved vanetIes

• ammal breeds WIth specIfic charactenstIcs

• machmery and eqUIpment

• chemical and organIC mputs

2 products related to knowledge on

• management of crops and productIOn systems

• ammal management and samtary control

• natural resource management and preservatIOn

3 IntermedIate products that contnbute to sCientIfic progress

• IdentIficatIon of sources of dIsease resistance

• development of new methods or processes

• mamtenance and claSSIficatIOn of germplasm

To faCIlItate gathenng the relevant mformatIOn for orgamzatIOnal
analySIS, both at the "mput" and "process" level, a commIttee
should be formed It should consist of people WIth a profound
knowledge of the mstItUtIOn, hIghly regarded by both peers and

supenors ThIS commIttee could be called the "InstItutIOn Expert CommIttee" Its mam functIOn
IS to IdentIfy mformatton needs for the analySIS

The expert commIttee could form a smaller subcommIttee for gathenng and mtegratmg the data
It could also form a subcommIttee for analyzmg the mformatton and presentmg the results

It IS necessary to remember that orgamzattonal analySIS IS fundamentally an mternal exerCIse m
WhIch all relevant partIes should partICIpate The results should be dIstnbuted WIdely, so that
relevant changes or addItIOns can be dIscussed and suggested The qualIty and effectlveness of the
follOWIng steps of organIzatIonal analySIS depend on a hIgh level of partICIpatIon m generatmg
mformatlon and dIstnbutmg analyses and results (see FIgure 1)
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Strengths Strengths refer to the charactenstIcs of the mputs, processes and
products which allow the mstItutlOn to take advantage of the

opportumtIes, or whIch protect It from the threats commg from the context For example, It IS a
strength to have researchers tramed m plant pathology m programs dedIcated to SOCially Important
Issues such as unsolved plant dIseases

This defimtlOn of strength tends to be a statIc concept In realIty, orgamzatlOnal strengths are
denved mamly from decIsIon makmg at the management level, m terms of the allocatIOn of
resources A proper allocatIOn of mternal resources allows the mstItutlOn to mteract most effec­
tIvely with the market It also permIts the acqUISItIon of mputs and Implementmg processes, and
the generatIOn of the products that the clIents need ThIS can generate Income, thereby startmg the
cycle over agam In additIon, an appropnate allocatIon of funds allows the mstItutIon to develop
mternal strengths that protect It from threats or utIlIze external opportumtIes

OrgamzatIonal strengths can be analyzed m terms of what an mstItutlOn can do that others cannot
OrgamzatIonal strengths are only strengths m companson WIth the market and pOSSIble competI­
tors In terms of Inputs, It may be the avaIlabIlIty of hIghly specIalIzed personnel, m terms of
process, It may be the speed WIth which a research theme IS IdentIfied and the respectIve project
IS put Into actIOn FInally, In terms of product, orgamzatlOnal strengths are every aspect of qualIty
control In all the precedIng examples, a good allocatIOn of resources permits findmg, maIntaInIng,
or bUIldmg a strength

When gathenng InformatIon about the strengths of an InstItutlOn,It IS useful to dlstmgUIsh between
the strengths that support the InstltutlOn, permIttIng It to take advantage of opportumtles and the
strengths that defend the InstItutIOn from threats SimIlarly, It IS necessary to diStIngUISh the
strengths that come from the aVailabIlIty of Inputs, from the structure of the processes, or from the
charactenstlcs of the products (see Table 1)

Table 1 Identification of Institutional Strengths In Relation to the
External EnVironment

Strengths that allow Strengths that protect the
the institution to take institution from threats

advantage of opportumtles

I

A Inputs I

I
1

I
I 2
I
I 3

B Processes
1
2
3

C Products
1
2
3

Weaknesses OrgamzatlOnal weaknesses refer to all the charactenstIcs of m-
puts, processes, and products that do not help the InstItutIOn to

make use of opportumtIes or do not protect It from threats comIng from the external enVIronment
An example of an orgamzatlOnal weakness would be haVIng a strong program for ImproVIng grain
vanetles when the country deCIdes to open graIn ImportatIOn and abandon local productIOn
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As with strengths, weaknesses must be evaluated dynamIcally Usmg the prevIOus example with
a small mvestment, researchers could receIve trammg WhIch could create an opportumty to export
gram vanetIes

Fmanclal resources can be dIrected toward reducmg the bIggest orgamzatIOnal weaknesses The
polIcy of reducmg weaknesses has two goals first, mamtammg the mStItutIOn's pOSItIOn m the
market, WhICh can be a short-term obJectIve, and second, stImulatmg mstItutIOnal development
and growth, WhICh can be a long-term objective The allocatIOn of resources should first concen­
trate on ehmmatmg weaknesses that are a hIgh nsk for mstItutIOnal sustamablhty, then concentrate
on strengthenmg those that WIll favor long-term development ThIS gIves "mtelhgent mvestments"
greater relevance withm the strategIC approach

Table 2 Identification of Institutional Weaknesses In Relation
to the External EnVironment

I Weaknesses that prevent the institution from Strengths that do not protect
taking advantage of opportunities the institution from threats

A Inputs
1
2
3

I

B Processes
1
2

I 3

C Products
1
2
3

OrgamzatIOnal weaknesses should also be claSSIfIed m terms of those that do not support the
mstltutIOn m usmg opportumtles and those that do not protect It from threats A second dImenSIOn
for the claSSIfIcatIOn of weaknesses IS related to organizatIOnal mputs, processes, and products
Table 2 IS a gUIde for gathenng mformatIOn about orgamzatIonal weaknesses

As many staff as pOSSIble should partICIpate m IdentIfymg strengths and weaknesses ThIS
methodology allows each admmistratIve or research umt to analyze ItS own strengths and
weaknesses, and to suggest those of other umts FIgure 1 shows the steps of the process After the
process has been completed the mformation should be carefully checked by the umts to IdentIfy
mIstakes or omISSIOns
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Process Product

,-..­,
step 1 Identify relevant organizational

Inputs

step 2 Identify relevant organizational
processes

step 3 Identify relevant organizational
products

step 4 Gather, process, and present
relevant information

step 5 Identify and evaluate strengths
and weaknesses

200

Figure 1 Steps In orgamzatlonal analysIs
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Gap Analysis]

The first two sectIOns of thIS sequence (handout 2 7 1 and 2 7 2) presented concepts and methods
for IdentIfymg (1) threats and opportumtIes related to the external envIronment and (2) strengths
and weaknesses denved from the mternal structure and orgamzatIon

ThIS sectIOn presents a framework for defimng a desIred future state of the mstItutIOn, and actIOns
to be taken to move toward It As specIfied m "OrgamzatIOnal AnalysIs," the objectIve IS to IdentIfy
the changes wlthm the mstltutIOn, the mputs, processes, and products of the mstltutIOn, and how
to Implement them to arnve at the desIred future state m a gIven penod of tIme Gap analySIS IS
an approach to define actIons needed to enhance mstltutIOnal sustamablhty 10 the medIUm and
long term Gap analySIS should answer thIS questIOn

What changes should be made m the mputs and mternal processes to be able to offer the
products or serVIces that the chent will need m the next fIVe to ten years?

Once these changes are IdentIfIed, management must make the necessary decIsIOns for the
mstltutIOn to benefit from the analyses of the orgamzatIon and ItS context DecISIOn makmg IS an
essential phase and forms part of mstltutIOnal poltcy, to be dealt wIth m a later seSSIOn

Definztwn ofGaps Gaps are dIfferences between present and desIred products, be-
tween eXlstmg mputs and needed ones, and between current

processes and ones stIll to be mtroduced Some examples follow

Product gap An agncultural research mstItutIOn spectaltzes m the development of genetIC
matenals to Improve yIeld It may fmd that government pohCIes now promote the export of tropIcal
fruIt, so that wIthm five years, It must offer low-cost techmques for quarantme control to pass the
barners Imposed by frult-Importmg countnes

Process gap Upper-mcome consumers prefer foods that are not chemIcally contammated A beef
productIOn Improvement program analyzes beef by color, texture, and length of fiber, but now It
must also detect tOXIC resIduals from drugs apphed to prevent dIsease

Input gap A program to mvestIgate the mtroductIOn of Improved pastures fmds dIffIcultIes m
fundmg because It does not have an analySIS component to measure the Impact on the regIOn's
natural resources It WIll probably be necessary to hIre a bIOlogISt to fill thIS gap

These are examples that can occur at dIfferent levels of the research, mstltutlon, program, or
project Gaps should also be IdentIfIed at dIfferent admlmstratIve levels, such as expenmental
statIOns, regIOnal centers, central offices, etc ThIS explams the need for employees of all levels to
partICIpate m gap IdentifIcatIOn

The qualtty of gap IdentificatIOn and analySIS depends on the
qualtty of pnor orgamzatIOnal and envIronmental analyses If
mstltutIOnal strengths and weaknesses are related to enVlfon-
mental opportumtles and threats m these analyses, gap analySIS

becomes more meamngful and easIer

These three analyses (orgamzatIOnal, envIronmental gap) have been presented separately for the
sake of clanty, but they can actually be carned out together as one exerCIse, 10 whIch the
mformatIOn flows throughout all steps

1 Extracted and adjusted from J E Borges-Andrade M D Escobar J Palommo R Saldana J Souza SIlva 1995 StrategIc
planmng In agncultural research management Module 2 of the senes Trammg m plannmg momtormg and evaluatIOn
for agricultural research management Cab Colombia ISNAR
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Gap IdentificatIon and analysIs follows four steps

I Form a committee that IS responsible for carrymg out gap IdentIfication and analysIs

2 DISCUSS III detail the relations among opportumtles threats, strengths and weaknesses

3 Produce a lIst of gaps ordered III terms of relevance

4 Make results known mternally

Ideally, the compositIOn of this committee should be the same as that of the groups which carned
out the orgamzatlOnal analysis-that IS, those who know more about mternal operatIOns and
structure To ensure that sessIOns are productIve, this group should be relatively small However
smce gap IdentificatIOn covers different management and operatIOnal levels of an mstltutlon, the
appropnate actors may be Illvlted when detaIled mformatlOn IS reqUired The committee should
diSCUSS the eXlstmg relatIOns between the threats and opportumtIes Identified m the external
envlfonment, and the correspondmg strengths and weaknesses at the mternal orgamzatlOnallevel
The objectIve ofthe dIScussIons should be to clearly determme the actlVltIes to amve at the deSIred
mstItutlOnal sItuatIOn Smce the commIttee IS not a decislOn-makmg body, Its recommendatIOns
should clearly estabhsh the mstitutIonal and budgetmg ImphcatlOns that ImplementatIOn would
have For example, strengthemng a program could lead to the redefimtIon of the pOSItIon of the
program duector, gIvmg hIm greater autonomy m budgetmg and thus mcludmg hIm m manage­
ment The better these ImplIcatIOns are explamed, the more people WIll accept the recommenda­
tions of the committee

The followmg step IS to produce a lIst of gaps m order of relevance, whIch helps to dIStlllgUISh
necessary actions from recommended actIOns At thiS pomt, the pnontles for the allocation offunds
WIll be under diSCUSSIOn ConflIcts of mterest can arise wIthm the mstItutlOn, which makes It
adVIsable to negotIate the recommendatIOns, amvmg at an agreement by consensus If thiS IS not
done, the dIrectors may encounter resistance m Implementmg the recommendatIOns

The next step IS the dIstnbutlOn of the results among staff ThIS should be a contmuous process,
carned out as the gaps are IdentIfied The feedback that the commIttee receIves Will serve for
reformulatmg proposals or IdentIfymg alternative procedures

Up to thIS pomt, the emphaSIS has been on mternal negotIatIOn But gaps and proposals for actIOn
must have the frame of reference of the mstItutlOn's external capaCIty for negotIatIOn A typIcal
example IS the ngldlty of the budget With respect to fundmg from the natIonal treasury Other
aspects have to do With lImItatIOns m changmg speCific obJectIves, contractmg and handlIng
personnel, regIOnal coverage, etc

Crzterza ofHzerarchy To establIsh cntena for settmg pnontIes among eXlstmg gaps, one
should remember the general objectIve of thiS three-part environ­
mental, orgamzatIOnal, and gap analySIS exercise the sustamabIhty

and development of the mstItutlOn For thiS reason, estabhshmg a hIerarchy among gaps means
lookmg more closely at the problem of nsks

IntUItively, the fust and greatest effort IS put mto reducmg or, If pOSSible, elImmatmg the nsks to
the mstitutIon's sustamabllIty or SUrvIVal These rIsks matenahze as a loss of credlbIhty WIth
farmers and the pubhc at large

The second category of nsks IS one which could emerge as a result of future developments m the
mstltutlOnal enVIronment The mformatlOn comes from the trends observed m the Variables that
affect thIS enVIronment However, unlIke the fust category of nsks, It IS ImpOSSIble to foresee the
evolutIOn of a SituatIOn DeCISIOns therefore must be more cautIOUS, aImed at Improvmg the
mstltutlOn's fleXIbilIty to modIficatIOns m the demand for products or services offered

The third category of nsks mvolves the pOSSibIlIty that the mstItutIon WIll alter ItS busmess
enVlfonment through mnovatlons These could mclude a new product, process, mput, or combI­
nation thereof UncertaInty 10 the case of mnovatlOns IS greater
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In agncultural research InstItutlOns, the maIn restnctlOns for cloSIng gaps are lack of human and
fInancIal resources If both types of resources are relatively scarce, the InstItutlOn should concen­
trate ItS efforts on the first category of gaps, I e those thatJeopardIze the InstltutlOn's sustaInablhty
If resources are relatively suffICIent, It IS better to find a strategy that combmes actiVIties covenng
the three nsk categones

Table 1 suggests a format for processmg InfOrmatlOn related to IdentIfyIng, analyzIng, and pnonty
settmg for gaps POInts 2 through 6 proVIde a useful exerCIse In claSSIfyIng gaps m numencal terms

Table 1 Format for Identifying, Analyzing, and Priority Setting for Gaps

1 DeSCription (A) Trammg program to brmg SCientists and researchers up to date, and make
them more aware of new research techmques and dlsclplmes

2 Classification (B)
Input
Process
Product

3 Characterization (C)
Weakness for faCing a threat
Strength for faCing a threat
Strength for taking advantage of an opportunity
Weakness for taking advantage of an opportunity

4 Type of risk faced (D)
Present institutional sustalnablhty
Adaptlon to future environmental conditions
Changes In the institutional enVIronment (innovation) ====

5 Demand of institutional resources (E)

Financial
Human
Infrastructure
Others _

6 POSSibility of external negotiation (F)

High
Medium
Low

low medium high

Notes
A In the deSCription be bnef and use precise terms that permltldentlflca!lon of the aclivlty to be carned out
B Relate a gap to ItS highest classification For example In Introducing a product that requires new processes and Inputs

mark It as a product
C Mark the appropnate main Objective to be achieved
o Mark the type of nsk one hopes to reduce by eliminating thiS gap
E Estimate the resources needed for Implementing the action In relation to the available resources and the needs caused

by other gaps
F ThiS refers to external negotiations the institution would have to carry out to Implement the proposed activities
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An mstItutlOn has one major reason for carrymg out the three types of analysIs given m this
sequence to generate obJectIve, relIable mformatlOn with WhICh to construct a strategIC plan
FIgure I shows how these three analyses are related

Opportunities
and threats

Identify gaps

• Inputs
• processes
• products

I
Analyze gaps

• cntlena of relevance

TOWARD ASTRATEGIC PLAN

Strengths and
weaknesses

204

Figure 1 Process of generating information to formulate a strategic plan

StrategIc Plannmg



Dav 2/SeUlOn 7/Handout 4
(274)

Exercise 7. External, organizational, and gap analysIs
(modified "trip around the tables" technique)

Phase 1 Group work (1 hour 10 mmutes)

Form four groups of partIcIpants, each electmg a rapporteur

2 All partIcIpants read handouts 2 7 1, 2 7 2, and 2 7 3, and bnefly dISCUSS them wIth the
group members (10 mmutes)

3 Analyze your own envlronment and come to a consensus to complete handouts 2 7 5, 2 7 6,
277, and 2 78 as assIgned below (35 mmutes)

GROUPAandC

• IdentIfy the gaps for a natIOnal mstitutIOn

GROUPB and D

• IdentIfy the gaps for a natIOnal bIOtechnology program

4 The rapporteurs compIle the groups' mputs on the worksheets (5 mmutes)

5 Rapporteurs of group A and B sWItch tables The rapporteurs of group C and D do the
same They present theIr group's mputs and collect contnbutIons to Improve theIr
responses (10 mInutes)

6 The rapporteurs return to then own group They share the contnbutIons collected dunng
the "tnp" and decIde on the major responses to the aSSIgned questIOns (10 mInutes)

Phase 2 Reportmg and dIscussIon (55 mmutes)

7 The rapporteurs wnte the results on the fllpchart and present them to the audIence Each
rapporteur has about fIve mInutes to present (20 mInutes)

8 The traIner WIll make a comparatIve analysIs of the responses, after WhICh you WIll be
mVIted to partICIpate III a dISCUSSIOn (30 mmutes)

9 The tramer WIll mVIte you to proVIde feedback on the content and process of thIS exerCIse
(5 mmutes)
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Exercise 7. Worksheet
Identification of trends, opportunities, and threats

Critical factors Trends Opportunities Threats

1

2

3

4

5

6

7

8

9

10.
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Exercise 7. Worksheet
Identification of institutional strengths in relation

to the external environment

Strengths that allow Strengths that protect the
the institution to take institution from threats

advantage of opportunities

A Inputs
1
2
3

B Processes
1
2
3

C Products
1
2
3
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Exercise 7. Worksheet
Identification of institutional weaknesses In relation

to the external environment

Weaknesses that prevent the
Weaknesses that do not

I
institution from taking advantage

protect institution from threats
of opportunities

A Inputs
1
2

I
3 I

B Processes
1
2
3

C Products
1
2
3
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Exercise 7. Worksheet
Identifying, analyzing, and priority setting for gaps

1 Description (A) Trammg program to bnng sCientists and researchers up to date and make
them more aware of new research techniques and dlsclplrnes

2 Classification (B)
Input
Process
Product

3 Characterization (C)
Weakness for facing a threat
Strength for facing a threat
Strength for taking advantage of an opportUnity
Weakness for taking advantage of an opportUnity

4 Type of risk faced (D)
Present institutional sustalnablhty
Adaptlon to future environmental conditions
Changes In the institutional environment (innovation) _

5 Demand of institutional resources (E)

Financial
Human
Infrastructure
Others _

6 POSSibility of external negotiation (F)

High
Medium
Low

low medium high

Notes
A In the descnptlon be bnef and use precise terms that permit Identification of the activity to be carned out
B Relate a gap to Its highest classification For example In introdUCing a product that requires new processes and Inputs

mark It as a product
C Mark the appropnate main objective to be achieved
D Mark the type of nsk one hopes to reduce by eliminating thiS gap
E Estimate the resources needed for Implementing the action In relation to the available resources and the needs caused

by other gaps
F ThiS refers to external negotiations the Institution would have to carry out to Implement the proposed actiVities
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Strengths and Weaknesses

• Please lIst what you consIder to be three strengths of day two

1

2

3

• Please lIst what you consIder to be three weaknesses of day two

1

2

3

StrategIc Plannmg
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• Suggestions for Improvements

Strategic Planmng
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Guidelines to Provide Feedback on the Workshop

1 The Module

Content

• usefulness/relevance

• amount of mformatIOn

Structure

• sequence

• duratIon
• balance between tramers' and tramees' partICIpatIOn

• mstructIOns to tramers

• VIsual aIds
• handouts, exerCIses

• extra readmgs

• PAPA
• evaluatIOn

2 Process trammg techmques and dIrection

• usefulness/relevance/effecttveness

• group mteractIOn
• clarIty of questIOns/exercIse mstructIOns

• openmg and closure of the days

3 Tramers', facIlItators', and tramees' performance

• presentatIOn/commUnICatIOn skIlls
• mteractIOn/effective partICIpatIOn
• punctualItyhnterest/commitment/wI1lmgness to faCIlItate learnIng/wIllmgness to par­

tICIpate

• other attItudes

4 Logistical support

• organIZatIOn
• accuracy
• punctualIty
• wIllmgness to aSSIst partICIpants
• serVIces proVIded m general
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5 Workshop envIronment

• physIcal (trammg faCIlItIes, trammg matenal, hotel faCIlItIes m general)
• psychologIcal (personal feelIngs such as self-motIvatIOn, mterest, satISfactIOn, self­

achIevement)
• socIal (development of frIendshIp, relaxed, comfortable among partIcIpants, etc)

6 Workshop results/outputs

• personal and professIOnal assessment
• recommendatIOns

7 General comments
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FIRST STAGE

PAPA - ideas for action items

Date

Workshop title SADCIESAMIJISNAR Workshop on StrategIc Planmng

Date/Venue

Name

OrgamzatIOn

Ideas I would lIke to try when I return to work at my research mstItute, based on what I have
learned m thIS trammg workshop

Note You can use the workshop objectives what you learn dUrIng the workshop the handouts conversatIOns With
participants and tramers etc to come up With Ideas
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Strategic Planning

DAY THREE - Overview

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg
1 Explam mstItutIOnal performance asessment
2 DISCUSS the concepts of VISIOn and mISSIon
3 Formulate a VISIon and mISSIon statement for a natIonal agncultural research

mstItutIOn

Handouts

3 8 1 OvervIew of Day Three
3 8 2 TentatIve Schedule of Day Three
3 8 3 InstItutIonal Performance Assessment (text)
3 84 InstItutIOnal Assessment An OvervIew of the Process (text)
3 8 5 ExerCIse 8 InstItutIOnal Performance Assessment
3 8 6 ExercIse 8 Group A OrganIzatIOnal Autonomy
3 8 7 ExercIse 8 Group A LeadershIp
3 8 8 ExercIse 8 Group B Management and AdmInIstratIOn
3 8 9 ExercIse 8 Group B CommerCIal OnentatIOn
3 8 10 ExercIse 8 Group C Consumer OnentatIOn
38 11 ExercIse 8 Group C TechnIcal CapabIlIty
3812 ExerCIse 8 Group D Developmg and Mamtammg Staff
3 8 13 ExercIse 8 Group D OrganIzatIonal Culture
3 8 14 ExercIse 8 Group D InteractIons WIth Key External InstItutIOns
39 1 NARIs Role m the Future VISIon and MISSIOn FormulatIOn (text)
392 Formulatmg the MISSIon (text)
393 Concepts of VlSlon and MISSIon (summary)
394 ExercIse 9 NARIs Role m the Future VISIon and MISSIOn FormulatIOn
395 ExerCIse 9 Worksheet (Part I)
3 9 6 ExercIse 9 Worksheet (Part II)
3 9 7 Strengths and Weaknesses of Day Three
3 9 8 GUIdelInes to ProVIde Feedback on the Workshop
3 9 9 PAPA-FIrst stage
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Strategic Planning

DAY THREE - Tentative Schedule

08 30 - 09 00 Opemng of the Day's ActIvItIes

09 00 - 10 30 SessIOn 8 InstItutIOnal Performance Assessment
(PresentatIOn and exerCIse 8)

10 30 - 10 45 Tea/Coffee Break

1045 - 1200 SessIOn 8 (Contmued)

1200 - 13 00 SessIOn 9 NARIs Role m the Future VISIOn and MIssIon FormulatIOn
(PresentatIon and exerCIse 9)

13:00 - 14:00 Lunch

1400 - 15 15 SessIOn 9 (Contmued)

15 15 - 15 30 Tea/Coffee Break

15 30 -1700 SessIOn 9 (Contmued)

1700 - 17 30 Feedback on the Day's ActIVItIes and PAPA
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DAY THREE - Checklist for Trainers

Handouts

3 8 1 OvervIew of Day Three
3 8 2 Tentative Schedule of Day Three
3 8 3 InStitutIOnal Performance Assessment (text)
3 84 InStitutIOnal Assessment An OvervIew of the Process (text)
3 8 5 ExercIse 8 Institutional Performance Assessment
3 8 6 ExerCIse 8 Group A OrgamzatIOnal Autonomy
387 ExerCIse 8 Group A LeadershIp
3 8 8 ExerCIse 8 Group B Management and AdmmistratIOn
3 8 9 ExerCIse 8 Group B CommerCIal OnentatIOn
3 8 10 ExerCIse 8 Group C Consumer OnentatIOn
3 8 11 ExerCIse 8 Group C Techmcal CapabIlIty
3 8 12 ExerCIse 8 Group D Developmg and Mamtammg Staff
3 8 13 ExerCIse 8 Group D OrgamzatIOnal Culture
3 8 14 ExerCIse 8 Group D Interactions wIth Key External InStitutIOns
391 NARIs Role m the Future VIsIon and MIsSIOn FormulatIOn (text)
392 Formulatmg the MISSIon (text)
3 9 3 Concepts of VISIon and MIsSIon (summary)
394 ExerCIse 9 NARIs Role m the Future VISIon and MIsSIOn FormulatIon
3 9 5 ExerCIse 9 Worksheet (Part I)
3 9 6 ExerCIse 9 Worksheet (Part II)
3 9 7 Strengths and Weaknesses of Day Three
3 9 8 GUIdelInes to PrOVIde Feedback on the Workshop
399 PAPA-FIrst Stage

Overheads

Yes No
./ ./

0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0
0 0

381
382
383
384
385
386
387
388
389

Objectives of Day Three
Schedule of Day Three
Objective of SeSSIOn 8
InstitutIOnal Performance Assessment
Performance Category
Performance Categones for InstItutIOnal Assessment
OrgamzatIOnal Autonomy
LeadershIp
EffectIve Management

o
o
o
o
o
o
o
o
o

o
o
o
o
o
o
o
o
o
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Yes No
.,/ .,/

3 8 10 Key AdmInIstratIOn D D
3 8 11 CommercIal Onentatlon D D
3 8 12 Consumer OnentatIon D D
3 8 13 OrganIzatIOnal Culture D D
3 8 14 InteractIOns WIth Key External InstItutIons D D
3 8 15 Example of Performance Category IndIcators (I) D D
3 8 16 Example of Performance Category IndIcators (II) D D
391 ObjectIves of SessIOn 9 D D
392 VISIOn and MIssIon D D
393 VISIon D D
394 VIsIonmg 0 0
395 The Essence of Successful OrganIzatIOnal VISIOnIng 0 0
396 Why Should OrganIZatIons Develop a VlSlon? D 0
397 Formulatmg the VISIon D D
398 A PlannIng Companson D D
399 MIssIon and MISSIon Statement 0 D
39 10 Name Isn't EverythIng 0 0
3 9 11 Components of a MIssIon Statement 0 0
3912 QuestIons to Answer m the MIssIOn Statement 0 0
3 9 13 AnalysIs D D
3914 HIerarchIcal ClaSSIfIcatIOn ofEMBRAPA's ObjectIves D D

Materials

• Overhead projector 0 0
• Projector screen 0 0
• Fhpchart stands (mInImUm 2) 0 0
• Fhpchart paper/pads (about 10 per day) 0 0
• Markers for wntIng on newspnnt 0 0
• Markers for wntmg on transparencIes 0 0
• Blank transparencIes 0 0
• Stapler 0 D
• Tape (strong maskmg tape and regular tape) D D
• Push pInS 0 0
• Glue D D
• PencIls/notepads/pens D D
• PencIl sharpeners D D
• ExtensIon cords 0 0
• CertIfIcates D D
• PhotocopyIng facIhties D D
• Spare bulbs for overhead projector D D
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Extra notepads and pens
SCIssors
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Yes No
./ ./

D D
D D
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DAY THREE

PRE-SESSION

OBJECTIVES

OPENING

SESSION 8

OBJECTIVE

PROCEDURE

PRESENTATION

Strategic Plannmg

Da, 31Sesswn 8
Instructwns to Tramers

Session 8
Institutional Performance
Assessment

InstructIons to TraIners

08 30 - 09 00 OpenIng of the Day's ActIvItIes

- RevIew of the prevIous day's actIvItIes

- Summary of the evaluatIOn of the prevIous day

- OverVIew of the day's actIvItIes

By the end of thIS pre-sessIon, the partIcIpants WIll be able
to do the followmg

• Assess the progress of the workshop

• SummarIze the ObjectIves and agenda for the day's ac­
tIvItIes

InvIte a volunteer to reVIew the prevIOUS day's actIvItIes (10
mmutes)

SummarIze the evaluatIOn of the prevIOUS day (10 mmutes)

DIstrIbute the overVIew and the schedule for day three to the
partICIpants (handouts 3 8 1 and 3 8 2) RevIew the objec­
tIves and schedule, usmg overheads 38 1 and 3 8 2 Ask If
clarIfIcatIOns are needed (10 mmutes)

09 00 - 1030 SeSSIOn 8 InstItutIonal Performance As­
sessment

10 30 - 10 45 Tea/Coffee Break

1045 -1200 SeSSIOn 8 (ContInued)

By the end of thIS seSSIOn the partICIpants WIll be able to do
the followmg

• Explam mstitutional performance assessment

Use overhead 383 to present the objectIve

Trammg techmques presentatIOn, group process

(expenence) GIve a brIef presentatIOn focusmg on mstItu­
tIOnal performance assessment Use handouts 383 and
3 8 4 as background mformation for the presentatIOn Over­
heads 3 8 4 through 3 8 16 support the presentatIon DIstnb­
ute handouts 383 and 3 84 (15 mmutes)
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EXERCISE 8 ExerCIse 8 Institutional performance assessment (2
hours 25 mmutes)

Dlstnbute handout 3 8 5 to all the partIcIpants InvIte a
volunteer to read handout 3 8 5 aloud ThIS gIves clear
InstructIOn for the exerCIse Go over the InstructIOns
step by step EmphaSIze and remInd the partIcIpants
about the tIme Ask If any clanflcatIOns are needed (5
mmutes)

Phase 1 Group work (1 hour 20 1TIlnutes)

2 (experzence) DIVIde the partICIpants Into four groups
and ask each group to elect a rapporteur Note that the
groups WIll read handouts 3 8 3 and 3 8 4 Each group
then receIves dIfferent handouts for the exerCIse DIS­
tnbute the handouts to the groups as follows (20 1TIln­
utes)

• Group A

handout 3 8 6 - OrgaOlzatIOnal Autonomy

handout 3 8 7 - LeadershIp

• Group B

handout 3 8 8 - Management and AdmIOlstratIOn

handout 3 8 9 - CommerCIal Onentatlon

• Group C

handout 3 8 10 - Consumer Onentatlon

handout 38 11 - TechOlcal CapabIlIty

• Group D

handout 3 8 12 - DevelopIng and MaIntaInIng Staff

handout 3 8 13 - OrgaOlzatIOnal Culture

handout 3 8 14 - Interactions wIth Key External
InstitutIOns

3 (experzence) As the groups work, CIrculate from group
to group to check theIr progress Clanfy any concerns
they may have whIle workIng Be sure to remInd them
of the time remaInIng In the exerCIse (60 mInutes)

Phase 2 ReportIng and dISCUSSIOn (60 mInutes)

4 (process, generalzze) The rapporteurs present theIr
group's results to the audIence Each rapporteur has
approxImately fIve mInutes to present Address speCIfIC

•
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Issues, such as leadershIp, and promote dIScussIon after
each presentatIon Comment on the results, highlIghtmg
lessons learned regardmg performance assessment

5 (process, generalzze) Ask the partICIpants questions such
as "How dId you feel domg thIS exercIse?" and "What dId
you learn?" to faCIlItate dIScussIon of the process

CLOSURE (applzcatzon) Ask the partIcIpants "What mIght you do
dIfferently m your Job as a result of what you have
learned?" (5 mmutes)

2 Make a transItIOn to the next seSSIOn
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DAY THREE

Dm 3/Seswm 8
InstructlOm to Tramen

Session 8
Summary of Overheads

Objectives of Day Three

1 Explain Ins1l1utlonal performance ue••men1

2 Discuss concept. of vlalon and mlulon

3 Formulate a vision and mission atatement tor. national
agricultural re.earch InsUtutlon

381

Institutional Performance Assessment

• An essentlal.lement to determine the degree
of achievement of the objectives set In the strategic::
!!Ind operational planning stages

• Deals with the quality of management condrtlons
established and management processes that occur

384

Organizational Autonomy

lJ Degree of Independence from govemmentaland
regulatory agencies

[J Power to make decisions on important matters

[:J Adequate level 0' l!Iutonomy-prerequlstte for
suceess of Institutions

387

Key Administration

AdmlnlstntJon proVides cle.r policies andprocedures
to IWguIlItellnd guldB.ctlons of msnllgtlment

Organizations need _ffectlve sUbsystems tor

perlonnel
budgot
KeO ntlng
11 11m gment
proeur ment ot uppll d rvl
man 9 m tl t rm tl n V t m
mit cern gmt

t dl entry ontol

3810

StrategIc Plannmg

Schedule of Day Three

..~, '00' o~ I 9 rIM o.Y' Activit!

"." to 30 .... e In tltut! nat p.,lorm nc It Humfllt-_....
1045 1200 .... • (e ti od)

1200 1300 .... gNARl Rol i tMF t Vii nd., Ion F m IMion.....
1400 1515 .. 10 g Ie II d)..-.-
1530 IT 00 S I g (Co tll'll.l.clj

1700 1730 F..db.cll ItI D y' A t1v1t! and PAPA

--
382

Performance Category

• Set 01 related skills procedures and
capabilities which define a particular area
of Institutional function or performlnce

• Describes a generalization or pattern of
performlnee which can be observed or
verified though research

385

Leadership

EffectJve teadershlp IS necessary and
Important at aI/levels of an organizatIon

• Provide villon nd ml lion
• P vld. nns t direcU
• Ell, b11 hu good communiCIIUon d I fl en
• Engag .In til m bulldl g
• In pi dmtivt.
• Demo trat•• tlrm d f I lre tmenl
• Sh w commitm nt. d d~lcati

• Demon trate. comp lenc: and II h rdw rid g
• I po IUv energ UC ddy ml
• Stlt. po.lllY mpl (po lti rot m d ()
• Encoul1lge. problem-solvl g vlro m t

388

Commercial Orientation

Concern for

" cost effectiveness
n value for money
I"l operating effICiency
o quality control
LJ clear and 8udltable finanCial records
n budget control
, tariff structure

3 8 11

Objective of Session 8

• Explain Institutional performance assessment

383

Performance Categories tor Instnutlonal Assessment

1 Organizetlonal autonomy

2 Loodershlp

3 Mlnagement and administration

4 Commercial orientation

5 Consumer Orientation

6 Technlcol eopobllhy

7 Developing and maintaining staff

8 OrganlzlUonal culture

9 Interactions with key external institutions

386

Effective Management

MlInafo·:;,'::,:[,:~n::Jc~C~·/~;::'~:'UIC.S

Good Managers
• have a clear sense ot goals and priorities
• are aware 01 operational details
• systematically plan Implement monitor
• coordinate and control activities
• decentralize and delegate
• develop teamwork cooperation and good

communication
• set and use performance Indicators and standards

to eVlluate performance

389

Consumer Orientation

• Primary functlon-servlng consumers

• CnenVconlumw awarene..-Importlnt factor in an
decisions and actions

• Create mNns for effllCtlve int••ctlon with
consumers

• Quick r••pon•• 10 complaints and suggnUons from
consumerll

• Build and proJect. pollHlv. image or the Institution

3812
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DAY THREE Session 8
Summary of Overheads

Organizational Culture Interactions With Key External Institutions Example 01 Performance Category Indicators (I)

Performance Indicators measures and standards

El!!llZII
To be ut Intemilly 01' utetn lIy Ind I. ,..laUy

1 IIIlI'l'Il!lmI
I orIettd low rd prod Ing Ita which mCIV11
w rtc tow rd ,""Ung gOilI

o Set of value. and norms which Inform and guide
everyday actlona

o Pattern of shared belief. and assumptions which
translate Into obaervable beh vlar

o How organizations dol with change Q c '-Is

o Acceptance or Innovation and support of p altlve
deY I pmenw OR realstance to change at the coat
of overall organizational health

o Sen.. of pride In belonging to the organization

o FaclllUealook clean well maintained and anractlve

Capacity to lnfllMnCl podl IV nd
trtlteglcally I Ututlonl whk:h affKt tt

\
Politle..lly ml I try Iegl J U bodl..
Leg lIy -uul.tory ag.ncle
FIn oolally lending au e.., budget, lte

I
Ability to Inftuence nd ad pi to thl

xtemld eUti to .chl• ...,.ltIi 110111
Low MIIdl m High

3813

ExBmple 01 PBrformBncB CBIBgOry IndlcBlors (II)

hrforrntlnce IndlClltor. me••ur.a and standard,

2.1Illl:l!ll3
Show...n.' or dyn ml m nd In rgy In Iv.ryd y conllct
wtthothet'l=}Ao In,he p,ovlou. ove,he.d

3816
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Handout - Overview of Day Three

Strategic Planning

Objectives

By the end of the day the participants will be able to do the followmg
1 Explam mstltutlOnal performance asessment
2 DIscuss the concepts of VISIOn and mission
3 Formulate a VISIOn and miSSIon statement for a natIOnal agncultural research

InstItutIon

Handouts

3 8 1 Overview of Day Three
382 Tentative Schedule of Day Three
383 InstItutIOnal Performance Assessment (text)
3 84 InstItutIOnal Assessment An Overview of the Process (text)
3 8 5 ExercIse 8 InstItutIOnal Performance Assessment
3 8 6 ExercIse 8 Group A OrgaOlzatlOnal Autonomy
3 8 7 ExercIse 8 Group A Leadership
3 8 8 ExerCise 8 Group B Management and AdmmIstratlOn
3 8 9 ExercIse 8 Group B CommercIal OnentatlOn
3 8 10 ExercIse 8 Group C Consumer OnentatlOn
3 8 11 ExercIse 8 Group C TechOlcal CapabIlIty
3812 ExercIse 8 Group D Developmg and MamtaInmg Staff
3 8 13 ExercIse 8 Group D OrgaOlzatlOnal Culture
3 8 14 ExerCise 8 Group D InteractIOns With Key External InstitutIOns
39 1 NARIs Role m the Future VlSlon and MISSIon Formulation (text)
392 Formulatmg the MISSIOn (text)
3 9 3 Concepts of VISIOn and MISSIon (summary)
394 ExercIse 9 NARIs Role In the Future VlSlon and MISSion FormulatIOn
3 9 5 ExerCIse 9 Worksheet (Part I)
3 9 6 ExerCise 9 Worksheet (Part II)
3 9 7 Strengths and Weaknesses of Day Three
3 9 8 GUIdelInes to ProVIde Feedback on the Workshop
3 9 9 PAPA-First stage
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Handout - Tentative Schedule of Day Three

Strategic Planning

08 30 - 09 00 Opemng of the Day's ActIvItIes

09 00 - 10 30 SessIon 8 InstItutIonal Performance Assessment
(PresentatIon and exerCIse 8)

1030 - 1045 Tea/Coffee Break

10 45 - 12 00 SessIOn 8 (ContlDued)

1200 -1300 SessIOn 9 NARIs Role lD the Future VIsIon and MIssIOn FormulatIon
(PresentatIOn and exerCIse 9)

13:00 - 14:00 Lunch

1400 - 15 15 SessIOn 9 (ContlDued)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 SessIOn 9 (ContlDued)

1700 - 17 30 Feedback on the Day's ActIvItIes and PAPA
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Institutional Performance Assessment

Introduction

Performance assessment IS an essential element 10 the determmatIOn of the degree of achIevement
of the objectIves set 10 the strategIc and operatIOnal planmng stages

Performance assessment of mstitutIOns, orgamzatIOns or, agencIes deals wIth the qualIty of the
management condItIons establIshed or avaIlable, and the management processes that occur contmu­
ously 10 the orgamzatIOns as they conduct theIr busmess In thIS case, the NARS and ItS dIrectorate
and associated orgamzatIOns constItute the mstItutIOns for whIch the performance IS bemg assessed

Performance of the NARS IS based on the outputs delIvered and the Impacts generated But
performance also needs to be evaluated 10 terms of the ObjectIves and targets set at the planmng stage
and dunng operatIOn

Performance of the mdividual mstItutIOns IS a cntIcal determmant of the performance of the NARS
as a whole

Performance Categories1

A performance category IS a set of related SkIlls, procedures, and capabIlIties WhICh defIne a
partIcular area of InstItutIOnal functIOn or performance It descnbes a generalIzatIOn or pattern
ofperformance, WhICh can be observed or venfled through research For purposes of InstItutIOnal
assessment, a performance category IS a major area of enqUIry, such as the follOWIng

• orgamzatIOnal autonomy

• leadershIp

• management and admimstratIon

• commercIal onentatIOn

• consumer onentatIOn

• techmcal capabIlIty

• develop109 and mamtammg staff

• orgamzatIOnal culture

• mteractIons WIth key external mstitutions

DeSCription of Performance Categories

Orgamzatlonal autonomy
OrgamzatIOnal autonomy reflects an orgamzatIOn' Sdegree of freedom and mdependence to conduct
Its affairs and meet Its responSIbIlIties WIth mmImum mterference and control by other entItIes The
orgamzatIOn mamtams the authonty to make deCISIOns on Important matters budget, revenues, hmng
levels, pay and mcentives, control of personnel, mstitutIOnal polICIes, and so on

Extracted from CullIvan D et al 1988 GUIdelines for instItutiOnal assessment-Water and waste water instItutiOns
Water and SamtatlOn for Health Project (WASH) Techmcal Report No 37 ArlIngton VA USA Water and SamtatlOn
for Health Project
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LeadershIp

The abilIty to inspire others to understand the institutIOn's miSSIOn, to commit themselves toward
that miSSIOn, and to work toward ItS fulfillment Leadership goes well beyond proficiency m
management skills An institutIOn needs effective leadership at many different levels to perform It~

functIOns m a competent manner

EffectIve leaders serve as positive role models, motIvate managers and staff, and help transform the
mstitutlOn by makmg It actIve, energetIc, and vIsIOnary, and by ensunng that the sum of ItS parts IS
greater than the whole

Management and administratIon

Management IS orgamzmg people and resources to accomplIsh the work of the mstItutlOn EffectIve

management IS demonstrated by the capacIty to get the most out of the resources aVaIlable (human
and other) 10 a delIberate or planned manner Good managers have a clear sense ofgoals and pnontIes,
they know who to rely on to get a Job done and how to delegate to them the means to do so, they are
aware of operatIonal detaIls, they momtor actIvItIes and follow-up conSIstently An effectIve
management clImate IS charactenzed by teamwork, cooperatIOn, and good commumcatIon among
the staff

The counterpart to management SkIlls IS the eXIstence and use of key admInIstratIve systems These
are the pohcles and procedures whIch regulate and gUIde the actIOns of management The mature
orgamzatlOn has deSIgned or evolved effectIve subsystems such as personnel, budget, accountmg
financIal management, commercIal procurement, and management mformatlOn systems

Commercial orIentation

CommercIal onentatIOn IS the degree to whIch actIOns m an mstltutlon are dnven by cost effectIveness
and operatIng efficIency ThIS onentatlOn can be vIewed at pohcy and operatIonal levels, both of
whIch are Important

CommercIal onentatlOn IS Important at the pohcy level, even If sIgmfIcant revenues are routmely
denved through subSIdIes SubSIdIes, If any, should be IdentifIed and tIed to specIfic areas for WhICh
the controlhng authonty has taken a polItical deCISIon to SUbSIdIze, rather than proVIde a blanket
SUbSIdy OperatIOnally, everyday activItIes are gUIded by qualIty standards and by constant attentIOn
to cost factors-achlevmg the best value for money spent

Consumer orIentatIon

Consumer OrIentatIOn IS orgamzmg and dlrectmg the servIces of an mstItutIon toward the consumers
or end-users Staff of an effectIve mstltutlOn see servmg consumers as theIr pnmary functIOn All
actIVItIes, all programs, all mnovatlOns are dIrected toward greater effiCIency, effectIveness, and
eqUIty m serVIce to the consumer Staff at every level are aware of thIS consumer onentatlOn and see
It as a pOSItIve mfluence over theIr Important daIly operatIOnal deCISIons and actIOns

EffectIve mstltutlons have workable means whereby consumers can mteract WIth them These may
mclude emergency outlets or "hot lInes," clearly IdentIfIed channels for the arbItration of dIsputed
bills or serVIce, means for mterested consumers to make suggestIOns to mfluence overall polIcy, and
so on Where consumensm IS absent, appropnate, polItIcally acceptable means are employed to attam
an effectIve level of consumer protectIon In the InstItutIon

Technical capability

Techmcal capabIlIty IS the measure of the InstItutIon's competence In conductIng the techmcal work
reqUIred to carry out the responsIbIlItIes of the InstItutIOn Most of thIS techmcal work IS performed
dIrectly by skIlled, qualIfied employees, but outSIde speCIalIsts (such as contractors), whose work IS
supervIsed by the InstItution's staff, may be used where approprIate
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Developmg and mamtammg staff

DevelopIng and maIntaInIng staff Include those activIties geared toward recrUItIng staff, provIdIng
SkIlls for Job performance and profeSSIOnal growth, and provIdIng adequate Job satisfactIOn, wages,
and benefits to retaIn competent personnel

EffectIve InstItutions develop and maIntaIn theIr personnel so that there IS a mInimUm of unwanted
turnover ThIs can be accomplIshed through formal and Informal tralOIng, apprentIceshIps, and
rotatIOn In addItIOn to a regular process of skills transfer, effective InstItutIOns maIntaIn staff by
provIdIng suffiCIent InCentIves, compensatIOn, employee benefits, and promotIOn opportumtles
InstItutIons that develop and malOtalO staff belIeve that people are theIr most Important asset There
IS a constant emphaSIS on learmng

Organlzahonalcuffure

OrgamzatIOnal culture IS the set of values and norms whIch lOform and gUIde everyday actions In an
lOstItutIOn The culture forms a pattern of shared belIefs and assumptIons, WhICh translate lOto
observable behaVIOr

An orgamzatIon's culture IS conveyed 10 a number of Intended and umntended ways Although often
unstated, cultural belIefs, behaVIOrs, and assumptIons serve as powerful means for defimng and
JustIfylOg orgamzatIOnal operations-elther 10 pOSItIve or negative ways

Another factor 10 orgamzatIOnal culture IS how the InstitutIOn deals With change or cnSlS When a
major change is lOtroduced (e g new technology, orgamzatIOnal restructunng, new leadershIp),
people are often reqUIred to alter the way they operate It IS important to know how the orgamzatIOn
responds to new systems or personnel Does It realIgn ItS forces pOSItIvely to support lOnovatIOn? Or
IS It hIghly reSIstant to change? The answer IS an lOdlcatlon of the overall orgamzatIOnal health

The orgamzatIOn WIth a pOSitIve culture has a clear sense of mISSIOn and IdentIty People take pnde
In belonglOg to the group and enJoy a sense of history of the orgamzatIOn, WhICh is passed on from
old to new employees

Interactions With key external mstltutlons

The orgamzatIOn's capaCIty to Influence pOSitIvely and strategIcally those mstltutIOns WhICh affect
ItS finanCial, polItIcal, and legal abilIty to perform forms the essence of thIS category

Many entItIes m the external enVIronment affect and lOfluence the performance of an agency or
orgamzatIOn These lOclude polItIcal (parent mlmstry and legislatIve bodIes), finanCial (lendmg
sources and budget/finance mlmstry), and regulatory (state/provlOcial government agenCIes) entIties
An effectIve orgamzatIOn has the abIlIty to Influence and adapt to these external entItles to achIeve
ItS goals ThIS IS accomplIshed by antlclpatlOg actIVIties WhIch mIght affect the InstItutIOn and
establIshlOg strategIes to deal WIth them

Performance Indicators

Performance Indicators are a set of speCIfic, measurable behaVIors or procedures related to a
performance category WhICh, when analyzed together, lOdIcate the degree to WhICh competence
standards are met 10 the performance category By observlOg the successful performance of currently
operatlOg lOstItUtIons, the performance IndIcators can be determlOed Examples of performance
mdlcators are proVIded 10 ExerCIse 8
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Institutional Assessment:
An Overview of the Process1

The Process of Institutional Assessment Procedures

The major steps In InstItutIOnal performance assessment are shown In Table 1 It IS the sponsor's task
to carry out steps I through 3 pnor to the arnval of the assessment team The results of these steps
need to be commumcated to the team and bUIlt Into theIr scope of work The team carnes out steps
4 through 6

All the InfOrmatIOn that can be found should be assembled Less InfOrmatIOn/data collectIOn may
present a false pIcture In the final assessment

Steps 7 and 8 of the model are desIgnhmplementatIOn steps and, as such, go beyond the scope of the
InstItutIOnal assessment model They are Included here to show the sequence and relatIOnshIp between
InstItutIOnal assessment and Improvement actIvItIes

The remaInder of thIS sectIOn IS Intended to provIde an overVIew of each of the steps outlIned above
In the rest of the document, the focus WIll be maInly on the steps Involved In InstItutIOnal assessment
(steps 4,5, and 6)

Step 1 Assess output measures

ThIS step IS a preparatory work phase deSIgned to determIne whether there IS a need for InstItutIonal
assessment In thIS pre-assessment step, one way to determIne the effectIveness of the InstItutIOn
WIthout lookIng InSIde IS to examIne ItS product or output ThIS can be done by determInIng a senes
of output measures and companng performance agaInst these measures If the companson of output
measures agaInst performance suggests problems, then It becomes necessary to look InSIde the
InstItutIon to see what mIght be causIng the problems In thIS context, "lookIng InSIde the InstItutIOn"
IS the InstItutIonal assessment

The assumptIOn here IS that, gIven a world WIth lImIted resources, planners need to conduct an InItIal
assessment of external IndIcators to gauge the present level of InstItutIonal effectIveness If the level
appears to be satIsfactory, then a deCISIon may be made to use the avaIlable resources to aSSIst other
InstItutIons or InstItutIOnal clusters that may be more In need of aSSIstance Such a determInatIOn can
be made by evaluatIng data proVIded by the InstItutIOn, accordIng to a senes of output measures (e g ,
debt-eqUIty ratIO)

Once thIS pre-assessment step has been completed, a go/no go deCISIOn needs to be made ThIS kInd
of deCISIOn WIll never be SImple, as It WIll be based on a blend of output measures, many of WhICh
have dIfferent standards dependIng on whIch part of the world a partIcular InstItutIon IS located In
The data may have to be Interpreted In a comparatIve manner (1 e ,How do other SImIlar InstItutIOns
In thIS country or geographIC area compare? Is thIS the InstItutIon whIch can best benefit by an
InstItutIOnal assessment actIvIty?) Of course If a major InfUSIOn of funds IS beIng conSIdered for a
partIcular proJect, then It makes sense to do an InstItutIOnal assessment In order to make the best use
of any concomItant InstItutIonal strengthenIng actIVItIes

Extracted from Culhvan D et al 1988 GUldehnes for instItutIOnal assessment-Water and waste water instItutIOns
Water and Samtatlon for Health Project (WASH) Techmcal Report No 37 Arhngton VA USA Water and SamtatlOn
for Health Project
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Table 1 Major Steps In Institutional Performance Assessment

Step Task Party Responsible

1 Assess output • Imtlal discussions with institutional leadershlplldea Sponsor/donor

measures promotion
Preliminary data collection of output measures
AnalysIs of outputs
Determine need for institutional assessment

• Make go/no go decision

2 Reach agreement Explain process In detail to decIsion makers and Sponsor/donor
with institution achieve agreement and clarity on expectations

of end products
- Discuss miSSion of the institutional assessment team
and agree on goals and scope

• Develop written scope of work
• Determine team compOSition

3 Prepare institution DISCUSS arrangements with key managers In Sponsor/donor
for team entry institutions and form review committee with

concurrence from top
Make arrangements for team's entry meeting with
top management

4 Collect data • Team meets with top management and review Team
committee to begin process and clarify scope
of assessment work

- Use a variety of methods interview, observation,
Job audits, literature reView, survey Instruments
Take diagonal "shce" of organrzatlon

5 Analyze data Independent analysis by each team member Team
Team analYSIS

• Look for major patterns and themes
• Share Inrtlal analySIS with organrzatlonal

review commltteelieadershlp

6 Diagnose strengths - Compare patternslthemes against performance Team
and weaknesses - Prepare written profile (detailed)

Present analySIS to appropriate deCISion makers
and organrzatlon

Post-AnalySIS Next Steps

7 DeSign project or - Plan With client institution needed Sponsor/donor
development actiVity • Project or Improvement actiVities based

upon diagnosis, priority problems, and resources

8 Implement institutional Implement such actiVities as proposed and Sponsorlinstltutlonl
strengthenrng actiVity agreed upon consultant as needed

Note "sponsor" IS the donor/lender agency WhICh funds the InstItutIOnal assessment actIVIty, "team"
IS the outSIde assessment team, "InStitutIOn" IS the NARS orgamzatlon bemg assessed "Orgamza­
tIOn" and "InstItutIOn" are used Interchangeably
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Dunng thIS phase, It w111 be necessary for the sponsor of the assessment to enter mto a prehmmary
dIscussIOn wIth the mstitutIOn to obtam the necessary mformatIOn IndIcatIOns of Interest by the
mstitutIOn 10 thIS actIvity should be determmed at thIS pomt Assummg that a declSlon has been made
to do an mstItutIOnal assessment, the next step IS for the assessment team to enter mto a dIalogue
WhICh w111 determme and explam the scope of work to the organIZatIOn and further determme If It IS
possIble to conduct the actlVlty

Step 2 Reach agreement with institution

GIven the prehmmary mterest demonstrated by the mstItutIOn, the next step IS to dISCUSS the
mstitutIOnal assessment 10 detal1 wIth key management and obtam a commItment to proceed
DecIsIon makers 10 a partIcular mstitutIOn may agree to an assessment process for any number of
reasons It IS essentIal that they enter mto thIS actIvIty as wIlhng and understandmg partners Benefits
and expected outcomes should be explamed In developmg these agreements wIth the organIzation,
every effort should be made to make It a truly collaboratIve effort ThIS often reqUIres some gIve and
take

DecISIon makers w111 need to understand that the assessment team wIll reqUIre access to a broad range
of mstItutional mformatIOn and staff A scope of work should be wntten and agreed to by the
management At the same tIme, specIfIC reqUIrements for team leadershIp should be determmed
DISCUSSIons and arrangements to secure the proper team and team leader should be made wIth the
appropnate headquarters of the sponsonng agency

There are certam SkIlls and knowledge WhICh all team members must have 10 order to carry out the
assIgnment These mclude expenence and/or demonstrated SkIlls 10

• data-gatherIng technIques, especIally mtervIewmg

• development perspective/project development

• cross-cultural senSItIVIty

A mmImum of three persons IS reqUIred for an m-depth assessment For larger mstItutIOns, four may
be necessary, for smaller mstitutIOns or rapId assessments, two persons may be adequate The
combmed SkIlls of the team should mclude the followmg subject areas and background, represented
at a professIOnal level of expenence

• organIZatIOnal/mstitutIOnal development and trammg

• economIC and finanCIal SkIlls

AddItional or useful SkIlls on the team mclude socIal and benefiCIary analySIS, stores and supphes,
evaluatIon of development projects, pohcy analYSIS, management sCIences, and health expenence

Step 3 Prepare the institution for team entry

At thIS pomt, there IS an agreement 10 pnnciple between the sponsor and the mstitutIOn to proceed
Dunng the prehmmary talks, the focus was on a general understandmg of the process of mstItutIOnal
assessment, the benefits to all concerned partIes, and the ultimate end product The next step IS to
reach specIfic arrangements and detaIled understandmgs, to ensure that the actIvIty IS managed
smoothly and the team IS able to conduct an IntensIve aCtiVIty In a relatively short tIme It IS Important
that key officIals understand the speCIfic commItments reqUIred of them at thIS POInt

Some speCIfIC procedures need to be clarIfied and agreed upon These Include (at least) the followmg

• Who WIll be performmg the mstItutIOnal assessment work and when?

• Who IS the team leader?

• What are the performance categones and mdicators be109 used?

• What assIstance IS the mstItutIOn expected to prOVIde?
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• What tIme penod WIll It reqUIre?

• What checkpomts are there?

• When wIll data be shared and wIth whom?

• What results WIll be shared wIth people from the mstItutIon who partICIpate m the process?

These questIOns WIll be answered at a meetmg wIth all the major mterested partIes (who may serve
on a reVIeW committee, set up dunng the assessment to revIew and gUIde the team's work) It IS useful
to follow up thIS meetmg WIth a short, wntten confirmatIOn of agreements about key Issues

Step 4 Collect data

InstItutIonal assessment actIvItIes can best be carned out by a multIdIscIphnary team The team WIll
use a vanety of data collectIOn methods, mcludmg mtervIewmg, observatIOn, Job audIts, lIterature

reVIew, and SImple surveys Data can be gathered from a dIagonal cross-sectIOn of the InstItutIon by
examInIng dIfferent levels of the organIzatIOn as well as dIfferent departments Knowledgeable
InstItutIOnal "mslders" can be key m the plannIng for thIS stage, as they can help defIne these dIagonal
shces In addItIon, the data collectIon phase needs to be deSIgned to proVIde suffiCIent InformatIon
about each of the performance categones

The most dIfficult task for the mstltutlOnal assessment team at thIS POInt, espeCIally If It IS very
expenenced, IS to aVOId premature Judgments (e g , "Oh yes, thIS IS Just lIke ") Such prelImmary
Judgments should not be shared among team members as they go about the data collectIOn process
The data must be allowed to emerge, and must not be evaluated too qUIckly or forced mto
preconceIved categones dunng thIS phase

GIVIng mstant adVIce whIle gathenng data IS another temptatIOn to be aVOIded ThIS, of course,
however well Intended, defeats the whole process of InstItutIOnal assessment and turns It Into
IndIVIdualIzed expert consultIng

Data collectIOn may take anywhere from one to three weeks, dependIng on the SIze of the team and
the compleXIty of the mstItutIon

Step 5 Analyze data

After the data IS collected, an analySIS phase begms The first step m thIS process reqUIres that each
team member conduct an analySIS mdIvIdually In dOIng thIS, one SIfts through the data lookIng for
SIgnIficant patterns and themes The team members then come together to share theIr mdlVldual
analyses and to develop some shared patterns and themes ThIS approach normally generates a
substantIal amount of SIgnIficant data Important patterns generally emerge In the early team
meetIngs

At thIS POInt, the results of the InItIal data analySIS can be shared WIth key deCISIon makers WIthIn
the InstItutIOn TheIr reactIons and comments may help to strengthen and clanfy the Imtlal data
analySIS It also helps to keep them Involved at Important phases of the process

Step 6 Diagnose strengths and weaknesses

Once the data analySIS IS reasonably complete, the patterns and themes WhICh emerged are sorted
and placed under the relevant performance categones The team then analyzes the data for eVIdence
to support hIgh and low performance for each IndIcator After consldenng all the IndIcators In each
category, the team arnves at an overall assessment for each one The output of thIS process IS Intended
to proVIde a clear dIagnOSIS of strengths and weaknesses wIthm each area, as well as an overall
dIagnostIc companson among the vanous performance categones ThIS IS the output of the mstItu­
tlOnal assessment process, It should serve as a clear map for future actIOn to help the InstItutIOn buIld
upon ItS strengths and Improve upon ItS weaknesses
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ThIS fInal dIagnostic step should be done wIth key declSlon makers (possIbly the revIew commIttee)
In the InstItutIOn The best forum for shanng the results IS In a face-to-face meetIng near the end of
the InstitutIOnal assessment process ReactIOns and contnbutlOns by key staff may contnbute to some
final adjustments of the dIagnosIs and can help clear up ambIgUItieS

The analysIs and dIagnostIc steps can take from three to SIX days, dependIng on the number of team
members and the complexIty of the organIZatIOn

Steps 7 and 8 Design and Implement Improvements

These particular steps occur after the InstItutIOnal assessment has been completed and, as such, they
go beyond the scope of thIS document They are Included here only to POInt out the relatIonshIp
between dIagnOSIs, deSIgn, and project Improvement actIVItIes USIng the dIagnOSIS WhICh emerges
from thiS process allows for a much more focused approach to InstitutIOnal strengthemng It helps
aVOId projects In WhICh deSIgn and project actIVItIes are undertaken WIthout adequate dIagnosIs, and
WhICh result In relatIvely parochIal or IneffectIve Improvement deSIgns

Managing the Relationship With the Institution

The Importance ofthe relationshIp WIth the InstitutIOn IS clear from the descnptIon of the steps above
BegInnIng that relatIOnshIp and managIng It well are cntIcal to the ImplementatIOn of an effectIve
InstItutIOnal assessment process The purpose of thIS sectIOn IS to proVIde practical suggestIOns whIch
WIll help an assessment team manage the relationshIp WIth the InstItutIOn beIng assessed If followed,
these suggested actIons WIll help ensure a relatIOnshIp WIth the InstitutIOn whIch IS as productIve as
pOSSIble

InstitutIOnal assessment needs to be seen by everyone Involved as a pOSItIve and benefiCIal force,
somethIng that WIll contnbute to the health and prOdUCtiVIty ofthe InstItutIOn All too often the words
"assessment" or "evaluatIOn" have taken on negatIve connotatIons, the words Imply future cntIcism
of the InstItutIOn's managers and the results are not used When the relatIOnshIp between the
assessment team and the InstItutIOn IS not well managed, resIstance IS encountered In addItIOn, the
valIdIty of the results may be questIOnable There are some actIOns that can be taken to aVOId thIS
SItuatIOn and to set up a pOSItIve and collaborative relatIOnshIp between the assessment team and
InstItutIOn

There are four stages for managmg the relatIOnshIp WIth the mstltutlOn bemg assessed (1) reachmg
mltIal agreement, (2) entry, (3) mamtamIng the relatIOnshIp, and (4) sharIng results and closure What
follows are some practIcal gUIdelInes under each stage

Reachmg mltlal agreement

ReachIng InItial understandIng and agreement IS a dIfficult task, fraught WIth the pOSSIbIlIty of
mISCOmmUnICatIOn ThIS IS espeCIally true m a development context, where wlthm the reason for the
assessment may be a condItIon for another development actIvIty whIch the key stakeholders m the
mstltutlon "really" want To complIcate thmgs further, the assessment team may come from a
dIfferent country or countnes, makIng face-to-face commUnIcatIOn dIfficult Here are some sugges­
tIOns

• Be sure to complete carefully the first three steps of the above outlIne, and reach a clear set of
understandmgs and agreements WIth InstItutIOnal deCISIon makers (even If the eXlstmg man­
agement style of for the top person IS to deCIde everythmg)

• If pOSSIble have the assessment team leader talk directly (by telephone or as part of another
to-country tnp) to the tOstttutlOn's director ThiS InItIal diSCUSSIon should address or reaffirm
many of the issues dIscussed above

• Some form of wntten commUnIcatIOn should follow the oral agreements made between the
InstitutIOn and the sponsor, descnbed above In steps 2 and 3 of the assessment procedures
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Entry

The entry strategy for the assessment team Involves an InItial meetIng between the team and the
InstItutIOn's dIrector (should be set up by the sponsor In step 3 of the procedures) The strategIc
plannIng reVIew commIttee may be present at thIS meetmg or not dependIng upon the management
style of the dIrector The output of thIS meetmg IS Intended to be a confirmation of the purpose,
procedures, and expected product of the mstitutlOnal assessment Ideally, If the team IS skIllful at
entenng the mstItutlOn and managmg the subsequent relatIOnshIp, It WIll also lead to real collaboratIOn
m the process

The InItIal meetmg between the team and the mstltutIon's top management should cover the
followmg

• ReIterate the overall purpose of the mstItutIOnal assessment, Its general benefits, the perform­
ance categones to be used, and what the ultImate product mIght look lIke and for what purpose
It WIll be used for

• Introduce the team members and the role they play m the process

• Explam the purposes of the dIfferent data-gathenng approaches what each IS meant to
accomphsh, and why

• IndIcate that It IS best to start the data-gathenng process by mtervlewmg the dIrector and other
key stakeholders, Ideally, thIS could be done shortly after the InItIal meetmg

• Agree on a couple of checkpomts dunng the two weeks when the assessment team (or team
leader) can have short meetmgs WIth the dIrector to venfy and follOW-Up mformatlOn obtamed

• SOhClt the dIrector's mput on what kmd of assessment mformatton would be partIcularly
helpful for the mstItutIOn at thIS tIme, gIven what the mstItutIOnal assessment process IS and IS
not able to produce

• Agree on what results are to be shared WIth whom and the form of the presentatIOn (oral reVIeW
and wntten summary)

• Agree on when the final meetmg WIth the dIrector WIll take place

Maintaining the relatIonshIp

To mamtam the relatIOnshIp

• Carry out the checkpomt meetmgs as agreed to m the first meetmg, or as needed

• Meet mformally WIth the dIrector and other key stakeholders ThIS could mclude mformal
lunches, staymg on at the end of the workday to allow easy mltIatIOn of dIscussIOns about "how
It'S gomg," perhaps an evenIng dmner or engagement

Sharing results and closure

Closure normally occurs after the data have been gathered, analyzed, and an mltlal dlagnobis occurs
FIrst, a meetmg WIth the dIrector needs to be scheduled where the results are reVIewed and reactIOns
are sought Then, It IS recommended that a final group meetmg be held With the dIrector and key
stakeholders to dISCUSS the InItIal results of the mstltuttonal assessment process That meetmg should
cover the followmg

• Summary debnefing about the mstItutIonal assessment process ThIS should mclude a reVIew
of the ongmal purpose, some mformatton about WhICh procedures were actually used, some
census data (what compnsed the actual dIagonal slIce of the organIZatIon, how many people
were mtervIewed, what documents were read, etc), some comments about the level of
cooperatIon, and sharmg of the InItIal data analySIS and dIagnOSIS
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• SufficIent time should be allowed for questIOns and answers, and dIScussIon The assessment
team should be careful to document thIS dISCUSSIon, smce Issues raIsed may lead dIrectly to a
clanficatIOn or alteratIOn of the dIagnosIs

• Agreement on what k10d of follow-up (wntten product or meet10gs wIth the sponsor) the
dIrector can expect as a result of the InstitutIOnal assessment and when It WIll occur

• Appropnate expreSSIons of gratitude

Methods for Data Collection

There are four pnmary data-gathenng techmques that are particularly appropnate for thIS InStitutIOnal
assessment model IntervIew1Og, pen and pencIl survey, lIterature reVIew, and observatIOn Us10g a
comb1OatIOn of all four techmques should provIde a reasonably complete pIcture of the 1OstitutIOn
Other techmques, such as sImply spend10g tIme "shadow1Og" managers or obserVIng a partIcular Job
10 depth (sometImes called ')ob audIts"), are also useful If tIme allows

Although It IS methodologIcally deSIrable to use all the techmques, It may not be possIble to do so
10 a partIcular 1OstitutIOnal assessment DeclSlons on WhICh techmques are to be used need to be
made, based on the InstItutIOnal context be10g exammed

What follows IS a bnef descnptIOn of each of the four pnmary data-gathenng techmques

InterVIewing

ApprOXImately two-thIrds of the 1Oformation collected WIll probably come from IntervIews Inter­
vIew10g IS a very powerful data-gathenng techmque It allows the IntervIewer to search for meamng
and value from the perspectIve of the 1OstitutIOnal 1Oformants Unclear Items can be followed up
ImmedIately, and reactIOns and Ideas need not be pre-categonzed (such as they are 10 survey
questIOnnaires) IntangIbles-such as the tone of the 1Oformation gIven, body language, reactIOns to
questions, and the pace of the office routIne-can be consIdered as observatIOns along WIth the
IntervIews IntervIeWIng IS labor IntensIve and demands SkIlls WhICh are often assumed and under­
estimated

In terms of sample SIze, everyone 10 a partIcular InstItutIOn does not need to be 10terviewed Rather,
It IS Important to 10terview a dIagonal and representatIve cross-sectIOn ofpersonnel from all the major
functIOns IntervIews should be scheduled at mnety-mmute 1Otervals, even though they may not last
that long TIme In the overall schedule needs to be left open, so addItIOnal 10terviews can be scheduled
later when the team IS more famIlIar WIth the 1OstitutIOn

It IS suggested that the IntervIew be dIVIded Into two parts After the IntroductIon, the first part should
be general In nature, allOWIng the respondents to volunteer Information WIthout beIng led In any way
by the IntervIewer The second part should be specIfic, probIng for InfOrmatIon about the dIfferent
performance categones that does not emerge from the general questIOns but IS Important The
follOWIng IS a general IntervIew approach WhICh can be used

a State the purpose and ratIonale for the IntervIew Include some InfOrmatIOn about how the data
IS gOIng to be used
Example "We are currently mvolved 10 collectmg data to assess how effectively (name of
InstitutIOn) IS operatmg Ultimately, the results of the process Will help direct actlvltIes to make
the InstitutIOn perform better The data from all the IntervIews Will eventually be put together,
If many people say the same th1Ogs, It WIll proVIde a pattern We WIll not IdentIfy who
contrIbuted whIch Idea dunng our IntervIews Any questIOns?"

b Move to the general portIOn of the IntervIew

Example "What do you see that IS operatIng effectIvely about (thIS InstItutIOn)?" "Why IS It
effectIve?"
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Use only general questIOns lIke thIS, followmg up wIth, 'What are some other ways It IS
effective?' or "What are some other sIgns?"
Use a lot of follow-up questIOns or probes and help people to be as specIfic as possible on key
pOInts For example, If someone says that commUnIcatIOn works really well, ask them for a
specific recent example, once gIven, ask the person to take you through that partIcular example
What happened first? Next? Who did what? What was the sIgnIficance of that? and so on

Repeat a sImtlar sequence for "meffectIve" factors

c Move to the specIfic part of InterVieW

Ask questIOns to gather InformatIOn related to each of the performance areas whIch has not yet
emerged Some respondents may have lIttle to say about some of the categones, but wIll have
a great deal of InformatIOn about a specIfIc functIOnal area of the InstItutIon or department
(e g , the chIef accountant finance officer wIll probably know more about finance or billIng
systems)

Pen and pencil survey

EIther before the InstItutIOnal assessment begms or dunng the data-gathenng stage, It may become
clear that It IS desIrable to have quantifIable data m certam categones For example, OpInIOnS may
need to be sampled across a larger sample of people than time permIts through mtervIewmg SImple
survey mstruments can be desIgned to access thIS data Usually, keepmg such mstruments to one
page or less IS desIrable m terms of achlevmg a reasonable response rate

Also, some organIzatIOns have survey data from prevIOus management development or project
plannmg actIvIties ThIS data should be revIewed and used as appropnate The numbers that result
from survey work can sometImes be used to confirm patterns that emerge from the more quahtatIve
methods descnbed above

Literature review

If pnor studIes have been conducted, documents are especIally good sources of mformation
Manpower studIes, legal and fmancial documents, organIzatIOn charts, plant desIgns, and specIfica­
tIOns WIll all provIde good sources of basIc data Many of these should have been collected dunng
the reVIew of mstItutlOnal output measures m the pre-assessment phase

Observation

FIeld tnps to mspect project SItes, research plots, anImals, and regIOnal operatIOns (If appropnate)
are Important to get a balanced VIew of an mStItutIon' s operatIOns Frequently, operatIOns and
resources are overly centraltzed FIeld staff are often excellent sources of mformatlOn about what IS
happemng m the central office (from the standpomt of the workers)

AddItIOnally, observations dunng mtervIews, m the halls, at pubhc service offices, and at random
moments WIll provIde mformation on such mtangibles as attItudes toward the pubhc, appearance of
the phySIcal plant, and mteractlOns among the staff

Another form of observatIon IS the "Job audIt" ThIS conSIsts of considenng the functIOns of a
partIcular Job m depth and comparmg It to the wntten Job descnption It mcludes mtervIewmg staff
to determme how clearly they see theIr roles and responsIbilItIes m relatIOn to the organIZatIon and
other Jobs, UnIts, and functions

Fmally, It IS extremely helpful If some of these techmques can be used to gather direct data about the
mstItutIon from outsIde observers, such as contractors, financial lendmg mstitutIOns, other relevant
government mStItutIOns, and representatives of the pubhc IntervIewmg "outsIders" seems to be the
most easIly accepted techmque It IS good to begm ralSlng requests for outsIde data collectIOn wIth
the assessment team's mternal counterparts (those who are helpmg wIth the plannmg) early m the
data-gathenng stage ThIS should allow ample tIme to set up outsIde contacts
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Exercise 8. Institutional performance assessment
(group exercise)

Phase 1 Group work (1 hour 20 mmutes)

1 Form four groups, each electmg a rapporteur

2 Read handouts 383 and 384 (20 mmutes)

3 All groups work on the followmg two questIons on performance categones (15 mmutes)

a) LIst m order of pnonty the three performance categones WhICh you consIder to
be relevant m the mstItutIOnal assessment of NARS Select the categones from
the mne that were presented m handout 3 8 3

b) Suggest any other performance category that you conSIder to be Important and
that should be added to the eXIstmg lIst of nIne presented to you, m order to assIst
the assessment of NARS

4 The groups work on performance categones from dIfferent handouts as outlmed below

Group A

GroupB

Group C

handout 3 8 6 - OrganIzatIOnal Autonomy

handout 3 8 7 - LeadershIp

handout 3 8 8 - Management and AdmInIstratIOn

handout 3 8 9 - CommercIal OnentatIOn

handout 3 8 10 - Consumer Onentation

GroupD

handout 38 11 - TechnIcal CapabIlIty

handout 3 8 12 - Developmg and Mamtammg Staff

handout 3 8 13 - OrganIzatIonal Culture

handout 3 8 14 - Interactions WIth Key External InstItutIons

5 Select, m order of pnonty, two performance mdicators from the long lIst of mdIcators
gIven for each of the allotted performance categones Use the two performance mdicators
m the assessment of NARS Use the followmg fIve-pomt scale for measurement (40
mmutes)

1 2, 3 4 5

Very Low Low MedIUm HIgh Very hIgh
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6 The rapporteurs wnte the results of the exerCIse on fhpcharts In the followmg format (5
mmutes)

Example

Performance category Leadership

Performance mdlcators selected
Measure(m order ofpriority)

10 Very High

8 High

•

Phase 2 Reportmg and dISCUSSIOn (60 mmutes)

7 The rapporteurs present theIr group's results to the audIence usmg the flIpcharts Each
rapporteur has fIve mmutes to present

8 After each group has gIven Its presentatIon, the tramer wIll InItIate a dISCUSSIon on the
subject
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Exercise 8.
Group A: Organizational Autonomy

Definition

OrgamzatIonal autonomy IS the mstItutlOn' s degree of mdependence from the natlOnal govern­
ment or other governmental or regulatory bodIes WhIle not unrestramed, thIs mdependence
must eXIst to the extent that the mstltutlOn IS able to conduct ItS affairs and meet ItS responSIbIlItIes
m an effectIve manner, wIth mmImum mterference and controls by other entItIes

EffectIve orgamzatlOnal autonomy IS charactenzed by the power to make decIsIons about the
followmg Important matters budget, revenues, hmng levels, pay and mcentIves, control of
personnel, mstItutlOnal polICIes, plannmg and constructlOn of proJects, and orgamzatlOnal goals

An adequate level of autonomy IS a prereqUISIte to the success of mstltutIOns m thIs sector

Indicators of high performance

I Sets own orgamzatIOnal polICIes and goals, and changes them as necessary to proVIde
gUIdance and dIrectIon m achlevmg the objectIves of the mstItutIOn

Very low MedIUm Very hIgh

2 Develops strategIes to achIeve orgamzatlOnal goals

Very low MedIUm Very hIgh

3 Conducts studIes as necessary and carnes out long-term plannmg to meet the expected
demands on the mStItutIOn, approves and acts on such studIes and plans, mcludmg the
constructIOn of recommended faCIlItIes

Very low MedIUm Very hIgh

4 Prepares annual capItal and operatmg budgets conSIstent WIth needs and avaIlable
revenues, IS successful m obtammg approval for the budgets

Very low MedIUm Very hIgh

5 EstablIshes and Implements tanffs and serVIce charges suffICIent to meet costs

Very low MedIUm Very hIgh

6 Mamtams control over all revenues generated and collected

Very low
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7 EstablIshes and mamtams staffmg levels suffICIent to meet needs •Very low MedIUm
-

Very hIgh

8 Employs, dIscharges, dIsCIplInes, and promotes personnel wIthm establIshed and
approved gUIdelInes adequate to mstItutIOnal needs

Very low MedIUm Very hIgh

9 EstablIshes levels of employee compensatIOn, mcludmg salanes and benefIts, suffi­
CIent to attract and retam capable staff

Very low MedIUm Very high

10 Determmes own orgamzatlonal structure, mcludmg roles and responsIbIlItIes of major
dIVIsIOns
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Exercise 8.
Group A: Leadership

Definition

LeadershIp IS the abIlIty to InSpIre others to understand the InstItutIOn's mISSIon, to commIt
themselves to that mISSIon, and to work toward Its fulfIllment It goes well beyond profICIency
In management skIlls To perform Its functIOns In a competent manner, an mstitutIon many
sector needs to have effectIve leadershIp at many dIfferent levels

EffectIve leaders serve as pOSItIve role models They proVIde motIvatIOn for managers and staff
to perform theIr functIOns In often dIffIcult and sometImes apparently unrewardmg contexts
EffectIve leaders help transform the InstItutIOn by makmg It actIve, energetIC, and VISIonary and
by ensunng that the sum of the parts IS greater than the whole In effectIve mstItutIons, such
leadershIp does not reSIde only WIth the top manager Elements can be seen at varIOUS levels of
the orgamzatIOn, from the foreman level to the general manager level, although they may dIffer
slIghtly m charactenstIcs

The IndIcators below are generally wntten from the perspectIve of a genenc leader who can be
at any level of the orgamzatIOn

Indicators of high performance

1 ProVIdes clear sense of mISSIOn, artIculates mISSIOn, Involves people In the mISSIon
so that they have a sense of ownershIp of the mISSIOn, gets people eXCIted about the
mISSIOn, belIevmg In It

Very low MedIUm Very hIgh

2 Acts as a pOSItIve role model (e g ,honest, hard workmg, balances people-needs WIth
orgamzatIOnal needs, IS enthusIastIc)

Very low MedIUm Very hIgh

3 Has a suffICIent level of operatIonal knowledge to mSpire trust

Very low MedIUm Very hIgh

4 Works hard and works overtime as reqUIred, gets out m the field or VISitS other offices,
IS VISible to the rank and fIle

Very low MedIUm Very hIgh

5 Demonstrates competence, IS VISIbly mterested In work

Very low

StrategIc Planmng
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6 Is onented toward producmg results WhICh move work toward meetmg goals

Very low MedIUm Very hIgh

7 IdentIfIes clear performance standards and IS stnct but faIr, gIve posItIve and negatIve
feedback where due, dlsclplmes where necessary based on performance

Very low

8 LIstens as well as mstructs

Very low

MedIUm

MedIUm

Very hIgh

Very high

9 Is actIve, has "we can do It" attitude, assertively makes deCISions, moves thmgs

Very low MedIUm Very hIgh

10 MaIntaInS sense of balance between future VISion and everyday operatIOnal matters
("keepIng hIS nose to the gnndstone and hiS yes to the hIlls")

Very low MedIUm Very hIgh

11 Demonstrates personal Integnty (I e does not claIm false overtime, take money, or cut
corners for personal gam), msttlls sense of mtegnty In others

Very low MedIUm Very hIgh

12 Shows sense of dynamIsm and energy m everyday contact wIth others

Very low MedIUm Very hIgh

13 Sets positive problem-solvIng enVIronment (I e, creates a sense that uncovenng
problems IS deSIrable and that creative approaches to theIr solutIOn are effective)

Very low MedIUm Very hIgh

14 Contmuously gUIdes techmcal staff to ensure that the levels of technology used by the
InStItution are those whIch are most SUItable m terms of SImplICIty of operatIOn and
mamtenance, momtors actIVItIes m thIS regard

260

Very low MedIUm Very hIgh

Strategic Plo.nnmg



Dav 3/Seswm 8/Handout 8
(388)

Exercise 8.
Group B: Management and Administration

Definition

Management IS organIZIng people and resources to accomplIsh the work of the InstItutIOn
EffectIve management IS demonstrated by the capacIty to get the most out of the resources
avaIlable (human and other) In a delIberate or planned manner Good managers have a clear
sense of goals and prIorItIes, they know who to rely on to get a Job done and how to delegate to
them the means to do so EffectIve managers are aware of operatIOnal details, they mOnItor
actIVItIes and follow-up conSIstently An effectIve management clImate IS characterIzed by
teamwork, cooperatIon, and good commUnICatIon among the staff

The counterpart to management SkIlls IS the eXIstence and use of key admInIstratIve systems
These are the polICIes and procedures WhICh regulate and gUIde the actIOns of management The
mature organIZatIOn has deSIgned or evolved effectIve subsystems such as personnel, budget,
accountIng, fmanclal management, commercIal procurement, and management InfOrmatIOn
systems

Indicators of high performance

Management

Managers have a clear sense of theIr own and others' roles and responsIbIlItIes They
commUnIcate roles and expectatIOns clearly to others, and mvolve them In the process
of defmmg theIr roles and responsIbIlItIes

Very low MedIUm Very hIgh

2 The mISSIOn of the organIZatIOn IS clear and understood by all managers
--- -----~------ ~ ~ -- -------~----------

Very low MedIUm Very hIgh

3 When asked, staff are able to clearly descnbe theIr responsIbIlItIes

Very low MedIUm Very hIgh

4 Managers know how to plan and delegate to accomplIsh tasks (tasks are allocated to
the nght people) Work plannIng IS done WIth staff mvolvement People have a free
hand to perform theIr work and are supported m domg so

Very low

StrategIc Planmng
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5 Managers regularly set goals WIth staff and have a sense ofpnontles Goals are lImIted
and realIstIc and mesh WIth organIzatIOnal mISSIOn and pnorItIes

Very low MedIUm Very hIgh

6 Departmental/organIzatIOnal objectIves are clear and understood at all levels

Very low MedIUm Very hIgh

7 People are held accountable for gettIng work done

Very low MedIUm
-

Very hIgh

8 Follow-through on task aSSIgnments IS performed conSIstently

Very low MedIUm Very hIgh

9 There IS good commUnIcatIOn WIthIn and among all levels, InformatIOn IS shared
openly

Very low MedIUm Very hIgh

10 Managers set and use performance IndIcators (standards) to evaluate work perform­
ance They are understood at the appropnate levels

Very low MedIUm Very hIgh

11 Management maIntaInS a clImate of teamwork and cooperatIon among the staff

Very low MedIUm Very hIgh

12 CommunIcatIOn flows freely WIthIn and among departments at all levels

Very low MedIUm Very hIgh

13 Managers at all levels use and are well Informed about the admInIstratIve systems

Very low MedIUm Very hIgh

AdmlmstratIve

14 AdmInIstratIve systems for the follOWIng functIons have been developed and are
regularly used (Note rate each system for effectIveness)
a) budgetIng
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b) commercIal
-~--- - -- ----~ -- - ------ -

Very low MedIUm Very hIgh

c) accountmg

Very low MedIUm Very hIgh

d) procurement

Very low MedIUm Very hIgh

e) management mformatlOn
--~---

Very low MedIUm Very hIgh

f) personnel

Very low MedIUm Very hIgh

g) mamtenance management system

Very low MedIUm Very hIgh

h) stores, supplIes, and mventory control
----- --~-~--

Very low MedIUm Very hIgh
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Exercise 8.
Group B: Commercial Orientation

Definition

CommercIal onentatIOn IS the degree to whIch actIOns In an InstItutIOn are dnven by cost
effectIveness and operatIng effIcIency The performance of an InstItutIOn's functIOns should be
gUIded and dIscIplIned by a strategy to achIeve fmancIaI self-suffIcIency at an appropnate stage
of growth ThIS onentatIOn can be vIewed at operatIOnal and polIcy levels, both of whIch are
Important At the polIcy level, commerCIally onented InstItutIOns annually structure and stage
Investments, expendItures, and revenues to achIeve fInancIal eqUIlIbnum

At the operatIOnal level, everyday actIvItIes are gUIded by qualIty standards and by constant
attentIon to cost factors The InstItutIOn stnves to establIsh a reputatIOn as a fInanCIally well-run
bUSIness In the eyes of the outSIde commumty m order to obtam fInancial support for growth
and to maXImIze fmanclal and operatmg autonomy

Indicators of high performance

1 MamtaIns yearly balance between expendItures and revenues Revenues may be partly
drawn from SubsIdIes, whIch are phased out accordIng to a planned schedule

Very low MedIUm Very hIgh

2 MaIntams economIC and fInancIal feasIbIlIty for ItS projects and other mstItutIOnal
actIVItIes

Very low MedIUm Very hIgh

3 Staff actIons throughout the InstItutIOn are gUIded by cost effectIveness as well as
qualIty standards

~~~-~~--~--------~

Very low MedIUm Very hIgh

4 Takes Into account cost effectIveness when IndIVIduals and groups plan and orgamze
work

- ---- ------------------

Very low MedIUm Very hIgh

5 Momtors expendItures agaInst approved budgets

Very low

Strategic Plannmg
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6 MaIntaInS attItude of consumer onentatIOn throughout the InstItutIOn and IS responSIve
to chent needs and requests

Very low MedIUm Very hIgh

7 MaIntams clear, audItable fmanclal records

Very low MedIUm Very hIgh

8 Staff espouses a commercIal onentatIOn and thInks of their ~erVIce functIOn as a
bUSIness
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Exercise 8.
Group C: Consumer Orientation

Definition

Consumer onentatlon IS orgamzIng and dIrectIng the servIces ofan InstItutIOn toward consumers
Staff of an effectIve mstItutlOn see servmg consumers as theIr prImary functIOn All actIvItIes,
all programs, all InnovatIons are dIrected toward greater effIcIency, effectIveness, and eqUIty In
servIce to the consumer Staff at every level are aware of thIs consumer onentatlOn and see It as
a posItIve mfluence over then Important daIly operatIonal deCISIons and actIOns

EffectIve InstItutIOns have workable means whereby consumers can Interact WIth them These
may Include emergency outlets or "hotlInes," clearly IdentIfIed channels for the arbItratIOn of
dIsputed bIlls or serVICe, means for Interested consumers to make suggestIOns to Influence overall
polIcy, and so on CreatIve and cost-effectIve ways are sought to mform and educate the publIc
Where consumensm IS absent, approprIate, polItIcally acceptable means are employed to attaIn
an effectIve level of consumer protectIOn In the InstItutIOn

Indicators of high performance

1 Staff at every level demonstrate that they are onented toward servIng consumers, when
observed, theIr deCISIons and actIOns are clearly dnven by what IS best for the
consumer

Very low MedIUm Very hIgh

2 There are IdentIfIable mechamsms for consumers to Interact WIth key areas of the
InstItutIOn over Important matters (e g, emergency hotlIne, bIll dIsputes, servIce
problems)

Very low MedIum Very hIgh

3 There IS clear eVIdence that the mstitution responds to complaInts, emergencIes, and
suggestIOns whIch consumers make

Very low MedIUm Very hIgh

4 There are Identifiable, ongOIng, and effective measures to educate consumers about
InstitutIOnal services and requlfements

Very low MedIUm Very hIgh

5 The InstItutIOn makes efforts to InVIte and evoke an effectIve level of consumer
partIcIpatIOn (e g consumers bnng concerns/complaInts to the InstItutIOn)

Very low

Strategic Plannrng
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6 There are concerted efforts made to project a positive Image of the InstitutIOn to
consumers

Very low MedIUm Very high

7 The level of complaInts from the publIc IS relatively low
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Exercise 8.
Group C: Technical Capability

Definition

Techmcal capabIlIty ]S the measure of the mst]tut]on's competence m conductmg the techmcal
work reqUIred to carry out the responsIbIlIties of the mstItution Most of thIs techmcal work IS
performed dIrectly by skIlled, quahfled employees, but outsIde specIalIsts, whose work IS
supervIsed by the mstttutlOn's staff, may be used where appropnate

Indicators of high performance

1 ConsIstently makes sound techmcal decIsIOns and effecttvely serves management by
conductmg techmcal studIes and plannmg as requested

Very low MedIUm Very hIgh

2 Ensures effectIve control of the qualIty of the end product and all other techmcal
operatIOns

Very low MedIUm Very hIgh

3 Successfully completes projects whIch meet mtended objectIves m a tImely and
economIcal manner

Very low MedIUm Very hIgh

4 Ensures that techmcal tasks at all levels are completed properly

Very low MedIUm Very hIgh

5 Develops and mamtams staff wIth adequate techmcal skIlls to perform needed
servIces, promotes broader knowledge of aspects of technology beyond the md]v]d­
ual's specIfIc areas of expertIse

Very low MedIUm Very hIgh

6 Uses or adapts technology whIch IS sUItable for the specIfIc needs of the mstttut]on,
and aVOIds temptatIOn to use more excItmg but mappropnate technologIes learned by
staff who were tramed mother settmgs

Very low
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7 Mamtams levels of m-house techmcal skIlls adequate for routme techmcal responsI­
bIlItIes, and subcontracts to outsIde specIalIsts those tasks WhICh are eIther beyond the
mstItutIon's own capabIlItIes or necessary to meet peak needs •
Very low MedIUm Very hIgh

8 Conducts practIcal research and expenments to Improve eXIstmg uses of technology
for local condItIOns and needs

Very low MedIUm Very hIgh

Very high
9 Techmcal mformatIOn IS routmely shared among planmng, deSIgn, and constructIon

umts to ensure smooth techmcal coordmation

Very low MedIUm Very hIgh

10 Techmcal staff members demonstrate a strong mterest 10 techmcallearmng and keep
up WIth new mformatton 10 the fIeld
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Exercise 8.
Group D: Developing and Maintaining Staff

Definition

Developmg and mamtammg staff mclude those actiVItIes dIrected toward recrUItmg staff,
provIdmg skIlls for job performance and professIOnal growth, and provIdmg adequate job
satIsfactIon, and wages and benefIts to retam competent personnel

Effective mstitutIOns develop and mamtam theIr personnel so that there IS a mmimum of
unwanted turnover ThIS can be accomplIshed through formal and mformal trammg, apprentice­
ShIpS, and job rotatIOn In addItIon to a regular process of skill transfer, effectIve mstItutIOns
mamtam staff by provIdmg suffICIent mcentIves, compensatIon, employee benefIts, and promo­
tIOn opportumtIes InstItutIons that develop and mamtam staff belIeve that people are theIr most
Important asset There IS a constant emphaSIS on learmng

Indicators of high performance

1 Mechamsms eXIst and are utilIzed to promote skIll transfer

a Orgamzed skIll transfer trammg programs (such as semmars or demonstratIons)
are deSIgned and used to meet mstItutIOnal goals

Very low MedIUm Very hIgh

b There IS an mformal process (such as mternshIp) to effectIvely transfer skIlls

Very low MedIUm Very hIgh

2 A clear process for determmmg skIll needs eXIsts and IS the baSIS for desIgmng trammg
programs
--------

Very low MedIUm Very hIgh

3 Managers are actIvely mvolved m skIll transfer and trammg, as superVIsors or through
delIvery of courses

Very low MedIUm Very hIgh

4 Personnel express an mterest m learnmg new ways of domg thmgs

Very low
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5 A system eXIsts for developIng competent managers and supervIsors

Very low MedIUm Very hIgh

6 The InstItutIOn provIdes adequate InCentIves to maIntaIn staff

a Salary levels are adequate to maIntaIn personnel

Very low MedIUm Very hIgh

b The InstItutIon proVIdes opportunItIes for SOCIal support (e g , SOCIal centers and
sports clubs)

Vey low MedIUm Very hIgh

c Employee benefIts (penSIOn, vacatIon tIme, SIck leave, msurance) are an Impor­
tant part of the overall compensatIon package and, together WIth salanes, proVIde
adequate IncentIves to mamtaIn staff

Very low MedIUm Very hIgh

d Employee turnover IS at an acceptably low level

Very low MedIUm Very hIgh

7 A clear system eXIsts for hIrIng qualIfIed personnel and dISCIplInIng or fIrIng personnel
when necessary

Very low MedIUm Very hIgh

8 Employees demonstrate good morals and openly state that the InstItutIOn IS a good
place to work
------------------- --------~---~-----

Very low Very hIgh

9 ActIve systems are In place for provIdmg ongoIng formal and Informal feedback to
personnel about Job performance

Very low MedIUm Very hIgh

10 Employees feel Involved In and mformed about the InstItutIOn's actIVItIeS
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Exercise 8.
Group D: Organizational Culture

Definition

OrganIzatIOnal culture IS the set of values and norms WhICh mform and gUIde everyday actIOns
m an InstItutIOn The culture forms a pattern of shared belIefs and assumptIOns, WhICh translate
mto observable behavIOr

An organIzatIon's culture IS conveyed m a number of Intended and unIntended ways Although
often unstated, cultural belIefs, behavIOrs, and assumptIOns serve as powerful means for defInIng
and JustIfyIng organIzatIOnal operatIons--eIther In pOSItIve or negatIve ways ThIS WIll some­
tImes be expressed by Introductory explanatIOns gIven by staff WIth the message "thIS IS what
we are about here" It WIll be unmtentIOnally expressed m the tone of the message (excIted,
bored, harassed, organIzed) It WIll also be expressed unIntentIOnally m the appearance of the
faCIlItIes Are they clean, well mamtamed, or m a shambles?

Another factor m organIzatIOnal culture IS how the mstItutIOn deals WIth change or cnSlS When
a major change IS mtroduced (e g new technology, organIzatIOnal restructunng, a new bIllIng
system, new leadershIp or mfluentlal staff), people are often reqUIred to alter the way they
operate It IS Important to know how the organIZatIOn responds to new systems or personnel
Does It refuse to change, pretend to change, change superfICIally, change only for a short term
or m a dIstorted fashIOn, or does It realIgn ItS forces pOSItIvely to support mnovatIOn? An
unhealthy organIzatIonal culture WIll be hIghly reSIstant to any change, forces WIll lme up to
protect narrow self-mterests (such as petty bureaucratIc authonty) at the cost of the health of the
overall organIZatIOn

The organIzatIon WIth a pOSItIve culture has a clear sense of mISSIon and IdentIty ThIS IS often
expressed by a maJonty of the employees m the form of "legends about the orgamzatlon" or
messages about "who we are" ThIS often takes the form of a sense of pnde m belongmg to the
group and a sense of the hIStOry of the organIZatIOn, WhICh IS passed on from old to new
employees

Indicators of high performance

1 An observable team spmt eXIsts among the staff

Very low
-----------

MedIUm Very hIgh

2 People express a sense of ownershIp and prIde about workmg that IS communIcated
by such statements as "thIS IS a good place to work"

Very low
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3 Employees are able to articulate the history and legends of the organIZatIOn 10 positive
ways

Very low MedIUm Very high

4 ContmUIty 10 the orgamzatIOnal culture IS malOtamed (even With staff turnover at high
or low orgamzatIOnal levels)
-~-----

Very low MedIUm Very hIgh

5 Staff place a value on mamtammg the physIcal plant (offices, treatment plants,
grounds) of the orgamzatIOn FaCIlities look clean, well mamtamed, and attractive

Very low MedIUm Very hIgh

6 Power and status are defmed as somethmg the entIre orgamzatIOn shares m varymg
degrees, especially the status assocIated WIth domg a good Job

Very low MedIUm Very hIgh

7 Sub-groups and allIances withm the orgamzatIOn serve as a posItIve means of mformal
commumcatIon and a rally109 pomt durmg perIods of CrISIS, or to support healthy
change
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Exercise 8.
Group D: Interactions with Key External Institutions

Definition

The organIZatIOn's capacIty to Influence posItIvely and strategIcally those InstItutIons WhICh
affect Its fmanclal, polItIcal, and legal ablhty to perform forms the essence of thIs category Many
entItIes In the external envIronment affect and Influence the performance of an InstItutIon These
Include pohtIcal (parent mInIstry and legIslatIve bodIes), fInancial (lendIng sources and
budget/fInance mmistry), and regulatory (munIcIpal government, state government, health
lTIlnIstry) entItIes An effectIve organIzatIon has the ablhty to mfluence and adapt to these
external entItIes to achIeve ItS goals ThIS IS accomphshed by antIcIpatIng actIVItIes whIch mIght
affect the mstltutIOn and estabhshmg strategIes to deal WIth them

Indicators of high performance

1 Top management stays well Informed about external pohcy, fInancial, and regulatory
Issues and actIons

Very low MedIUm Very hIgh

2 Management mamtams dIrect contact WIth the key IndIvIduals m all Important external
entItIes

Very low MedIUm Very hIgh

3 SpecIfIc strategIes are formulated to mfluence pohcIes, legIslatIOn, and other actIvItIes
to obtam necessary approvals and resources

Very low MedIUm Very hIgh

4 Programs are developed to mfluence the pubhc In support of mstltutIOnal goals

Very low MedIUm Very hIgh

5 Management adapts creatIvely to obstacles (e g supplements madequate salanes WIth
other kmds of mcentives)

Very low
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OBJECTIVES

PROCEDURE

PRESENTATION

EXERCISE 9

Da) 3/Sesswn 9
Instructums to Tramen

Session 9
NARis Role In the Future: Vision
and Mission Formulation

Instructions to Tramers

12 00 -13 00 SessIOn 9 NARIs Role m the Future VIsion
and MISSion FormulatIOn

1300 -1400 Lunch

1400 -15 15 SessIOn 9 (Contmued)

15 15 - 15 00 Tea/Coffee Break

1530 -1700 SessIOn 9 (Contmued)

By the end of thIS sessIOn, the partIcIpants WIll be able to do
the followmg

• DISCUSS the concepts of VISIon and mISSIon

• Formulate a VISIOn and mISSIon statement for a natIOnal
agncultural research mstItutIOn

Use overhead 3 9 1 to present the objectIves

Trammg techmques presentatIon, "tnp around the tables"

GIve a bnef presentatIon focusmg on VISIon and mISSIon
formulatIOn Use handouts 3 9 1, 3 9 2, and 3 9 3 as back­
ground mformatIOn for the presentatIon Overheads 3 9 2
through 3 9 14 support the presentatIon DIstnbute handouts
3 9 I, 3 9 2, and 3 9 3 (20 mmutes)

ExerCise 9 NARIs role m the future VIsion and miSSion
formulation (3 hours 20 mmutes)

1 (expenence) DIstnbute handouts 3 9 4, 3 9 5, and 3 9 6
Handout 3 9 4 gIves clear mstructions for the exerCIse
Go over the mstructions wIth the partICIpants step by
step EmphasIze and rermnd the partICIpants about the
tIme Ask If clanficatIOns are needed (5 mmutes)

Part I Redefimng NARIs role (l hour 55 mmutes)

Phase 1 Group work (55 mmutes)

2 DIVIde the partICIpants mto four groups and ask each
group to elect a rapporteur (5 mmutes)

3 InvIte the groups to pretend they all belong to the same
orgamzatIOn PartICIpants dISCUSS the questIOn aSSIgned
to theIr group (50 mmutes)
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4 (expenence) As the groups work, cIrculate from group
to group to check progress Also, clanfy any concerns
they may have whIle workmg Be sure to remmd them
of the tIme remammg m the exerCIse Keepmg the
groups on tIme IS cntIcal to the success of thIS exerCIse
Be sure to sIgnal for the rapporteurs to sWItch tables at
the same tIme Be stnct

Phase 2 Tnp around the tables (35 mmutes)

5 The rapporteurs make the "tnp around the tables,"
spendmg fIve mmutes at each table (15 mmutes)

6 The rapporteurs return to theIr own group, and the
group reVIses theIr statements based on the mput from
the rapporteur's "tnp" The rapporteurs wnte the results
on a fhpchart for presentatIon (20 mmutes)

Phase 3 Reportmg and dIscussIOn (25 mmutes)

7 The rapporteurs present theIr group's results to the
audIence Each rapporteur has approxImately fIve mm­
utes to present (20 mmutes)

8 The tramer provIdes feedback on the content of Part I
and mVItes the partIcIpants to work on Part II (5 mm­
utes)

Part II Formulatmg vIsion and miSSIOn statements for
NARIs (1 hour 20 mmutes)

9 The same groups dISCUSS and prepare VISIOn and mIS­
sIOn statements, takmg mto account the responses of
Phase 1 (35 mmutes)

10 (expenence) Remmd the partICIpants to reVIew hand­
outs 3 9 1, 3 9 2, and 3 9 3 before wrItmg the state­
ments

11 (expenence, process) The rapporteurs present the state­
ments (2 separate fhpcharts)

12 (process and generaltze) InVIte the partICIpants to dIS­
CUSS, select, or reformulate one VISIon and one mISSIon
statement as a group You wrIte the fmal agreed state­
ments on the fhpchart and dIsplay them on the wall untIl
the end of the workshop They wIll be used to develop
the next steps of the strategIC plannmg (40 mmutes)

13 (process, generaltze) At the end of the exerCIse, proVIde
feedback on the content of thIS seSSIOn Ask the partIcI­
pants questIOns such as "How dId you feel domg thIS
exercIse?" and "What dId you learn?" to faCIlItate dIS­
CUSSIon of the process (5 mmutes)

StrategIc Planmng
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InstructIOns to Tramers

Closure (5 mmutes)

1 (applzcatlOn) Ask the partICIpants "What mIght you do
dIfferently as a result of what you have learned?"

2 Make a tranSItIOn to the last seSSIon

1700 - 1730 Feedback on the Day's ActiVIties and
PAPA

By the end of thIS seSSIon partICIpants wIll be able to do the
follOWing

• ProVIde feedback on the day's actIVItIes

• ConSIder pOSSIble actIons they would hke to implement
In theIr own orgamzatIOns

Training techmques indIVIdual exerCIse

HIghhght pOSItIve and negatIve pOints ofthe day Note areas
that may need addItIonal attentIOn In the workshop PartICI­
pants can descnbe some strengths and weaknesses of the
day on handout 3 9 7 and use 3 9 8 to facIhtate theIr task
(15 minutes)

(appbcatlOn) Ask the partICIpants to take some tIme to Jot
down some "actIon Ideas" they may have for themselves as
a result of today's actIVItIes They can use handout 399
(15 rrunutes)
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DAY THREE

Dm 3/Semon 9
InstructIOns 10 Tramen

Session 9
Summary of Overheads

ObJectives of Session 9 VIsion and MISSion VISion

• Dlacu•• the concepta of vilion and mi••ion

• Formulate a vilion lind million statement
for a national agricultural research Institution

391

VIsIoning IS a deep voyage Into the heart

and soul of an organization

394

Formulating the VIsion

What will

o the purposes of the NARI be?

a the organization be like In 10-15 years time?

~ the major products and services be?

,j the shared values of the NARI be?

397

Name Isn t EverythIng

~--lCent"
for Ralioactrve Isolopes
andlheBtosph81'8

The name of an organlzetlon I. nol enough to expre••

its wleh•• and communicate them to other.

NfMId«J • mission stat.....

3 910

Strategic Plannmg

• What I. II vlalon?

• Need for a vlIlon

• Formulation 01 the ml••lon

• Methodology

• Terminology

392

The essence of successful orgBnlzatlonBI visioning

IS B commItment to rethinking Bnd reViewing
the orgBnlzBtlon

395

A Planmng Comparison

! STRATEQIC PLANS I I VIIIONI I

Appell to mind ... ~ App. I t Mart lUld IIPlnt

R 1I0nii '(II .. Intulliv

LI 'vi w ~ ~ Hollatl vi W

Reacllon to tNnd p- • 0..1... to be unique cr at!

Focu on dlt.cllona........----.. Foe on nd IlIIt.

ShoWhowtog I there ......-.... U c1 • howt geUhe...

Welk forwerd to thefutu........ Work bllCkward from the future

Cool bUnt U tetle ling eg .. Hot, poetic I gUlge

Soc I ~ ~ Public

Pu hp.c>ple .. .. erlwptlopl.--
398

Components of a Mission Statement

3911

o an Idea that portrays future attribute.
de.lred lor the organization

o attempts to e.tabll.h the Ideal future 01 a

NARI

393

Why Should Orgamzatlon. Develop 8 VIsion?

VISIons

- Inspire and motivate
- provide direction and fOiter success
- lire eoentlal to thelU1ure 01 the organization

396

MISSion and MISSion Statement

MISSIon
Is the purpose of an Institution (In widest lense)

MISSIon statement
• short clear and concise

• atat.a the millor purpose

• give, the mOlt comprehensive realon justifying
the institution I existence

399

Questions to Answer In the MISSion Statement

o What ia the bu,lneu of the HARI?

o What are the main product./servlce.?

o Who are the r.levant clients?

o What ar. the organization. r....rch approach••?

o What ar. th. nlues bell.f. and a.plratlon.?

o What I. the organization s attitude to its luatainabillty?

o What are the key .trength. and advantages?

o What image would the organization like to have?

o What motlvatea and Inspires the organization?

3912
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3913
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HIerarchical Classification or EMBRAPAs ObJeetIv.s

[iiin'on of EMBRAPAI

I_~_== _~._.-.._"'_ew-",u.. -- nvl__
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L...-.. ~ClIIIpIo

---------
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NARis Role in the Future:
Vision and Mission Formulation1

Developmg a VIsion
People wIth "vIsIon" have bIg Ideas, somethlOg lIke dreams, even If they don't know how to
attam them Those wIthout a VISIon for the future--or for whatever they do-cannot achIeve
much Because It IS through VISIons that we realIze our dreams

People WIth "vIsIOn" have bIg Ideas, somethlOg lIke dreams, even If they don't know how to
attam them Those WIthout a VISIon for the future--or for whatever they do-cannot achIeve
much Because It IS through VISIons that we realIze our dreams

An anecdote Illustrates

Three bnck masons were busy at theIr trade workmg sIde by sIde when along came a curIOus tounst 'What are
you dOing? the traveler asked Laying bncks ' the first mason shot back What does It look ltke?

Undaunted the traveler repeated hIS questIOn 'What are you dOing?' he asked the second mason 'Budding a
wall the dutiful worker replIed

And what about vou? the traveler asked agam What are you domg?

Me? The thIrd mason looked up and a slIght smIle crossed hIS face 1m bUIldmg a cathedral

One can see clearly from thIS SImple story that two of the masons had a dIfferent VIew of the
purpose for laylOg the bnck But one of them-the thud one-had a VISIon of creatlOg a
cathedral All of us are lIke the three masons We, too, must have a dream or a VISIOn How we
get there IS to be sorted out after we know what we want

How to "VIsion"
In typIcal management 10 the 1960s and before, chIef executIves hardly projected what theIr
compames would look lIke 10 the future-say 10 10, 20, or even 30 years Later, "management
by obJectIves" and "strategIc planmng" came lOto vogue Both proved valuable, but they relIed
too much on facts and opimons from top management Such a method dId not generate
enthUSIasm among employees Instead, many saw thIS as an allen oplOIOn belOg forced on them

However, recently, many orgamzatIons have developed a way of reflectlOg what they would
lIke to be 10 the future ThIS IS a dream of the future orgamzatIon, ItS setup and products

"VIsIomng IS a deep voyage lOto the heart and soul of an orgamzatIOn," expiams vIsIomng
consultant MIchael Doyle "In short, the essence of successful orgamzatIOnal visIomng IS a
commItment to rethlOklOg and revIewlOg the orgamzatIOn UltImately, the process empowers
members to achIeve and the orgamzatIOn to reach Its full potential "

All employees are Involved In vIsIOmng They see the orgamzatIOn as "ours" and not "theIrs"
So they get Involved In visIOmng In the quest for creatIng a successful orgamzatlon In the future

Adapted from B Darraugh (edllor) 1991 How to develop a VISIOn INFO LINE PractIcal gUIdelInes for traInmg and development
profeSSIOnals Issue 107 Alexandna VA USA Amencan SocIety for Trammg and Development
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What Is a VIsion?

UnlIke pnor methods of orgamzatlOnal planmng, vislOmng begms wIth the future, not the
present It focuses on the end state, not the means of gettmg there The descnptlOn of that excItmg,
Ideal end-state IS called a Vlswn

"A VISIon IS not a plan," explams Doyle "You mIght have a VISIOn of what you want to create,
but you don't know how to get there If you know how to get there, It'S no longer a VISIOn, but
a plan"

In other words, a plan IS lIke a road map showmg the routes from Pomt A to Pomt B But a VISIOn
shows you where you really want to be You can almost feel you are already there even though
you may stIll be far away Doyle's message IS to feast on the VISIon first, then worry about the
method of achIevmg the VISIOn A VISIon pIctures the orgamzatIOn as you'd lIke It to be fIve to
ten years from now corporate Image, values, employee satISfactIOn, markets, and products or
services VISIOns focus on organIzatIonal strengths and unIqueness VISIons are fleXIble, they
can adapt to changIng Ideas, technology, and cIrcumstances

FInally, VISions are grand and excItIng, they Inspire and challenge the orgamzatlOn and ItS
members "Little VISIons are not worth commIttIng 10 years of your hfe to create," says Doyle

EchOIng Doyle, Bntlsh research consultant Charlotte VtllIers defInes a VISIOn as "an Ideal picture
of what the company could be If It fulfilled all ItS potentIal and all the human potential of ItS
staff" She contInues, "It has to be somethIng that everyone can understand IntUItively, take pnde
m, and work towards If It genuInely meets these demandIng cntena, It can be the most powerful
SIngle mfluence on a company's destmy "

Levels of Vlslonmg

The vlslOmng process can extend well beyond orgamzatlonal plannIng "VISIOns are holo­
graphIC," Doyle says "They can happen at multiple levels-personal, departmental, corporate,
even commumty vIsions"

Personal vlslOmng can help IndiVIduals accomplIsh speCIfIC results or create an overall hfe
purpose based on personal values and Ideals At the management level, vlslOmng can be valuable
In bUIldIng teams and In developIng departmental morale CorporatIOns and aSSOCiatIOns can
almost always benefit from vlslOmng--elther to start, revltahze, or Improve busmess FInally,
commumtles can work together to create a VISIOn of what they'd hke to become or how they'd
hke to meet future challenges A good example for the last type of vlslOmng reveals Itself In
partIcIpatory rural appraisal (PRA), where commumttes enVISIOn what they would hke and then
do It Note that they "VISIon" fust then fInd the means or route to achIeve that VISIOn

"It's Important that mdlvlduals develop an Image for themselves," says Doyle, "but It'S more
effective to start With a corporate or commumty VISIon, because people can be ennobled by
seemg the part they can play WithIn the orgamzatlOn "

On the other hand, Doyle adds, a corporate VISIon can show IndIViduals roles they don't want
to take on "That's great, too," he explaInS "It gives them a way to get out gracefully"

Need for a VIsion

Nearly every vlslomng expert can suggest a long hst of reasons why orgamzattons should
develop a vIsion Most fIt Into one of three categones Inspiration and motlvatton, dlrectton and
fosterIng success, or essenttal to the future of the organIzation
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VIsions msplfe and motIVate

Purely analytIcal plannmg tactIcs appeal only to the mmd, but VISIOns capture the Imagmatlon
and therefore create a sense of ownershIp, commItment, and energy among employees, mcreas­
109 performance and prodUCtIVIty

"Most people want to commIt to somethmg they can belIeve 10," Doyle explams "They want
to say, 'I'd be proud to spend the next fIve to ten years creatmg that-that's worth gomg for' "

"The pomt of the VISIon," agrees Charlotte VIllIers, "IS that It gets fIght to the heart of people's
real motIvatIon as mdIvIduals It unlocks people's self-dIrected energy, draws them mto usmg
theIr own talents and InItIatIve, and makes the old management tasks of superVISIon and control
largely melevant "

VIsions proVide dlfectlon and foster success

VISIons help m dIrectmg mdIviduals and theIr organIZatIOns, bUIldmg pOSItIve expectatIons for
success, and reducmg fears of faIlure Because a VISIonary organIZatIOn knows what Its Ideal
future looks lIke, It can better recognIze and seIze opportunItIes leadmg to It

VISIOns also promote an mnovatIve SPlflt that attracts both the customers and top-notch
employees necessary to buIld a great company, accordmg to John C Shaw, author of The Service
Focus

VIllIers concurs "VISIon IS the factor that lIes at the core of the successful company's
mventIveness and creatIve thmkmg " It IS clear that for organIZatIOns to succeed, they must have
a VISIOn, a VISIon that appeals to the employees and hence ensures success for the future

VIsions are essential to the organization of the future

Enormous changes, brought about by structural adjustment programs (SAPs) m busmess and
socIety, are forcmg corporate leaders to restructure organIZatIOns 10 order to surVIve TradItIonal
hIerarchIcal organIZatIOns are bemg replaced by "flattened" management patterns, bUIlt around
mformatlon systems, teams, and networks

Prompted by these changes, organIzatIonal VISIOnIng IS gradually becommg the baSIS of all
management processes Some observers predIct vlSlonary leadershIp, rather than management
SkIlls, wIll soon characterIze effectIve CEOs, whIle a collectIve VISIon WIll dIstmgUIsh the
company of the future

"In the transformed world of management," comments busmess columnIst Barbara Block, "fIrms
are drIven by a VISIon-not by a cham of command People closest to the actIOn have authOrIty
to make deCISIons based on a shared understandmg of the company mISSIon"

Steps m Vlslonmg

DespIte tradItIOnal connotatIons, "predIctmg" the future IS not the restrIcted domam of bearded
seers and gypsy fortune-tellers, but only a refmement of common day-dreammg Because It
relIes on creatIve, "rIght-bram" patterns of thmkmg, vIsIomng may prove easIer for some people
than for others, but, lIke many other management tools, It IS SImply a SkIll that can be learned
The actual steps 10 the process vary WIth the levels of vlSlonmg-personal, departmental, or
organIzatIOnal
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How to Create an Ideal Future for an Organization

Perhaps no other plannIng tool holds as much potential for defmmg the future as does
organIzational vIsIOnmg Through the vlSlonmg process, managers and employees ahke journey
deep mto the heart of the organIZatIOn, explonng Its strengths and weaknesses, rethmkmg Its
goals and values, and ultImately creatmg a portraIt of all It mIght be

VISIOnIng can benefIt almost any organIZatIOn, but It IS espeCIally valuable for organIZatIons that
can be descnbed as

• wIltmg, but worth savmg

• energetIC, but unfocused

• productIve, but not yet Ideal

Usually gUIded by an expenenced facIhtator, an orgamzatIonal vIsIomng expenence begms wIth
a look at the orgamzatIon's past and an assessment of Its current state To mItIate dIscuSSIOn,
partICIpants are asked to explore tough questIOns, such as

• What IS the purpose of thIs organIZatIOn?

• What IS ItS dnvmg force?

• What are Its core values?

• What does It do best and how does that relate to the world's needs?

• How can thIS organIZatIOn make a dIfference m SOCIety and m the ltves of ItS members?

• What actiVItIes are worth undertakmg over the next 10 years?

• What do we want to accomphsh?

• What do we need to change?

PartICIpants must next deCIde how SIgnIfIcant a change they feel IS needed to enable theIr
organIzatIon to succeed dunng the next 10 years In a senes of subsequent dIScussions, managers,
employees, and sometImes members or constItuents of the organIZatIOn, suggest and sort out the
varIOUS pIeces that WIll eventually coalesce mto an Ideal portraIt of the organIZatIon, fIve to ten
years mto the future Once thIS collectIve VISIOn IS fIrmly m place, three-to-fIve-year strategIC
plans and short-term actIOn plans can be deSIgned to take the organIzatIon from ItS present state
to ItS Ideal future or, as one tramer put It, from the chalkboard to the grass

It IS, therefore, very Important that, m order to create an Ideal future for our organIzation, we
must fIrst evaluate the status of the organIZatIOn, then explore the other mtncate questIOns m
order to come up WIth VISIons

Key Definitions

FunctIons hstmg of actiVIties or responSIbIhtIes

VISIon a statement WhIch portrays future attnbutes deSIred for the orgamzatIOn

MISSIon statement a conCIse short statement WhICh sets out the essentIal purpose of the orgamzatlon

ObjectIve speCIfies the deSIred outcome by performmg a functIon

Goal the ultImate end pomt perceIved for an ObjectIve

Target a nommated pOSItIon along the path to the goal

Strategy hne of actIon and key pnontles establIshed to achIeve an agreed objectIve

Plans, programs, budgets a set of detmled actIVItIes to be Implemented m accordance WIth the
agreed strategy
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Formulating the Mission l

What IS our busmess? We rarely ask ourselves
thIS queStion m relatIOn to our mstItutIons We
dedIcate even less time to adequate reflectIOn
that would help fmd an answer to thIS questIOn
TIus has been one of the major causes of faIlure
m pnvate mdustry In publIc orgamzatIons, It IS
one ofthe factors that explaIns loss ofcredIbIlIty
whIch, m tum, JeopardIzes mstItutIOnal sustam-
abIlIty

We cannot exaggerate the sIgmficance of a
clear, preCIse, and explICItly formulated mISSIOn

for an mstItutIOn, and the Importance of commumcatmg that mISSIOn both mSIde and outSIde the
orgamzatIon But before formulatmg the mISSIOn, top and mIddle management must be convmced
of the reasons for domg so, and should agree on the content of the mISSIon

Concepts What IS an mstItutIOn's mISSIOn? Why must an mstitution formu­
late ItS mISSIOn clearly, preCIsely, and explICItly?

A miSSIOn statement lS a short descriptLOn of
[an orgamzatLOnJmain purpose final goal

and ItS most comprehensLVe JustificatLOn It should
include informatLOn that Will gUlde the orgamzatLOnal

behavLOur and the dlrectLOn the instltutLOn takes
A well-formated mlSSLOn commUnicates values that
motivate and gUlde It gives the ImpreSSLOn that the

institutLOn IS successful that It knows where It IS gOing,
and that It deserves support time and investment

In the WIdest sense, the mISSIOn IS the purpose
of an mstItutIOn There are several reasons for
concentratmg efforts to formulate a mISSIon
DaVId (1988), Rue and Holland (1989), and
OlIveIra (1992) have gIven vanous defimtIOns
for a mISSIOn

• It commumcates unammIty about the purpose of the orgamzatIOn, aVOIdmg contradIctIOns and
conflIcts

• It gIves a logIcal general base for the allocation of resources

• It IS the most appropnate reference (perhaps the only one) for workmg out an adequate
formulatIon of general objectives, polICIes, and strategIes, whIch should be conSIstent among
themselves and WIth the mISSIOn

• It gUIdes human resources and other orgamzatIOnal resources m a certam dIrectIon, reducmg
the costly, counterproductive fragmentatIOn whIch occurs m the absence of an explICIt mISSIOn,
or when a mISSIon has been vaguely formulated

• It proVIdes a base for other sub-umts to formulate theIr own speCIfic mISSIOns conSIstent WIth
the general mISSIon Objectives and goals are Imked to the orgamzatIOnal structures and
processes An mstitutIOn's general mISSIon should serve as the broadest reference for defimng
the mISSIOns and general purposes of ItS centers programs and projects

1 Extracted and adjusted from J E Borges Andrade M D Escobar J Palommo R Saldana J Souza SIlva 1995
StrategIc planmng m agncultural research management Module 2 of the senes Training In plannzng monztorlng
and evaluatIOn for agrzcultural research management Cah ColombIa ISNAR
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• It helps to estabhsh an orgamzatlOnal clImate whIch can attract and motIvate the people •
mvolved both Internally and externally

BesIdes understandIng the baSIC reasons for formulatmg an InstItutIOn s mISSIOn top and mIddle
management should agree on the phIlosophIcal and pohtlcal meamng of the mISSIOn

A mISSIOn, accordmg to DavId (1988) and Ohvelra (1992)

• defines the orgamzatlOn and what It hopes to be

• IS specIfIc enough to exclude certam actlvlttes and comprehensIve enough to allow creatIve
growth

• dlstmgUlshes Its mstltutIOn from all the other orgamzatIOns m the same field of actlvlttes

• serves as the most lOgIcal frame of reference for gUldmg the general assessment of present and
future mstituttonal actIVItIes

• defmes the space and path to WhICh the mam resources, pnnciples, values, expectations,
responsIbIhttes, and creatIve efforts WIll be commItted

• IS formulated m such clear terms that all mternal and external relevant actors can understand It

The mISSIOn does not express concrete goals It prOVIdes motivatIOn, general dIrectIOn, Image, and
a phIlosophy whIch all serve as gUIdes to develop the orgamzatIOn Pubhc mstItutIOns should
mamly formulate "open mISSIOns" that estabhsh genenc satisfaction m the external enVlfonment
WIthout necessanly mdlcatmg speCIfIC products/serVIces to be offered, WhICh would reduce or
Impede future actIons m case of changes m the external enVlfonment (DaVId 1988)

In conclUSIOn, a mISSIOn IS a short statement of an orgamzatIOn's major purpose, of the most
comprehensIve reason JustIfymg the eXIstence of an mstitutton Its formulatIOn should mclude
enough mformatton to gUIde orgamzatIonal behaVIOr and prOVIde dIrectIOn at all levels But only
the collectIve exercIse offormulatmg a mIssIon WIll Improve (a) understandmg of ItS Importance,
and (b) understandmg of ItS meanmg

Examples After completmg a strategIc plannmg exerCIse, EMBRAPA (the
BraZIlIan CorporatIOn for Agncultural Research) formulated a

new mISSIon for theIr orgamzatIOn to "generate, promote, and transfer knowledge and technology
for sustamable development of agnculture, agromdustry, and forestry, for the benefIt of BrazIhan
SOCIety" (Borges-Andrade and Horton 1994) ThIS new mISSIon reflects the profound search for a
new development model that IS partICIpatory, democratIc, and sustamable It results also from a
search for new fundmg sources due to decreasmg government funds m the orgamzatton's budget

The deSIre to dIverSIfy chentele and users IS eVIdent m the mISSIOn ofEMBRAPA It acknowledges
the reduction of the role ofpurely agncultural research, m a SOCIety m WhIch the agncultural sector
IS closely related to other chams of productIOn

A mISSIOn's descnptIOn needs a certam degree of flexlblhty to follow changes m the context The
mISSIOn defined by CENICAFE (Centro Nactonal de Investtgaclones del Cafe) m Colombia IS an
excellent example of thIS

CENICAFE's mISSIOn IS to "generate, adapt, and transfer SCIentifIC knowledge and technology,
accordmg to the need of the coffee growers, m the areas of natural resources, production,
harvestmg, post-harvest and processmg, m order to assure sustamablhty of productIOn, mcrease
productIVIty, preserve and Improve quahty and competitIve capaCIty of coffee and other products
of the coffee-growmg zone" (Posada 1994) The major challenge for CENICAFE IS to "prOVIde
producers WIth technologIes that allow them to cope WIth the drastIC reductIOn of mternatIOnal
pnces and/or find alternattves that gIve at least an equal profit" (Posada 1994)
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CENICAFE's miSSIOn atms at transformmg a threat mto an opportumty, by dlverslfymg busmess
areas

Accordmg to Colhon (1989) the miSSIOn of a natIOnal agncultural research mstltute can

• support the development of the agncultural sector of the country

• ontnbute to the progress of agncultural SCIence

• serve to formulate pohcles

Unlike EMBRAPA and CENICAFE, WhICh do not mentIon rural extensIOn as part oftheIr mandate,
INTA (InstItuto NaclOnal de Tecnologia Agropecuana) m Argentma has responsIblhtIes both m
research and m agncultural and lIvestock extensIOn Its mISSIOn IS to "Impel and mVlgorate research
and agncultural and lIvestock extensIOn m order to accelerate the spread of technology and the
Improvement of agncultural busmess and rural lIfe" (Hogg 1994)

MISSIOns can be defined at the mstltute, center, and program levels For example, the miSSIOn of
the Agncultural Research Vmt of Canada (eqUIvalent to a NARI), IS to "Improve the long-term
competence of the CanadIan agro-food sector through the development and transfer of new
technologIes" At the largest expenmental statIOn withm the research umt, the Expenmental
StatIOn of Lethbndge, the mISSIOn IS "produce new technology and mformatIon to aid m the
development of more competitive and sustatnable systems for dryland and low ImgatlOn m the
prames of southern Canada" (Ayres 1993) (FIgure 1)

Center lor Radioactive Isotopes
nd the Biosphere

FIgure 1 The name of an orgamzatIOn IS not enough to express Its WIshes and
commumcate them to others These need to be stated In the mIssIon

Methodology The lIterature on strategic plannmg, management, and admml-
stratlOn reveals that there are no fixed techmques or recipes for

formulatmg a miSSIOn But all agree that there are some key components to the Job Table 1 looks
at some aspects of formulatmg and assessmg a miSSIOn accordmg to the strategIC approach usmg
some examples from Pfeiffer et al 1985, DaVId 1988 OlIveIra 1992, and Certo and Peter 1993

The matnx of Table 1 can be used to formulate and evaluate an mstltutlOn's mISSIOn To formulate
a mISSIOn, use the same components and questIOns of Table 1, only substItutmg the word
"orgamzatIon" for the name of the mstItutlOn or program, as the case may be The answers to the
questIOns should be wntten m the thIrd column
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Table 1 Matrix for Formulating and Assessing a MIssion

Components of Questions to answer MIssion Statement of the Future Valley Agricultural
a mission statement In the miSSion statement Research Center (hypothetical example)

• Major purpose, basIc reason What IS the business of the organization? Develop research to solve environmental, social, and
for the organization's eXistence economic problems of the agricultural and agrolndustnal

segments of Future Valley

• Products and services What are the main (types of) Technical SCientific knowledge and agricultural technology
produced products/services of the organization? appropriate for dryland and Irrigation areas

• Clients Who are the relevant clients and • Small and medium farmers of dryland areas
where are they? • Farmers and agrolndustnes of the Irrigation areas

• Technology What are the organization s • Traditional biotechnology and technology for dryland areas
research approaches? • Biotechnology and other frontier technologies for Irrigation

areas

• Philosophy What Is the philosophic base (values, • ValUing human resources In the organization
beliefs and aspirations) of the • Clients and partners are the orgamzation's gUides
organization? • Interest In the Internal market and technological competition

In the country

• Interest In the productivity, quality, profit, and health
of the crops and their final products

• Environmental factors as developmental factors, to be
preserved and used rationally for the good of society

• ValUing the Interchange and partnership with other
local, state, regional, national, foreign, and International
institutions

• Interest In the sustalnabillty What IS the organization s attitude to Clients and partners of the organization participate In
of the organization ItS sustainabillty In the long run? • choosing problems and challenges to be addressed

by research

• defining and assessing research poliCies and priorities

• building the organization s future

• The organization s self Image What are the key strengths and The most modern Infrastructure of laboratories for research,
competitive advantages of the the best human team In biotechnology, and adopting the
organization? "strategic approach In management, because the center

believes that 'If you re not the biggest, you have to be the best

• Interest for bUilding a What IS the public Image that the The center as a technological pillar of the agricultural present
poSitive public Image organization would like to have? and future of Future Valley

• Sources of inSpiration What key factors motivate and inspire Committed to (a) sustainable development, (b) clients and
the organization? partners of the center and (c) human resources of the

organization, In the long run
--
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Da~ 3/Sesnon 9/Handout 2
(392)

Agricultural Research Center of Future Valley
- mission statement-

The mission of the Future Valley Agncultural Research Center (FVARC) IS to develop
agncultural research activities to contnbute to solvmg social, economiC, and
enVironmental problems of the agricultural and agromdustrlal segments of Future
Valley This contribution IS proVided through the contmuous supply at techmcal-sclentlflc
knowledge and appropriate technologies, which permit a "qualitatIVe Jump" m the
performance of the small and medium farmers of the dryland area and the farmers and
agromdustnals of the Irrigation area, so they can fully participate m the eqUitable and
sustamable SOCioeconomiC development of the regIOn and strengthen the
competitIVeness of the national economy

For the dryland area, FVARC Will combme the potential of bIOtechnology with other
appropriate technologies for the agroecologlcal and SOCioeconomiC charactenstlcs of
ram-fed agriculture For the Irrigation area, FVARC Will combme the potential of
biotechnology with other frontier technologies needed by the high level of technology
of IrrigatIOn agriculture

The success of the FVARC mission Will be based on (a) the valumg and strategic
development of ItS human resources, (b) the needs, challenges, and expectations of ItS
clients and partners, (c) mterest m the productiVity, profitability, quality, and health of the
crops and their products, which Will contribute to supplymg the mternal market and to
Improvmg the competitiveness of the regional agriculture, (d) the understandmg that
enVIronmental factors are Important for development, and should be preserved and used
rationally m the long run for the benefit of society, (e) the mterchange with other relevant
local, state (provmclal), national, foreign, and mternatlonal mstltutlons

The FVARC Will establish and mamtam mechamsms that permit the direct partiCipatIOn
of representatives of the different groups of ItS relevant clients and partners m the
processes of (1) choosmg problems and challenges to be addressed by research,
(2) defmmg and evaluatmg poliCies and priorities for research, and (3) bUlldmg future
areas for research m the center

The center IS not the only nor even the largest agricultural research mstltutlOn m Future
Valley But FVARC has the most advanced mfrastructure and laboratOries for
agricultural research and researchers team m biotechnology m the region Also,
It has adopted the strategic approach 'to management and the development of agricultural
research" This IS because the center believes that "If you're not the biggest, you have to
be the best" But the center recogmzes that only the SOCial, political, and fmanclal support
of ItS clients and partners can transform FVARC In the technological pillar of regional
agriculture

In the long run, FVARC Will be committed to (a) the strategic development of Its human
resources, (b) the expectatIOns of Its clients and partners, and (c) the socioeconomic
sustamable development of Future Valley

Figure 2 Example of a miSSIon statement
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To evaluate an eXIstmg mISSIOn of an mstItute or a program IdentIfy the baSIC components and
proceed m the same way When an InstItutIOn or program has no explIcIt mISSIOn statement
(perhaps because It has not adopted the strategIc approach), the most general objective should be
regarded as the mISSIOn

Eventually, one can Identify whIch of the components of the mISSIOn statement are mIssmg and
reVIse and update It

The matnx IS just a tool to faCIlItate formulatmg or evaluatmg a mISSIon Based on the mformatIOn
m the thIrd column, the mISSIOn statement can be formulated and used, for example, m corporate
publIcations

The elements presented m Table 1 are those consIdered most relevant In formulatmg a mISSIOn for
an mstltutlon The final composItIOn ofa mISSIOn (see FIgure 2) does not necessanly have to mclude
all the components m a smgle paragraph, because the text may then be too long and complex For
greater clanty and to Improve comprehensIon of the mISSIOn, the statement should conSIst of two
parts (a) an mtroductory paragraph, WhICh generally mcludes the purpose, the products, and the
clIents of the orgamzatIOn, and (b) the "body" of the statement, whIch expands on the mtroductIOn
Top management must deCIde on the contents of the first paragraph, WhICh IS the most Important,
and on the statement as a whole

References

Ayres, C 1993 Planmng, momtonng and evaluatIOn m the research branch of agnculture Canada
DIscussIOn Paper No 93-08 The Hague, The Netherlands ISNAR

Borges-Andrade, J E and D Horton 1994 Plannmg, momtonng and evaluatIOn m EMBRAPA,
BrazIl DIscussIOn paper No 93-10 The Hague, The Netherlands ISNAR

Certo, S C and J P Peter 1993 AdmImstrac;ao estrategIca Planejamento e Implantac;ao de
estrategla Sao Paulo, BrasIl Makron books do BrasIl, EdItora Ltda

Colhon, M H 1989 StrategIc planmng for natIOnal agncultural research systems An overVIew
Workmg Paper No 26 The Hague, The Netherlands ISNAR

DaVId, FR 1988 La gerencla estrategIca LegIS Santafe de Bogota, ColombIa

Hogg, D R 1994 PlamficacIon, segmmlento y evaluacIOn en el INTA, Argentma In Admmls­
tracwn de la lnvestlgaclon Agropecuana Expenenczas en las Amencas, edIted by B Novoa and
D Horton Santafe de Bogota, ColombIa Tercer Mundo Edltores en asoCIaClOn con ISNAR y
PROCADI

OlIveIra, D P Reboucas 1992 Planejamento estrategIco Conceitos, metodologla, pratIcas Sao
Paulo, BrasIl Edltora Ltda

Posada, R 1994 Plamficaclon, segmmlento y evaluacIOn en CENICAFE, ColombIa In Admm­
lstracwn de la lnvestlgacwn Agropecuana Expenenczas en las Amencas, edIted by B Novoa
and D Horton Santafe de Bogota, ColombIa Tercer Mundo EdItores en aSOCIaCIOn con ISNAR
yPROCADI

Rue, L V and PG Holland 1989 StrategIc management Concepts and expenences New York,
NY, USA McGraw-HIll
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Concepts of Vision and MIssion
(summary)

A V1SlOn statement outlInes and focuses on the Ideal end-state you want to create In the future
for the organIZatIOn The descnptIOn of that excItIng, Ideal end-state IS called a V1SlOn

A VISIOn IS not a plan You mIght have a VISIOn of what you want to create, but you don't know
how to get there If you know how to get there, It IS no longer a VISIOn, but a plan

A mlSSlOn statement IS a SUCCInct statement whIch sets out the essentIal purpose of the
organIZatIon Its purpose IS to prOVIde a clear and common understandmg of the agency role
InsIde and outSIde the organIZatIOn

WhIle a mISSIon statement IS a necessanly bnef statement, It WIll need some InterpretatIon for
dIfferent sets of Interest groups or "clIents," e g , the mISSIon WIll have a dIfferent ImplIcatIOn
for staff and those outSIde the orgamzatlon

The mISSIon statement mIght be Interpreted and explamed to the vanous concerned groups or
partIes Such a bnef clanfIcatIOn should convey to those groups how the agency role WIll be
exercIsed m respect to theIr partIcular Interests
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Exercise 9. NARis role In the future: Vision and
mission formulation

("triP around the tables" technique and small groups)

Part I Redefining NARis role (1 hour 55 mmutes)

Phase 1 Group work (55 mmutes)

1 Form four groups of partIcIpants, each group electmg a rapporteur

2 The groups pretend all belong to the same organIZatIon

3 Each group works on the questIon aSSIgned to them as follows (20 mmutes)

What does the government reqUIre of us?

Who are the "clIents" or "stakeholders" of our busmess? What do they
expect from us?

What are the most Important functIOns for the organIzatIon to carry
out?

What are the deSIrable attrIbutes and characterIstIcs to whIch the
organIZatIon should aspIre m the executIOn of ItS role?

4 The rapporteurs compIle theIr group's mputs on worksheet 3 9 5 (30 mmutes)

Phase 2 Trip around the tables (35 mmutes)

5 The rapporteurs begm theIr "trIP around the tables" They have fIve mmutes to spend at
each table They present theIr group's mputs and collect contrIbutIons to Improve theIr
responses (15 mmutes)

6 The rapporteurs return to theIr own group They share the contrIbutIOns collected dUrIng
the ··trIp" and deCIde on the best answers The rapporteurs WrIte the results on the fhpchart
and prepare to present theIr group's results (20 mmutes)

Phase 3 Reportmg and diSCUSSion (25 mmutes)

7 The rapporteurs present theIr results to the audIence FIve mmutes are aVaIlable for each
presentatIon (20 mmutes)

8 The tramer prOVIdes feedback on the responses of Part I and mVltes the partICIpants to
work on Part II (5 mmutes)
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Part II Formulating vIsion and mission (1 hour 20 minutes)

9 Form the same groups as In Part I of the exercIse Before formu1atmg vIsIon and mISSIon
statements, revIew the concepts In handouts 3 9 1,392, and 3 9 3 (35 mmutes)

10 Pretend you are all from the same NARI TakIng Into account the responses of Part I,
compose a vISIon and mISSIon statement for your NARI Use worksheet 396 to wnte
down the group Ideas

11 The rapporteurs wIll wnte the VISIon and mISSIOn statements on two separate fhpcharts to
present and dISCUSS WIth the audIence (5 mmutes)

12 At the end of thIS exercIse, the tramer wIll InVIte the partIcIpants to come to a consensus
to select and/or reformulate one statement on VISIOn and mISSIon, WhIch WIll be used dunng
the remamder of the workshop to support the next steps of the strategIc planmng exerCIse
(1 e formulatIOn of strategIes and obJectives) (40 mmutes)

13 The "new" VISIon and mISSIOn WIll be dIsplayed on the wall until the end of the workshop

14 The traIner summanzes thIS exerCIse, InVItes partICIpants to proVIde feedback, and closes
the seSSIon (5 mInutes)
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Exercise 9. Worksheet
(Part I)
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Exercise 9. Worksheet
(Part II)

• VlSlon statement (short statement)

• MIssIOn statement (short statement 30-40 words)

StrategIc Plannmg

Da) 31Semon 9/Handout 6
(396)
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Strengths and VVeaknesses

• Please lIst what you consIder to be three strengths of day three

1

2

3

• Please lIst what you consIder to be three weaknesses of day three

1

2

3

Strategic Planmng

Day 31SesslOn 9/Handout 7
(397)
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• SuggestIOns for Improvements

StrategIc Plannmg

Da> 31SenlOn 9/Handout 7
(397)
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GUidelines to Provide Feedback on the Workshop

I The Module

Content

• usefulness/relevance

• amount of 1OformatlOn

Structure

• sequence

• duratlOn
• balance between tramers' and tramees' partIcIpatIon
• 1Ostructions to tramers

• vIsual aIds
• handouts, exerCIses

• extra read10gs

• PAPA
• evaluatIon

2 Process trammg techmques and dIrectIon

• usefulness/relevance/effectIveness

• group 1OteractlOn
• clanty of questIons/exercIse 1OstructlOns
• open1Og and closure of the days

3 Tramers', facIlItators', and tramees' performance

• presentatlOn!commumcatlOn skIlls
• 1OteractIOn/effectIve participatlOn
• punctuahty/1Oterest/commitment/WIlhngness to facIhtate learmng/wIlhngness

to partICIpate

• other attItudes

4 LogIstIcal support

• orgamzatlOn

• accuracy
• punctuahty
• wIll10gness to aSSIst partICIpants
• servIces prOVIded 10 general
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Workshop environment

• physIcal (trammg faCIlIties, trammg matenal, hotel facIlIties m general)
• psychologIcal (personal feelIngs such as self-motivatIOn, mterest, satisfactlon, self­

achIevement)
• socIal (development of fnendshIp, relaxed, comfortable among partIcIpants, etc)

6 Workshop results/outputs

• personal and professIOnal assessment
• recommendatIOns

7 General comments
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FIRST STAGE

PAPA - ideas for action items

Date

Workshop tItle SADC/ESAMIIISNAR Workshop on StrategIc Planmng

Date/Venue

Name

OrgamzatIOn

Ideas I would lIke to try when I return to work at my research mstItute, based on what I have
learned m thIS trammg workshop

Note You can use the workshop objectives what you learn dunng the workshop the handouts, conversatIOns with
particIpants and trainers etc to come up with Ideas
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Strategic Planning

DAY FOUR - Overview

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg

1 Formulate ObjectIves for a NARI based on the VISIOn and ffilSSIon statements
2 Formulate polIcIes for a NARI
3 Formulate strategIes for a NARI

Handouts

4 10 1 OvervIew of Day Four
4 10 2 TentatIve Schedule of Day Four
4 103 Formulatmg ObjectIves (text)
4 10 4 ExerCIse 10 Formulatmg ObjectIves
4 10 5 ExerCIse 10 Worksheet
4 11 1 Formulatmg PolICIes (text)
4 11 2 ExerCIse 11 Formulatmg PolICIes
4 11 3 ExerCIse 11 Worksheet
4 12 1 Formulatmg StrategIes (text)
4 122 ExerCIse 12 Formulatmg StrategIes
4 12 3 ExerCIse 12 Worksheet
4 12 4 Strengths and Weaknesses of Day Four
4 12 5 GUIdeimes to ProVIde Feedback on the Workshop
4 12 6 PAPA-FIrst Stage
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Strategic Planning

DAY FOUR - Schedule

08 30 - 09 00 Opemng of the Day's ActivIties

0900 - 10 30 SessIon 10 FormulatIng Objectives
(Presentation and exerCIse 10)

10 30 - 10 45 Tea/Coffee Break

10 45 - 13 00 SessIOn 11 FormulatIng PolIcIes
(PresentatIOn and exerCIse 11)

13:00 - 14:00 Lunch

1400 - 15 15 Session 12 FormulatIng Strategies
(PresentatIon and exerCIse 12)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 SessIon 12 (ContInued)

1700 - 17 30 Feedback on the Day's ActivIties and PAPA
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Strategic Planning

DAY FOUR - Checklist for Trainers

Da, 410,erHel',

Handouts Yes No
./ ./

4 10 1 OverVIew of Day Four D D
4 10 2 TentatIve Schedule of Day Four D D
4 10 3 Formulatmg ObjectIves (text) D D
4 104 ExerCIse 10 Formulatmg ObjectIves D D
4 10 5 ExercIse lOWorksheet D D
4 11 1 Formulatmg PolIcIes (text) D D
4 11 2 ExerCIse 11 Formulatmg PolIcIes D D
4 11 3 ExerCIse 11 Worksheet D D
4 12 1 Formulatmg StrategIes (text) D D
4 12 2 ExerCIse 12 Formulatmg StrategIes D D
4 12 3 ExerCIse 12 Worksheet D D
4 124 Strengths and Weaknesses of Day Four D D
4 12 5 GUIdelInes to ProvIde Feedback on the Workshop D D
4126 PAPA-FIrst Stage D D

Overheads

4 10 1 ObjectIves of Day Four D D
4 10 2 Schedule of Day Four D 0
4 10 3 ObjectIve of SessIOn 10 D D
4 10 4 ObjectIve and Target D D
4 10 5 Categones of ObjectIves D D
4 10 6 InstItutIOnal ObjectIves D D
4 107 FunctIonal ObjectIves D D
4 10 8 OperatIOnal ObjectIves D D
4 10 9 GUldehnes for Formulatmg ObjectIves D D
4 10 10 DIfferent ObjectIves D D
4 11 1 ObjectIve of SeSSIOn 11 D D
4 11 2 PolIcy D D
4 11 3 PolIcy Defmltlon D D
4 11 4 Let's All Shoot at the Same Target D D
4 11 5 Pohcy Typology D D
4 11 6 Pohcy Charactenstics D D
4 11 7 DIfferent Targets D D
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Day 4/OverView

Yes No
./ ./

4 11 8 WhICh Target to AIm at? 0 0
411 9 WIsdom 0 0
4 12 1 ObjectIve of SessIOn 12 0 0
4 12 2 Strategy 0 0
4 12 3 Strategy DefmItlon 0 0
4 12 4 Pohcy versus Strategy 0 0
4 12 5 The Need for StrategIes 0 0
4 12 6 StrategIes Methodology 0 0
4 12 7 QuestIOns to Formulate a Strategy 0 0
4 128 11 QuestIons for Selectmg StrategIes 0 0
4 12 9 11 QuestIons for Selectmg StrategIes (contmued) 0 0
41210 Strategy FonnulatlOn 10 Tenns ofCIPP Framework 0 0
412 11 StrategIC Planmng Process 0 0

Materials

• Overhead projector 0 0
• Projector screen 0 0
• Fhpchart stands (mimmum 2) 0 0
• Fhpchart paper/pads (about 10 per day) 0 0
• Markers for wntmg on newspnnt 0 0
• Markers for wntmg on transparenCIes 0 0
• Blank transparenCIes 0 0
• Stapler 0 0
• Tape (strong maskmg tape and regular tape) 0 0
• Push pms 0 0
• Glue 0 0
• PencIls/notepads/pens 0 0
• PencIl sharpeners 0 0
• ExtenSIOn cords 0 0
• CertIfIcates 0 0
• Photocopymg facIlIties 0 0
• Spare bulbs for overhead projector 0 0
• Extra notepads and pens 0 0
• SCIssors 0 0
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DAY FOUR

PRE-SESSION

OBJECTIVES

OPENING

SESSION 10

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 10

Strategic Plannmg

Da1 41Semon 10
InstructIOns to Tramers

Session 10
Formulating Objectives

InstructIOns to Tramers

08 30 - 09 00 Opemng of the Day's ActIvItIes

- ReVIew of the prevlOus day's actIvItIes

- Summary of the evaluatlOn of the prevlOus day

- OvervIew of the day's actIvItIes

By the end of thIS pre-sesslOn, the partIcIpants WIll be able
to do the followmg

• Assess the progress of the workshop

• Summanze the ObjectIves and agenda for the day's ac­
tIvItIes

InvIte a volunteer to reVIew the prevIous day's actIvitles (10
mmutes)

Summanze the evaluatlOn of the prevIous day (10 mmutes)

Dlstnbute the overVIew and the schedule for day two to the
partIcIpants (handouts 4 10 1 and 4 10 2) ReVIew the objec­
tlves and schedule, usmg overheads 4 10 1 and 4 102 Ask
If clanficatlOns are needed (10 mmutes)

09 00 - 10 30 SessIOn 10 Formulatmg ObjectIves

By the end of thIS seSSlOn the partlcipants wIll be able to do
the followmg

• Formulate objectlves for a NARI based on the VISIon and
mISSIon statements

Use overhead 4 10 3 to present the ObjectIve

Trammg techmques presentatlon, "tnp around the tables"

(expenence) GIve a bnef presentatlOn focusmg on formu­
latmg objectlves Use handout 4 10 3 as background mfor­
matIon for the presentatlon Overheads 4 10 4 through
4 10 10 support the presentatlOn Dlstnbute handout 4 10 3
(10 mmutes)

ExerCIse 10 Formulatmg objectIves (l hour 15 mmutes)

Note Keep the flIpcharts from thIS exerCIse, to use them
agam dunng exerCIse 12
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Day 41SessIOn 10
InstructIOns to Tramers

CLOSURE

318

1 DIstnbute handout 4 10 4 ThIs gIves clear lOstructIOns
for the exerCIse Go over the lOstructIOns wIth the
partICIpants step by step EmphaSIze and remlOd the
partIcIpants about the time Ask If clarIfIcatIOns are
needed (5 mInutes)

Phase 1 Group work (15 mmutes)

2 DIVIde the partIcIpants lOto four groups, and ask each
group to elect a rapporteur

3 The groups work on deflOmg the objectives on the
orgamzatIOnallevels assIgned to them (15 mmutes)

4 (experzence) As the groups work, CIrculate from group
to group to check progress Clanfy any concerns they
may have whIle workmg Be sure to remmd them of the
tIme remammg

Phase 2 "TrIp around the tables" (25 mmutes)

5 (experzence, process) The rapporteurs make the "tnp
around the tables," spendmg fIve mmutes at each table
(15 mInutes)

6 (process) The rapporteurs return to theIr own groups.
The groups reVIse theIr statements based on the contn­
butIOns collected dUrIng the "trIP" The rapporteurs
wnte the results on a flIpchart for presentatIOn (10
mmutes)

Phase 3 Reportmg and dISCUSSIon (30 mmutes)

7 (process) The rapporteurs present the results to the
audIence Each rapporteur has fIve mmutes to present
(20 mmutes)

8 (process, generalzze) The tramer prOVIdes feedback on
the content of the presentatIons and facIlItates a dISCUS­
SIon (10 mmutes)

Closure (5 mmutes)

I (applzcatwn) Ask the partICIpants "What mIght you do
dIfferently 10 your Job as a result of what you have
learned?"

2 Make a tranSItIOn to the next seSSIOn

10 30 . 10 45 Tea/Coffee Break
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Dm 4/Sesmm IO
Instructwns to Tralllen

Session 10
Summary of Overheads

Objectives of Day Four

1 Formulate obJectives 'or a NARI based on the vision
and mission statements

2 Formula'e policies lor a NARI

3 Formulll1e strategies tor a NARI

410 1

Objective and Target

• Object/vein 'he broMl.st sense
til rutu tilt. ltull ....ulh!
tltl' .om-body w til to ach~

Schedule of Day Four

01 .. 00'" DIM I 9 tthee-y' A IlvIti

0000 103D ... '0 Form Illtl I ObJ.ctl---" .. 1300 ... 11 FormlligPII"

......
"00 1515 S 11)1112 F mul tI gStr legl...-.-
1030 1100 5 Jon 12 (Co tI ")

1100 1730 F..dbKk on ttl 0 Y A tlVld • nd PAPA

--
4102

Categones of Objectives

o Institutional

o Fun.Uonal

Objective of Session 10

• Formulate obJectives for a NARI based on the
vision and mission statements

4103

Institutional Objectives

• baed on the Inltltutlon I minion Itltement
and extemat organizational and gap analyses

• Itrateglc In nature

• Target
In .... tesanobjecUv tUl
I chle IIblelh t9I the
m blllZllti II P ta_d
poco_

4104

o OperaUona'

4105

• ~tenn

• rather Inflexible

• qualitative

• serve as reference for formulating policies and
strategies and for 'unctlonal obJectlv".

4106

Functional Objectives

• baaed on Institutional objectives

• reter to tactical level

• medium term

• mora flexible

• quanlUa!lve--probablllallc

• serve as reference for formulating 'uneUa"al
norms and tactics and lor operational objectives

• middle management responsible

4107

Different Objectives

Management ObJect/vee Plan Term

lop Institutional strategic long

middle functional tactical medium

operatJonal operational operational short

--
41010

StrategIc Plannmg

Operational Objectives

• derl d f m functional obJecU •

• r.fer 10 opera110nallewl

• short1arm

• highly flexible

• q a tttatlve-dttannlnlsUc

• serve a. reference for formulating oparsllonal directive.
and actlvltl•• ln dmlnlatratl andt.chnlca' untls

4108

GUidelines for Formulating Objectives

1 Coherence between ml..lon and oblectlves

:z. Within the categories lI,t objectives hierarchically

3 Use an objective flow hart to rank In the following order­
Institutional functional and operational objectives

4 Those re.ponslble for the .trategle planning proc:e..
should support/organize the Iteps of the proces.

4109
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Handout - Overview of Day Four

Strategic Planning

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg
1 Formulate objectIves for a NARI based on the VISIon and mISSIon statements
2 Formulate polIcIes for a NARI
3 Formulate strategIes for a NARI

Handouts

4 10 1 OvervIew of Day Four
4 10 2 TentatIve Schedule of Day Four
4 103 Formulatmg ObjectIves (text)
4 104 ExerCIse 10 Formulatmg ObjectIves
4 10 5 ExerCIse 10 Worksheet
4 11 1 Formulatmg PolICIes (text)
4 11 2 ExerCIse 11 Formulatmg PolICIes
4 11 3 ExerCIse 11 Worksheet
4 12 1 Formulatmg StrategIes (text)
4 122 ExerCIse 12 Formulatmg StrategIes
4 12 3 ExerCIse 12 Worksheet
4 12 4 Strengths and Weaknesses of Day Four
4 12 5 GUidelInes to ProVIde Feedback on the Workshop
4 12 6 PAPA-FIrst Stage
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Handout - Tentative Schedule of Day Four

Strategic Planning

08 30 - 09 00 Openmg of the Day's ActivIties

0900 - 10 30 SessIOn 10 Formulatmg Objectives
(PresentatIon and exerCIse 10)

10 30 - 10 45 Tea/Coffee Break

10 45 - 13 00 SessIOn 11 Formulatmg PolICIes
(PresentatIon and exerCIse 11)

13:00 - 14:00 Lunch

14 00 - 15 15 SessIOn 12 Formulatmg StrategIes
(PresentatIOn and exerCIse 12)

15 15 - 15 30 Tea/Coffee Break

15 30 - 17 00 SessIon 12 (Contmued)

1700 - 17 30 Feedback on the Day's ActivIties and PAPA
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Formulating Objectivesl

Concepts

"In the broadest sense, an objective
lS the future state, sltuatwn, or result that

somebody wants to achleve "

In the lIterature on planmng, there IS no umform
defimtion ofan ObjectIve Even m the lIterature
on strategIc planmng, there IS no consensus
(DavId 1988, OlIveIra 1992, Certo and Peter
1993) In the broadest sense, an ObjectIve IS the
future state, sItuatIOn, or results that somebody
wants to achIeve For our purposes, ObjectIves
wIll be defined m lIne wIth the strategIc ap­
proach, WhICh recommends that objectIves be
defmed m assocIatIon WIth decisIOn-makmg
levels and the tIme honzon for achIevmg them
From thIS perspectIve, objectIves may be dI­
vIded mto three categones

Institutional obJectIves These ObjectIves should be based on the mstItutIOn's mISSIOn statement
and on external, orgamzatIonal, and gap analysIs They are strategIc m nature, long-term, rather
mflexible, and qualItatIve They should serve as a reference for formulatmg mstItutIOnal pohcles
and strategIes, and for the functIOnal objectIves Top management IS responsIble for formulatmg
and penodically updatmg them

FunctionalobJectives These objectIves should be based on the mstItutIOnal objectIves They refer
to the tactIcal level, are medIUm-term, and more flexIble, and quantItatIve-probabIhstIc (defme a
probable SItuatIon, m terms of percentages or other measurable mdicators, statmg the deSIred
mmimum) They should serve as a reference for the formulatIOn of the functIOnal norms and,
tactIcs, and for the operatIOnal ObjectIves MIddle management IS responsIble for formulatmg,
momtonng, assessmg, and bnngmg the functIOnal ObjectIves up to date

Operational obJectives These ObjectIves should be denved from the functIonal ObjectIves They
refer to the operatIOnal level, are short-term, hIghly flexIble, and quantItatIve-determmiStIC
(precIsely defme a SItuatIOn that should occur, m terms of percentages or other measurable
mdicators They should serve as a reference for formulatmg the operational dIrectIves and actIvIties
m the varIOUS admmistratIve and techmcal umts Lme managers are responsIble for formulatmg,
momtonng, assessmg, and bnngmg the operatIOnal objectives up to date

These three levels of objectives should be wIdely dIscussed by top, mIddle, and Ime management
Lme managers should dISCUSS the ObjectIves wIth those staff who WIll carry out the ObjectIves
The level of mteractIon among the groups of relevant actors m the mstItutIOn, wIth respect to these
three categones of objectives, determmes the level of success m achIevmg the defined objectIves

Extracted and adjusted from J E Borges Andrade M D Escobar J Palomlllo R Saldana J Souza SlIva 1995 StrategIc
planmng III agncultural research management Module 2 of the senes Tralmng In plannmg momtorlng and evaluatIOn
for agricultural research management Cah ColombIa ISNAR
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There IS no fIxed rule or umversal techmque for formulatmg
objectIves There are, however, some gUIdelInes that may help In
carrymg out thIS task

1 MamtaIn coherency between the mISSIOn and the mstItutIOnal functIonal, and operatiOnal
ObjectIves The operatIonal objectIves are denved from the functiOnal obJectIves, which are
denved from the InstItutIonal obJectIves, WhICh m turn are denved from the miSSiOn
statement and the analyses of the external envIronment, the orgamzatIon Itself, and itS gaps

2 InstItutIonal objectives should be formulated by top management, whIch should denve them
from the mISSIOn statement and from the external, orgamzattonal, and gap analyses

3 FunctIOnal objectIves should be formulated by mIddle management, WhICh should denve
them from the mstItutIonal ObjectIves and from the external, orgamzattonal and gap
analyses

4 The operatIOnal objectIves should be formulated by lIne management, WhICh should denve
them dtrectly and exclusIvely from the functIOnal ObjectIves and from the external, organ­
IzatiOnal, and gap analyses

5 In each of the three categones, ObjectIves should be formulated and hsted In hIerarchIcal
order (see FIgure 1) To orgamze the objectIves by hIerarchy WIthIn a certam category, the
members of the relevant commIttee must identIfy, by consensus, the Interdependency among
them After makIng a lIst of the most relevant obJectIves, the members should answer
IndIVIdually and then as a group (to achieve consensus), two key questiOns for each of the
obJectIves, to determIne the Interdependency between ObjectIves

• Does thiS ObjectIve contnbute to the achIevement of other obJectIves?

• On which other ObjectIves does fulfillment of thIS objectIve depend?

The commIttee's answers should be orgamzed In an "objectIve flowchart," In WhICh the most
comprehenSIve ObjectIve appears at the top The remaInIng general and speCifIC ObjectIves
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are orgamzed 10 descend10g hIerarchIcal order The greatest number of ObjectIves that
contnbute to the fulfIllment of others appear at the bottom The connect1Og arrows relate the
lower objectIves to those 10 hIgher levels Each objectIve contnbutes to the achIevement of
the objectIves above It

I MISSion of EMBRAPA I
\

I I
To mcrease the production To contribute to solvmg

and effiCiency of the social and environmental
problems that affect theagromdustrlal complex
agromdustrlal complex

I I
I

ITo advance the quality and characteristics of the products of the agrOmdustrial1
complex, to meet the demands of the mtermedlary and fmal consumers

I
I I I I

To generete technology To adapt technologies To promote and facilitate To generate
for agrolndustrlal prodUcts developed In other transfer end marketing of technologies tor

and processes countries
scientific and technological basic food producers

InformalJon

I I I I

I
To promote the

advancement of research

Figure 1 Hierarchical classification of EMBRAPA's objectives

6 As a pnnciple of methodology, 10 the exerCIse for formulat1Og 1OstItutIonal objectIves, the
mISSIon should be conSIdered the broadest ObjectIve Beg1On1Og WIth the mISSIon, top
management WIll dISCUSS what 1OstitutIOnal Objectlves should be formulated 10 order to fulfill
the mISSIOn of the 1OstItutIOn ThIS means there must be as many general 1OstItutIOnal
ObjectIves as necessary to 10clude all the po1Ots of the mISSIOn For each general ObjectIve,
there should be as many speCIfIC 1OstitutIOnal objectIves as necessary to cover the corre­
spond1Og general ObjectIve

7 Once the general and speCIfic 1OstItutIOnal objectIves are formulated, the functIonal objec­
tIves are formulated 10 the same manner The dIfference IS that those responSIble for the
dIfferent functIOns of the 1OstItutIOn should fIrst dISCUSS and IdentIfy whIch relevant func­
tIOnal objectIves should be denved from the 1OstitutIOnal objectIves They make a hst of
these objectIves, to be Implemented 10 the medIUm-term, to achIeve the speCIfic 1OstitutIOnal
ObjectIves Then, as a group, mIddle management WIll orgamze the ObjectIves accord1Og to
the dIfferent functIOns of the mstitutIOn Next, those WIth correspond1Og functIons WIll put
them 10 hIerarchIcal order wIth10 each functIOn Each group WIll def10e the general functIOnal
ObjectIve to whIch the others contnbute There WIll be only one group of mIddle manage­
ment the managers of the overall functIons of the 1OstItutIOn In the case of functIOnal
ObjectIves for research, these WIll be orgamzed by program

8 Once the general and speCIfic functIOnal objectIves are formulated, the operatIOnal obJec­
tIves are formulated follow1Og the same system The dIfference IS the actors who partICIpate
10 the process In thIS case, hne management partICIpates, as well as those under theIr
command The operatIOnal objectIves should be formulated every year ThIS corresponds to
the projects level
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9 The group or commIttee that coordmates the strategIc planmng process should organIze and
support all the strategIc steps of the process But each manager should be autonomous m
carrymg out the steps of the process m relatIOn to the partIcIpatIOn of those under hIS
command

10 The mstttuttonal ObjectIves should be mcluded m the strategIc plan the functIOnal ObjectIves
m the tactIcal plan, and the operatIOnal ObjectIves m the operatIOnal plan The ObjectIves of
all three categones should be communIcated to all employees every year

Table 1 RelatIonshIps between Management Level, ObJectives, Plan, and Term

Management level Objectives Plan Term
I
I

Top Institutional Strategic Long

Middle Functional Tactical Medium

Operational Operational Operational Short

Clearly formulated objecttves provIde directton, allow synergy for development, gUIde plannmg,
momtonng, and evaluatIOn, and support both resource allocatIOn and the desIgn of posItIOns and
theIr respecttve functIons
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Exercise 10. Formulating objectives
("trip around the tables" technique)

Phase 1 Group work (15 mInutes)

I Form four groups of partIcIpants, each electIng a rapporteur

2 Remember that an objectIve IS a statement reflectIng values or desIred outcomes related
to a VISIOn of the future ObjectIves are hIerarchIcal In order, broad In scope at the top
level, and specIfIc and detailed at the actIOn level

3 Use the mISSIOn statement agreed to In exerCIse 9, to formulate four major objectIves, for
the levels assIgned to your group as follows

Group A

GroupB

Groupe

GroupD

dIrectorate level

natIOnal research InstItute level

regIOnal research centers

central support serVIces

4 The rapporteurs compIle theIr group's Inputs on worksheet 4 10 5

Phase 2 Trip around the tables (25 mInutes)

5 The rapporteurs begIn theIr "tnp around the tables" They have fIve mInutes to VISIt each
table They present theIr group's Inputs and collect contnbutlons to Improve theIr re­
sponses (15 mInutes)

6 The rapporteurs return to theIr own group They share the contrIbutIOns collected dUrIng
the "tnp" and deCIde on the best answers The rapporteurs WrIte the results on the fllpchart
and prepare to present theIr group's results (10 mInutes)

Phase 3 Reportmg and diSCUSSIOn (30 mInutes)

7 The rapporteurs present theIr results to the audIence FIve mInutes are avaIlable for each
presentatIon (20 mInutes)

8 The traIner analyzes the responses, after WhICh you wIll be InvIted to partIcIpate In a
dIScuSSIon (10 mInutes)
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DAY FOUR

SESSION 11

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 11

Dm 41Semon 11
InstructIOns to Tramen

Session 11
Formulating Policies

InstructIons to Tramers

10 45 - 13 00 SessIOn 11 Formulatmg PoliCies

By the end of the seSSIOn the partICIpants w111 be able to do
the followmg

• Formulate polICIes for a NARI

Use overhead 4 11 1 to present the objectIve

Trammg techmques presentatIOn, modIfIed panel

(expenence) GIve a bnef presentatIOn focusmg on formu­
latmg polICIes Use handout 4 11 1 as background mforma­
tIOn for the presentatIOn Use overheads 4 11 2 through
4 11 9 to support the presentatIOn DIstnbute handout
4 11 1 (15 mmutes)

ExerCIse 11 Formulatmg poliCies (1 hour 55 mmutes)

DIstnbute handout 4 11 2 and 4 11 3 Handout 4 11 2
gIves clear mstructlons for the exerCIse Go over the
mstructIOns WIth the partICIpants step by step Empha­
SIze and remmd the partICIpants about the tIme Ask If
clanficatIOns are needed (5 mmutes)

Phase 1 Group work (35 mmutes)

2 DIVIde the partICIpants mto four groups and ask each
group to elect a rapporteur (5 mmutes)

3 (expenence) As the groups work, CIrculate from group
to group to check progress ClarIfy any concerns they
may have whIle workmg Be sure to remmd them of the
time remammg (25 mmutes)

4 The groups answer the questIOns on the exerCIse sheet
and the rapporteurs wnte theIr group's results on a
flIpchart (5 mmutes)

Phase 2 Reportmg and dISCUSSIOn (1 hour 15 mmutes)

5 (expenence, process) Each rapporteur has fIve mmutes
to present theIr results to the audIence (20 mmutes)

6 InVIte the rapporteurs to dISCUSS the presentatton and
results among themselves (20 mmutes)
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7 Open the dISCUSSIon to the plenary audIence and, fI- •
nally, provIde your VIew on the results of the exerCIse
(25 mInutes)

8 (process, generalzze) At the end of the exerCIse provIde
feedback on the content of the presentatIOns Ask the
partICIpants questIOns such as "How dId you feel dOIng
thIS exerCIse?" and "What dId you learn?" (lO mInutes)

Closure (5 mInutes)

1 (applzcatlOn) As the partIcIpants "What mIght you do
dIfferently In your Job as a result of what you have
learned?"

2 Make a tranSItIOn to the next seSSIon

13 00 - 14 00 Lunch
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DAY FOUR Session 11
Summary of Overheads

Objective of Session 11 Policy Policy Definition

• Formulate pollel•• for a NARI Cl Doflnition

o Concepts typology

a Formulating pollcl••

A polley is a tormal guide to decisions and

behavior Intended to stimulate support or guide

action In a desired direction toward

the attainment of en objective

4111 4112 4113

Policy Typology Policy Characteristics

rL.r~a~.hoot •• tht J
~target

~;I"';' ,

By !heIr

• .cop. glneral or lIpeclflc

• ...., ofb.Jng m-d known' expU It /Implicit

• origin' tIIbllthMi .allcltMi or Imp eel

• obJ- tlvr Innovatl.... for m i"1e1Ul ctI 0 '0 .urvlnl

• I••1of tMc1.,on mMlnv .lrIIteglc functional or op rational

• .ru,.. IntUtutJoMI or tKhnologlcal

o Flexible

o Targeted

o Ethical

Pollel•• are Input toward achieving an objective

4114 411 5 4116

Wisdom

EJ Too much openness can promote chaos

o Too many limits boundaries and restrictions
can be counterproductlva

What I you pl 1 ?

Whl htag It 1m t?

Validation of objectives requir.
external conlultatlon

Sometime. re.earcher. and extermll group.
elm et different Iorgets

4117 4 11 8 4119
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Formulating Policies1

Concepts A polIcy IS not an actIOn, but a gUIde to decIsIOns and behavIOr
mtended to stImulate, support, or gUIde actIOns m a desIred
dIrectIOn toward an objectIve (see Figure 1)

Let's all shoot at the
same target

Figure 1 Policies are Inputs toward achieving an objective

For example, If one of the polIcIes of an mstItutIOn IS "the mlxmg of dIscIplmes m agncultural
research projects," thiS pohcy will mfluence and gUIde many other decIsIOns at different levels
and areas of the mstItutIOn

PohcIes can be classifIed accordmg to theIr scope, the way of makmg them known, their ongm,
their ObjectIves, the decIsIOn-makmg levels at which they are formulated, and theIr nature

• scope-polIcIes are classIfied as general or specIfic

• way ofmakmg them known-polIcies are classIfIed as explIcIt (wntten and made known Widely
and publIcly or Imphclt (not wntten and for restncted commUnICatIOn)

• ongm-pohcles are classIfied as estabhshed, when they are denved from the mission and
ObjectIves, solICited, when they are denved from claIms made by certaIn groups, or Imposed,
when they are denved from external pressures

• objectIves-polIcIes are claSSIfied as mnovatlve, to combme strengths and opportunItIes, for
maIntenance to use the mner strengths agamst the external threats, or for survival to aVOId
confrontmg weaknesses WIth external threats

• levels of declsIOn-makmg-the claSSIficatIOn IS made accordmg to where the polICIes were
formulated or managed strategIc functIOnal, or operatIOnal

I Extracted and adjusted from J E Borges Andrade M D Escobar J Palomlllo R Saldana J Souza Silva 1995 StrategIc
plannlllg III agncultural research management Module 2 of the senes Trammg m plannmg momtormg and evaluatIOn
for agricultural research management Cah Colombia ISNAR
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• nature-pohcles can be classIfied as mstItutIOnal or technologIcal

Well-formulated pohcles contnbute m several ways to the management of an mstltutIOn For
example, some pohcles may set hmlts, boundanes and restnctIOns to dIfferent actIOns, whIle
others may open new posslblhties for creatIVity Some pohcles clanfy what IS expected from
different groups of staff, Improve coordmatIOn among dIfferent techmcal and management umts,
reduce the amount of time that managers need to make deCISIOns, and promote and faclhtate the
delegatIOn ofauthonty and responslblhty Each umt ofan mstitutIOn should fonnulate ItS respective
set of pohcles, all seek the fulfillment of their own objectives

Table 1 ClaSSification of Institutional PoliCies

By the" scope By the" objective

• general • mnovatlve

• speCific • for mamtenance

• for survival

By the" way ofbemg made known By the" level of deCISion

• expliCit • strategic

• ImpliCit • functional

• operational

By the" orlgm By the" nature

• established • institutional

• soliCited • technological

• Imposed

The baSIC charactenstics of an effecuve pohcy are a) flexlblhty to support the mstitutIOn's
adjustment to the changmg enVIronment, b) "scope" to mclude relevant aspects that allow the
mstitutIOn to move toward ItS desued goal, c) coordmatIOn, to concentrate efforts around related
acuvltles, and d) ethICS, so the actors of the mstitutIOn can carry out theIr actIVItIes accordmg to
ethIcal and moral values

Examples Ayres (1994) descnbes a pohcy m Agnculture Canada to concen-
trate funds allocated by Parhament on strategIC research projects,

of great economIC and envIronmental sIgmficance, whIch are unlIkely to be carned out by the
pnvate sector

Let's assume that an orgamzatIOn has the ObjectIves descnbed for EMBRAPA (see Handout 4 10 3,
FIgure 1) Some pOSSIble pohcles for thIS orgamzatIOn could be

• To defme as a pnonty the trammg of researchers to Identify technologIcal, SOCIal, and
envIronmental problems related to the agromdustnal complex

• To use aVailable fmancial resources for research projects on baSIC food products and to transfer
sCIenufic mformatIOn

• To seek outSIde pnvate fundmg for the research projects on technology for agromdustnal
products and processes

• To develop a program to Improve qualIty In the research management, WIth emphaSIS on
momtonng and evaluatIOn
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PolICIes are usually formulated by top management of an orgam­
zatIOn, but should be made known to and dIscussed by all staff

Staff should be aware of the mISSIon and the objectIves of the mstItutes, centers, or programs

Formulatmg polIcIes IS an actIvIty WIth much exchange and knowledge It reqUires group creatIvIty
and maXImum consensus The mam gUides for formulatmg polIcIes are the mstItutIOnal, func­
tIOnal, and operatIOnal objectIves to be achIeved, the external opportumtIes and threats, and the
mternal strengths and weaknesses

At the dIfferent decIsIOn-makmg levels, management should formulate strategIc, tactIcal, and
operatIOnal polIcIes The formulatIOn and classIficatIOn by hIerarchy of the polIcIes m each of the
levels should follow an approach sImIlar to that for formulatmg and classIfymg objectIves

In orgamzatIons that produce knowledge, such as agncultural research mstitutIOns, mstitutIOnal,
program, and proJect-level polIcIes should be consIstent For example, If an mstttutIOnal polIcy
advocates conservatIOn of natural resources, a project to mtroduce new plant specIes m a regIOn
should explIcItly consIder thIS ObjectIve
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Exercise 11. Formulating policies
(modified panel technique)

Phase 1 Group work (35 mmutes)

1 Form four groups of partIcIpants, each group electmg a rapporteur

2 Groups work on the followmg questIOns You may use the attached worksheet (handout
4 11 3) to wnte down the answers

a LIst two major polICIes from your orgamzatton and mdlcate how they are classIfIed
(establIshed, solIcIted, or Imposed)

b Summanze the Issues that the polIcIes, mentIOned m pomt a, addressed m your
mstItutIon

C From your pomt of VIew, what are the Impacts or how effectIve are the above polIcIes
wIthm and outsIde your orgamzatIOn?

d How would you classIfy them based on the levels of decIsIon makmg?

e Role playmg you are all dIrector generals of agrIcultural research msbtutIOns
and you need to formulate two Important polICIes for the regIon IdentIfy one
fundamental obJectzve of your orgamzatIOn from the prevIous exerCIse and
formulate two cntlcal polICIes to Improve the qualIty of agrIcultural research
management

3 The rapporteurs wnte the results on a flIpchart

Phase 2 Reportmg and dIScuSSIon (1 hour 15 mmutes)

4 The rapporteurs present the results of theIr group's dIscuSSIOn to the audIence Each
rapporteur has approxImately fIve mmutes to report (20 mmutes)

5 FIrst, the results of the presentatIons are dIscussed among the rapporteurs (20 mmutes)

6 Then the dISCUSSIOn IS opened to the audIence Fmally, the tramers provIde theIr VIews on
the results of the exerCIse (25 mmutes)

7 The tramer wIll mVIte you to provIde feedback on the content and process of thIS exerCIse
(10 mmutes)
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DAY FOUR

SESSION 12

OBJECTIVE

PROCEDURE

PRESENTATION

EXERCISE 12

StrategIc Plannmg

Da... 41SesHon 12
/n~tructlOm to Tramen

Session 12
Formulating Strategies

InstructIons to Tramers

1400 -15 15 SessIOn 12 FormulatIng StrategIes

15 15 - 15 30 Tea/Coffee Break

1530 -1700 SessIOn 12 (ContInued)

By the end of the seSSIOn the partIcIpants WIll be able to do
the follOWIng

• Formulate strategIes for a NARI

Use overhead 4 12 1 to present the ObjectIve

TraInIng techmques presentatIOn, group work

(experzence) GIve a bnef presentatIOn fOCUSIng on formu­
latIng strategIes Use handout 4 12 1 as background Infor­
mation for the presentatIOn Overheads 4 12 2 through
4 12 11 support the presentatIOn DIstnbute handout 4 12 1
(30 mInutes)

ExercIse 12 FormulatIng strategIes (2 hours 15 mInutes)

Note ThIS exerCIse bUIlds on the ObjectIves formulated
dunng exerCIse lOYou must post the fhpcharts from ses­
SIon 10 wIth the ObjectIves hsted In order to complete thIS
exerCIse

1 DIstnbute handout 4 12 2 and 4 12 3 Handout 4 12 2
gIves clear InstructIOns for the exerCIse Go over the
InstructIOns wIth the partIcIpants step by step Empha­
SIze and remInd the partIcIpants about the tIme Ask If
any clanfIcatIons are necessary (5 mInutes)

Phase 1 Group work (l hour 5 mInutes)

2 DIVIde the partIcIpants Into four groups and ask each
group to elect a rapporteur Note that the groups should
be formed on the basIS of SImIlar functIOns (for exam­
ple, disciphne, InstItutIOn, job, etc) (5 mInutes)

3 InvIte the partIcIpants to refer back to the ObjectIves on
the fhpcharts that were generated III exerCIse 10 They
should select one ObjectIve approprIate to the group
speCIfIC area of work Then, formulate strategIes and
actIVItIes to accomplIsh the selected ObjectIve
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4 InvIte the partIcIpants to read handout 4 12 1 and use •
the Table I from the handout to gUIde them dunng thIS
exerCIse on formulatIng strategIes (15 mInutes)

5 As the groups work, cIrculate from group to group to
check progress ClarIfy any concerns they may have
whIle workIng RemInd them of the tIme remaInIng (45
mInutes)

Phase 2 ReportIng and dIscussIOn (1 hour 5 mInutes)

6 (experzence, process) The rapporteurs present theIr
group's results to the audIence Each rapporteur has
about fIve mInutes to present FacIlItate a brIef dISCUS­
SIOn after each presentatIOn Comment on the results,
hIghlIghtIng the Issues and pOInts raIsed regardIng for­
mulatIng polICIes (55 mInutes)

7 (process, generallze) At the end of the exerCIse, ask the
partIcIpants questIons such as "How dId you feel dOIng
thIS exercIse?" and "What dId you learn?" to faCIlItate
dISCUSSIon of the process (10 mInutes)

Closure (5 mInutes)

1 (appllcatzon) Ask the partICIpants "What mIght you do
dIfferently m your Job as a result of what you have
learned?"

2 Make a tranSItIOn to the last seSSIon

1700 - 17 30 Feedback on the Day's ActiVIties and
PAPA

By the end of the seSSIOn partIcIpants WIll be able to do the
followmg

• ProVIde feedback on the day's actIvItIes

• ConsIder possIble actIons they would lIke to Implement
In theIr own organIZatIOn

TraInIng technIques mdIvIdual exerCIse

HIghlIght pOSItIve and negatIve pOInts of the day Note areas
that may need addItIonal attentIon In the workshop PartICI­
pants can descnbe some strengths and weaknesses of the
day on handout 4 12 4 and use 4 12 5 to faCIlItate theIr task
(15 mInutes)

(appllcatzon) Ask the partIcIpants to take some tIme to Jot
down some "actIon Ideas" they may have for themselves as
a result of today's actIvItIes They can use handout 4 126
(15 tmnutes)
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DAY FOUR Session 12
Summary of Overheads

Objective of Session 12 Strategy Strategy Definition

• Formulate 8'r81l1gles for 8 NARI Cl Definition
• Logical set of decisions to take an appropriate

course of action to .ch~v.an ob}ectlV8

a Concepts

a Formulabng pollete.

• Logical combination of .etora factor. and action_
le5ected from among other altemltlve combinations
to achieve II cerlIln ob}ectlv8 in II specific eontext

4 12 1 4122 4123

Policy versus Strategy (II) The Need for StrategIes Strategies Methodology

Polley Strategy

·GeMr.1 • • SpoeHl

·Expr.n•• d II... • ·Expr..... talk

· F o ..... • · Focu.. onfew
obJ-Cllv. obj.cuYe

·Sell of dIi 1.lon. • ·SMjUlnc I of .llp,

·Emph la Intern.1 • Emph 1:0 Ixt m I
environment vlronmenl

Strategies are needed because there are

• opportunities to be taken advanlage 0/

• threals to be avoided

• strengths to be used

• weaknesses to be reduced

• gaps to be overcome

o There is no unique melhodology but It Is
agreed thai much in/ormation inlelllgence
creaUvily and experlenca is required

o The clarlly and precision of Ihe objecllve
Is key to selling a strelegy and to its success
or failure

4124 4125 4126

Questions to Formulate a Strategy 11 Questions for Selecting Strategies 11 QuestIons for Selecting Sirateg,es (continued)

What I, the oblectlve?

What lathe context? ~
Who Bre the releyant actors? Achlellsment

of the
What are the strategic factor.? obJectl1le

What are the moat Important
actions?

Wha1 are the loglcall1epI?

1 What are lhe mosl crl1lcal external factor. for defInIng
the obtectlve?

2 What price are you willing to pay to achieve the objective?

3 What are lhe crhlcaillmlts of tha.e Interested In achieving
the objective?

4 What small InitIal conceulons would you offer to gain
support?

5 Which concessions would you make In the most critical
moment to achieve your objective?

6 What time limbs are there?

7 What are lhe external crhlcal 'actors 'or achieving 1he
objective?

8 What critical questions can the opposition present and
what would be lhe logic for answering lhem?

9 Who are lhe key actor. Involved?

10 What Is the best way 10 start"

11 What actions could othar actor.lnltlale and how could
you react?

4127 4128 4129

Strategic Planning Process

c tw",

f P tw

Strategy Formulelion In Terms 0/ CIPP Framework

41210 41211
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Formulating Strategies]

Concepts The term "strategy" IS WIdely used m dIfferent areas Many
authors define strategy as a lOgICal set of deCISIOns to take an

appropnate course of actIOn to achIeve an objective Some defme It as a set of orgamzed actIOns
to gUide an mstitutIOn toward the achIevement of a certam ObjectIve, stIll others defme It as the
set of objectives and polICies of an mstItutlon (David 1988, Rue and Holland 1989, OlIveira 1992,
Certo and Peter 1993) All these defInItIOns are mcomplete, however, m the sense that they do not
clanfy what the baSIC components of a strategy are

In order to offer a methodologIcal gUide for fonnulatmg strategIes, we define "strategy" as a lOgical
combmatIOn of actors, factors, and actIOns, selected among other alternative combmatIOns, to
achIeve a certam objective m a specIfic context ThIS defimtIon has three ImplIcatIOns

• To achIeve a certam ObjectIve there are many possIble combmatIOns and, therefore, alternative
strategIes

• In order for the same ObjectIve to be achIeved by dIfferent mstitutIOns, or SImIlar ObjectIves In

dIfferent locations, the strategIes WIll be dIfferent

• Considenng that there are many possIble combmatIOns of actors, factors, and actIOns to achIeve
one ObjectIve, the selectIOn of a strategy IS the result of a polItIcal declSlon

StrategIes can be claSSIfIed m more or less the same manner as ObjectIves and polIcIes The
possIbIlItIes and vanatIOns are so many that there IS no consensus m the lIterature WIth respect to
the classIfIcatIOn of strategIes

Po!zczes are general, they express deszres and gzve
focus to many obJectzves Strategzes are speczftc,

they express tasks and gzve focus to few obJectzves
Strategzes conszsts ofa sequence ofsteps, polzczes

are sets ofdeczszons Strategzes emphaszze the external
envzronment (the condztzons) zn whzch znputs and
processes (actors, factors, and actzons) wzll be

combzned to achzeve an obJectzve
Po!zczes emphaszze the znternal envzronment of

the organzzatwns

Extracted and adJusted from J E Borges Andrade M D Escobar J Palommo R Saldana J SouzaSJlva 1995 StrategIc
plannIng In agncultural research management Module 2 of the senes Training In planmng momtorzng and evaluation
for agrzcultural research management Cah ColombIa ISNAR

StrategIc Planmng
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Methodology It IS most Important to understand that strategIes are needed
because there are opportumtIes to be taken advantage of, threats

to be aVOided, strengths to be used, weaknesses to be reduced and gaps to be overcome

Strategles are needed because there are
opportunltles to be taken advantage of,
threats to be avolded, strengths to be

used, weaknesses to be reduced,
and gaps to be overcome

Most strategIsts agree that fonnulatIng strate­
gIes reqUIres much mfonnatIOn, mtellIgence,
and creatIvIty (Ohmae 1983, Mmtzberg 1987)
The mam consensus among most strategIsts IS
that the desued "objectIve" IS the mam refer­
ence pomt for formulatmg strategIes So, the
key questIOn IS How can objectIves be used m
the fonnulatIOn of a strategy?

Eleven key elements for defimng an ObjectIve
are presented m Table 1

SIX steps are useful for the formulatIOn of a
strategy (see FIgure 1)

The deslred "objectlve" serves as a source of
msplratwnfor carrymg out the task

The success or fatlure ofa strategy depends
upon the clanty and preClSlOn of the objectlve
Besldes thls, the lack ofcommltment ofthose

who make declslOns has been a cause of
fallure for many strategles

The success or fallure of a strategy depends on the clanty and precISIon of the ObjectIve Clanty
IS needed m a) defimng the relevant context m WhICh the objectIve WIll be achIeved, b) IdentIfymg
the strategIc actors to achieve the ObjectIve, c) IdentIfymg the cntIcal factors for achIevmg the

objectIve, d) defimng the actIOns wIth the
greatest potentIal for supportmg the achIeve­
ment of the ObjectIve, and e) desIgmng the
logIcal steps of the strategy that wIll combme
the actors, factors, and actIOns to achieve the
objectIve m ItS correspondmg context

1 What IS the objectIve to be achIeved? Define It clearly and precIsely (see Table 1) The
ObjectIve IS the "product" armed for wIth the strategy

2 What IS the context m WhICh the objectIve must be achIeved? The "context" offers key
mformatIon on the relevant actors, factors, and actIOns m the formulatIOn of a strategy

3 Who are the relevant actors to achIeve the objectIve? Look at the dIfferent groups of mternal
and external actors who can affect, pOSItIvely or negatIvely, the selected course of actIOn of
achIevmg the ObjectIve The Identified actors are Important "mputs" for formulatmg the
strategy

4 What are the strategIc factors for achIevmg the objectIve? Evaluate the external and mternal
factors that may be useful for achIevmg the Objectlve These key factors are relevant "mputs "

5 What are the most Important actIOns that should be orgamzed to achIeve the objectIve? Thmk
of actIOns m the short, medIUm, and long tenn that could contnbute to achlevmg the
ObjectIve These actIOns are the "processes" that the strategy uses to combme actors and
factors m logIcal steps toward an objective

6 What are the logIcal steps of the strategy, and m what order should they be perfonned to
assure the best combmatIon of actors, factors, and actIOns to achIeve the ObjectIve? The steps
correspond to possIble senes of actIOns needed to produce a specifIC Impact Each step IS
the basIs for the success of the followmg step, so deslgmng the lOgIcal order of the steps IS
fundamental m the fonnulatIon of the strategy
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Context

Threats
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~(------+) Weaknesses I
I

Strengths

Inputs

Products

Processes

Combinations of actors, factors, and conditions

I ObjectIves I

~~tc td\e~
Alternative courses of action

Figure 1 Strategy formulation In terms of CIPP framework

Before begmmng to formulate a strategy, It IS Important to assure that those who decIde on ItS
formulatIOn and ImplementatIOn are sufficIently motIvated and WIll act strategIcally WIth the
purpose of reachmg the proposed ObjectIve After lack of clanty and precISIOn m the defimtIOn of
obJectIves, a lack of commItment and partIcIpatIon by decIsIOn makers IS a mam cause for the
failure of many strategIes
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Table 1 Questions to Be Answered When Defmmg a Strategy's Objective

Questions JustificatIon

1 What are the most cntlcal external factors, Most objectives are affected by factors beyond
posItive or negative, for defining the your control It IS necessary to consolidate your
obJective? own Interests with external expectations

2 What price are you willing to pay to achieve the Achieving any Objective has a price
obJective?

3 What are the critical limits of those Interested In Certain limits cannot be passed I

achieving the obJective?

4 What small concessions can you offer from the You can make some small concessions without

beginning as a proof of goodwill to getthe compromising the general objective

necessary support?

5 Which concessions are you willing to make In the Often you must make major concessions to obtain

most cntlcal moment of negotiation to obtain your an objective

obJective?

6 What are the time restnctlons for achieving the Every Objective requires time to be achieved

obJective?

7 What are the most cntlcal external factors,
External factors beyond the control of those

posItive or negative, for achieVing the obJective?
Interested affect most Objectives

8 What cntlcal questions can the Opposition Every Objective generates questions, usually
present, and what would be the logiC for from the Opposition
answering them?

9 Who are the most Important actors In relation There are several actors related to the process
to the proposed obJective? of obtaining an Objective

10 What IS the best way to begin the strategy, There are many ways of beginning a strategy
causing the best initial Impact?

11 What actions could other actors Initiate, and how Like a chess game, other actors Interested In
can we neutralize those actions? obtaining the objective may begin actions that

affect the strategy's development
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Exercise 12. Formulating strategies
(group exercise)

Phase 1 Group work (l hour)

1 Form four groups of participants havmg slml1ar functIOns (for example dlsclplme,
mstltutlOn, or job) Each group elects a rapporteur

2 Refer back to the objectives on the fhpcharts that were generated m exercise 10 Select
one objective from the hst of broad objectives for your consideratIOn Choose an objective
appropnate to your specific area of work

3 Invite the participants to read handout 4 12 1

4 DIscuss the summary of how to defme strategy m handout 4 12 1 (Table 1) and formulate
strategies and activIties to achieve the selected objectives

Phase 2 Reportmg and discussion (l hour 5 mmutes)

5 The rapporteurs present theIr group's results on a fhpchart Each rapporteur has about five
mmutes to present Each presentatIOn IS followed by a diScussIon

6 The tramer summanzes lessons learned and provIdes feedback on the results of this
exercise
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Exercise 12. Worksheet

• Selected objectIve

• Selected strategIes

• Selected actIvItIes

ThIS worksheet WIll be collected by the facIlItator

StrategIc Planmng
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Strengths and Weaknesses

• Please lIst what you consIder to be three strengths of day four

1

2

3

• Please lIst what you consider to be three weaknesses of day four

1

2

3

StrategIc Plannmg
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• SuggestIons for Improvements

StrategIc PLannmg
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Guidelines to Provide Feedback on the Workshop

The Module

Content

• usefulness/relevance
• amount of InformatIon

Structure

• sequence
• duratIOn
• balance between traIners' and traInees' partICIpatIOn

• InstructIOns to traIners

• vIsual aids
• handouts, exerCIses

• extra readIngs

• PAPA
• evaluatIOn

2 Process trammg techmques and directIon

• usefulness/relevance/effectiveness

• group Interaction
• clarIty of questIons/exercIse InstructIOns
• opemng and closure of the days

3 Tramers', faCIlItators', and tramees' performance

• presentation/commumcatIOn SkIlls
• InteractIon/effectIve partIcIpatIOn
• punctuahty/mteresticommItmentiwIlhngness to facIhtate learmng/wIllmgness to par­

tICIpate

• other attitudes

4 LogistIcal support

• orgamzatIOn
• accuracy
• punctualIty
• wIllIngness to aSSIst partIcIpants
• serVIces provIded In general
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5 Workshop environment

• physIcal (trammg facIlItIes, trammg matenal, hotel facIlItIes m general)
• psychologIcal (personal feelIngs such as self-motIvatIOn, mterest, satIsfactIOn, self­

achIevement)
• socIal (development of fnendshIp, relaxed, comfortable among partIcIpants, etc)

6 Workshop results/outputs

• personal and professIOnal assessment
• recommendatIOns

7 General comments
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FIRST STAGE

PAPA - ideas for action items

Date

Workshop tItle SADCIESAMlilSNAR Workshop on StrategIc Planmng

Date/Venue

Name

OrgamzatIOn

Ideas I would lIke to try when I return to work at my research mstItute, based on what I have
learned m thIS trammg workshop

Note You can use the workshop objectives what you learn dunng the workshop the handouts conversatIons WIth
partIcIpants and traIners etc to come up WIth Ideas
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Strategic Planning

DAY FIVE - Overview

Objectives

By the end of the day the partIcIpants wlll be able to do the followmg

1 DISCUSS the role of leaders/managers m the management process
2 Explam the factors of success and fallure m the process of mstItutlOnahzatlOn of

plannmg
3 Develop strategIes to lead a process of mstItutlOnahzatlOn of planmng wIth the

strategIc approach m an agncultural research mstitution or program
4 Develop mdividual plans of actIon for future actIvItIes m strategIc planmng
5 Evaluate the workshop

Handouts

5 13 1 OvervIew of Day FIve
5 13 2 TentatIve Schedule of Day FIve
5 13 3 The Concepts of LeadershIp and Management (summary of presentatIon)
5 13 4 ExercIse 13 Planners Roles and ResponSIbllItIes
5 13 5 ExercIse 13 Worksheet
5 13 6 Planners Roles and ResponSIbIhtIes (text)
5 14 1 InstItutlOnahzatlOn of StrategIc Planmng (text)
5 14 2 ExercIse 14 InstItutlOnahzatlOn of StrategIc Plannmg
5 14 3 ExercIse 14 Worksheet
5 15 1 PAPA-Second Stage
5 152 EvaluatIon Form for the FIve-Day Workshop
5 153 GUIdelmes to ProVIde Feedback on the Workshop
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DAY FIVE - Tentative Schedule

08 30 - 09 00 Opemng of the Day's ActivIties

09 00 - 10 30 SessIOn 13 The Management Process Role of LeaderslManagers
(PresentatIon and exerCIse 13)

10 30 - 10 45 Tea/Coffee Break

1045 - 11 45 SessIOn 13. (Contmued)

11 45 - 13 00 SessIOn 14 InstitutIOnalization of Strategic Planmng
(Presentation and exerCIse 14)

13:00 - 14:00 Lunch

1400 - 1445 SessIOn 14 (Contmued)

1445 - 15 15 SessIOn 15 PartIcipant ActIon Plan Approach (PAPA) and Workshop
EvaluatIon

15 150 - 15 30 Tea/Coffee Break

1530 -1630 SessIOn 15 (Contmued)

16 30 - 16 45 Closure of the Workshop
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DAY FIVE - Checklist for Trainers

Handouts

5 13 1 OvervIew of Day FIve
5 13 2 TentatIve Schedule of Day FIve
5 13 3 The Concepts of LeadershIp and Management (summary of presentatIOn)
5 13 4 ExercIse 13 Planners Roles and ResponSIbIlIties
5 13 5 ExercIse 13 Worksheet
5 13 6 Planners Roles and ResponsIbIlItIes (text)
5 14 1 InstItutIOnalIzatIOn of StrategIc Planmng (text)
5 14 2 ExercIse 14 InstItutIOnalIzatIOn of StrategIc Plannmg
5 14 3 ExerCIse 14 Worksheet
5 15 1 PAPA-Second Stage
5 152 EvaluatIOn Form for the FIve-Day Workshop
5 15 3 GUIdelmes to ProvIde Feedback on the Workshop

Overheads
5 13 1 ObjectIves of Day FIve
5 13 2 Schedule of Day FIve
5 13 3 ObjectIve of SeSSIOn 13
5 134 What Do We Need?
5 13 5 LeadershIp QualItIes
5 13 6 LeadershIp Is
5 13 7 ExpectatIons of a Leader
5 13 8 Ongmal Meanmg of Lead
5 13 9 FIve DIstmctIve Charactenstics of LeadershIp
5 13 10FunctIOns of a Leader
5 13 11 Management? Managers? What Do They Mean?
5 13 12HIStOry of "Managers" (I)
5 13 13 HIstOry of "Managers" (II)
5 13 14HIstOrIcal AssumptIOn of Managers
5 13 15Concept of "Managmg"
5 13 16Management BelIeves and Stresses
5 13 17Management FunctIOns
5 13 18Managers versus Leaders (I)
5 13 19Managers versus Leaders (II)
5 13 20Leader-Manager Models

StrategIc Plannmg
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Yes No
./ ./

5 14 1 ObjectIves of SessIOn 14 0 0
5 142 InstitutIOnalIzatIOn of StrategIc Planmng (lIst) 0 0
5 143 DefimtIOn of InstitutIOnalIzatIOn 0 0
5 144 InstItutIOnalIzatIOn of StrategIc Planmng (chart) 0 0
5 145 Key Factors to Be ConsIdered 0 0
5 146 Key Factors (I) 0 0
5 147 Key Factors (II) 0 0
5 148 Key Factors (III) 0 0
5 14 9 Change Process 0 0
5 14 10Wlsdom 0 0
5 15 1 Objectives of SessIOn 15 0 0
5 152 Steps In PAPA 0 0
5 15 3 Step 2 In-Course ActIvItIes 0 0

Materials

• Overhead projector 0 0
• Projector screen 0 0
• FlIpchart stands (mInImUm 2) 0 0
• FlIpchart paper/pads (about 10 per day) 0 0
• Markers for wntmg on newspnnt 0 0
• Markers for wntmg on transparencIes 0 0
• Blank transparencIes 0 0
• Stapler 0 0
• Tape (strong maskIng tape and regular tape) 0 0
• Push pms 0 0
• Glue 0 0
• PencIls/notepads/pens 0 0
• PencIl sharpeners 0 0
• ExtensIon cords 0 0
• CertIfIcates 0 0
• PhotocopyIng faCIlIties 0 0
• Spare bulbs for overhead projector 0 0
• Extra notepads and pens 0 0
• SCIssors 0 0
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DAY FIVE

PRE-SESSION

OBJECTIVES

OPENING

SESSION 13

OBJECTIVE

PROCEDURE

PRESENTATION

StrategIc Plannmg

Va, 51SesslOn 13
Instructum~ to Tramen

Session 13
The Management Process: Role of
Leaders/Managers

InstructIons to Trainers

08 30 - 09 00 Opemng of the Day's ActIvItIes

- RevIew of the prevIOus day's actIvItIes

- Summary of the evaluatIon of the prevIous day

- OverVIew of the day's actIVItIes

By the end of thIS pre-seSSIOn, the partICIpants WIll be able
to do the followmg

• Assess the progress of the workshop

• Summanze the ObjectIves and agenda for the day's ac­
tIvItIes

InvIte a volunteer to reVIew the prevIOus day's actIVItIes (10
mmutes)

SummarIze the evaluatIon of the preVIOUS day (10 mmutes)

Dlstnbute the overVIew and the schedule for day fIve to the
partICIpants (handouts 5 13 1 and 5 13 2) RevIew the obJec­
tIves and schedule, usmg overheads 5 13 1 and 5 13 2 Ask
If clanflcatlons are needed (10 mmutes)

0900 - 1030 SeSSIOn 13 The Management Process
Role of LeaderslManagers

10 30 - 10 45 Tea/Coffee break

1045 -11 45 SeSSIOn 13 (Continued)

By the end of thIS seSSIOn the partICIpants WIll be able to do
the followmg

• DISCUSS the role of leaders/managers m the management
process

Use overhead 5 13 3 to present the objectIve

Trammg techmques presentatIOn, group work, "tnp around
the tables "

(experzence) GIve a bnef presentatIon focusmg on the role
of leaders/managers m the management process Use hand­
out 5 13 3 as background mformatIOn for the presentatIOn
Overheads 5 13 4 through 5 13 20 support the presentatIOn
Dlstnbute handout 5 13 3 (10 mmutes)
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Instructions to Tramers

EXERCISE 13

Note As background readIng for the presentation on the role
of the manager, the traIner should read 1) Chapter 30,
"What makes a manager," and Chapter 31, " The manager
and hIS work" from Management Tasks, ResponsIbIhtIes,
PractIces by Peter Drucker (New York, NY, USA Harper
and Row, 1973) and 2) "What effective general managers
really do" by John P Kotter (Harvard BUSIness ReVIew,
November - December 1982)

ExerCise 13 Planners Roles and responSibilities (1 hour
45 mmutes)

Note- Do not distribute handout 5 13 6 until the exercise
has been completed by the participants Distribute hand­
out 5 13 6 at the end of the exercise

1 DIstnbute handouts 5 13 4 and 5 13 5 Handout 5 13 4
gIves clear Instructtons for the exerCIse Go over the
InstructIOns WIth the partICIpants step by step Empha­
SIze and remInd the partICIpants about the tIme Ask If
clanficatIons are needed

2 DIVIde the partICIpants Into four groups, and ask each
group to elect a rapporteur (5 mInutes)

Phase 1 Group work (30 mInutes)

3 (experzence) As the groups work, CIrculate from group
to group to check progress ClarIfy any concerns they
may have whlle workIng Be sure to keep the groups
aware of the tIme remaInIng In the exerCIse KeepIng
the groups on tIme IS cntlcal to the success of thIS
exerCIse Be sure to SIgnal for the rapporteurs to SWItch
tables at the same tIme Be stnct'

4 Groups dISCUSS and record theIr responses (30 mInutes)

Phase 2 "Tnp around the tables" (30 mInutes)

5 Rapporteurs make the "tnp around the tables," spend­
Ing fIve mmutes at each table (15 mInutes)

6 Rapporteurs return to theIr own group, and each group
reVIses theIr statement based on the Input from the
rapporteur's tnp Rapporteurs wnte the results on a
fhpchart for presentatIOn (15 mmutes)

Phase 3 ReportIng and dIScussIon (45 mmutes)

7 Rapporteurs present the groups' results to the audIence
FIve mInutes per presentatIOn are aVailable (20 mIn­
utes)

8 (process) Summary and dIscussIOn DIstnbute handout
5 13 6 (Note ThIS should not be dIstnbuted before the
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Strategic Planmng

Dm 51SeHlOn 1~
Instructwm to Tramen

end of the reportmg phase) InvIte a few volunteers to read
the handout (questIons and answers) Then mVIte partIcI­
pants to dISCUSS the Important Issues Compare the partIcI­
pants' reports WIth the handout answers and proVIde
feedback on the content of the presentatIOns At the end of
the exerCIse, ask the partIcIpants questIOns such "How dId
you feel domg thIS exercIse?" and "What dId you learn?"
(25 mmutes)

Closure (5 mmutes)

1 (applzcatwn) Ask the partIcIpants "What mIght you do
dIfferently as a result of what you have learned?"

2 Make a transItIOn to the next seSSIOn

10 30 - 10 45 Tea/Coffee Break
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DAY FIVE

Da~ 51SessIOn I3
Instructwns to Tramer~

Session 13
Summary of Overheads

Objectives of Day Five

1 ot.cu ttl roJ. ,IHd..alm Nlg ral them nag me t
pfOCII'

2. Explain Ih factor' of .ucce.. and ,.nul1Iln Ita proc. f
lmatll Uo lIation t pi I g

3 D.velop .tl1ltfgl•• to I••d. proc... of Inilitutionallation
of planning with the .trlt-ulc IpprOllch

• D.~lop Individual pi n of action for futu,.. IctivUl.. ln
alr.leglc planning

5 E I .. ttl workshop

5 13 1

What do we need?

Leaders? Managers?

or both?

--
5 134

ExpectatIons of a Leader

o Enable the group or organization to fulfill it.

ml••lon

o Hold It together •• a working unit

A leader Is II person who hilS the appropriate qUlllltles
knowledge lind skills to lelld " group

to _,... na object/..

5 137

FunctIons of a Leader

Challenge the process

2 Inspire and share VISion

3 Enable others to act

4 Model the way

5 Encourage the heart

5 1310

Strategic Planmng

ScheduJe of Day Five

0830 0100 Op.nlng fltl D'I' A avtll

"00 1030 St,lIon 13 Th Man g nHI I Proct.. Rol, of
L........ ..---1045 1200 So'" '.lntlfuti .Uull r Strat lie PI., I 9

1200 1300 So I 15 P rtlclp.,UetJ ~ ApprOKh (PAPA)
ndW rx hopE I •......

1<00 1<30 Soul 15 (Co U ""
, .. 30 ' ....5 CI.. IthtoW rkhop

--
5 132

Leadership Quahtles

Often described In terms of personal attributes
such .1

o Intelligence

LI energy
c::r Initiative

o enthusiasm
c::r creativity

5135

Onglnal Meamng of Lead

Originates from LAED which means

path rotfd course of••hlp at .ea Journey

5138

Management? Managers? What Do They Mean?

o These words origin from the La,,"
word MANUS meanIng hand

o The father 01 these words IS the Itahan
verb for handling or managing a
war horse

5 13 11

ObjectIve of Session 13

• Dllcu.s the role of leaderafmanagera In the
management procell

5133

Leadership Is

• More than a per-onal attribute a quality of
personality or. character

• A role determined by expectations of a group of
people or an orgl!lnlZl!l.bon

5136

Five DistinctIve Characteristics 01 leadership

Senae of direction

I
Teamwork

I
Inlplration

I
Exampl.

I
Acceptance by othera

5139

HIStory of Managers (I)

In the 18th and 19th centuries the term
managers wal used for employees who

ran 1he bUllne•• off.etorl•• or companle.

51312
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Day 51SessIOn 13
InstructIOns to Tramers

HIstory 01 Managers (II)

Managers ~,.I.~lydrawn from
the pool ofengin••rs or accountants of the

compllnyand "'Jng more technlC6l1y orientlld
~,.. more conc.med about machln.s and figures

5 13 13

Management Believes In and Stresses

Hlstorocal AssumptIon of Managers

Running a business i. a problem of managing
hand.

• no coneem about people

• people seen.s cogaln a machine

• the organization a. a whole seen a••
machine that manager. were running

51314

Management Functions

Concept of ManagIng

o Focuau much more on objectlv•• that have to
be achieved than on the proces._ that have to
be maintained

o Puts much greater emph.als on the results

51315

Managers versus Leaders (I)

AppllcoUon 01 syoteml

I
Sclentlflc method

I
Pllnnlng

I
Monitoring

I
Controlling

I
Good admlnlltrollon

5 13 16

Managers versus Leaders (II)
Manager. J Le.der.

IICImll ter --.
'OCU Y 11m ~d --. locu p.cpl
• ct u

.lyon ont I --. I pi • t

hoy ho"< • low--' ... long., ..
po poctiv

ukh w&wh«l --. ..kwh t'why

d thlg 19ht --. dottMorlllhtthi g

51319
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CI CommunlClltlon
CI Conceptuallutlon
tJ CoU.boratlve work environment
o Monitoring ond performlnee feedback
o Problem 10MnglConilict resolullon
a Team effectlvene..
o Declelon making
o Reprelenlatlon 01 unit
o Technlcallosderlhlp
lJ Staff development

51317

Leader-Manager Models

8 8 L&MI,e dlslinctlnd I.psrl'.

@ ® M'splrtDtLor.'co.e,SI

00 L&M h••• a lot In common

5 1320

Manager. Believe and 51ru.
I

Appll II f y~m

I
ScI.,t11l Il'MIthod

I
PI.... I 9

I
Monlt I g

I
Co tr JII 9

I
G odadml I Ir tI

51318

Le.der. Promote
I

SItnI Idl ec:llan

I
Teamw rk

I
I ~ t

I
M b II

I
EUlmpl

I
Ac~ptl by 1M
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Dal j/Seswm 13/Handout I
(5131)

Handout - Overview of Day Five

Strategic Planning

Objectives

By the end of the day the partIcIpants WIll be able to do the followmg
1 DISCUSS the role of leaders/managers m the management process
2 ExplaIn the factors of success and faIlure In the process of InstItutIonalIzatIOn of

plannIng
3 Develop strategIes to lead a process of InstItutIonalIzatIOn of planmng WIth the

strategIc approach In an agncultural research InstItutIon or program
4 Develop IndIVIdual plans of actIOn for future actIVItIes In strategIC planmng
5 Evaluate the workshop

Handouts

5 13 1 OverVIew of Day FIve
5 13 2 TentatIve Schedule of Day FIve
5 13 3 The Concepts of LeadershIp and Management (summary of presentatIOn)
5 13 4 ExerCIse 13 Planners Roles and ResponSIbIlItIes
5 13 5 ExerCIse 13 Worksheet
5 13 6 Planners Roles and ResponSIbIlItIes (text)
5 14 1 InstItutIonalIzatIOn of StrategIC PlannIng (text)
5 14 2 ExerCIse 14 InstitUtIonaltzatIOn of StrategIC PlannIng
5 14 3 ExerCIse 14 Worksheet
5 15 1 PAPA-Second Stage
5 152 EvaluatIOn Form for the FIve-Day Workshop
5 15 3 GUIdelInes to ProVIde Feedback on the Workshop
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(5 132)

Handout - Tentative Schedule of Day Five

Strategic Planning

08 30 - 09 00 OpenIng of the Day's ActivIties

09 00 - 10 30 SessIOn 13 The Management Process Role of LeaderslManagers
(PresentatIon and exerCIse 13)

1030 - 10 45 Tea/Coffee Break

1045 - 11 45 SessIOn 13 (ContInued)

11 45 - 13 00 Session 14 InstitutionalIzation of Strategic Planmng
(PresentatIOn and exerCIse 14)

13:00 - 14:00 Lunch

1400 - 1445 SessIOn 14 (ContInued)

14 45 - 15 15 SessIOn 15 Participant ActIon Plan Approach (PAPA) and Workshop
Evaluation

15 150 - 15 30 Tea/Coffee Break

15 30 - 16 30 SessIOn 15 (ContInued)

1630 - 1645 Closure of the Workshop
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Dm 51Sessum 13/Handout 3
(5 13 ~)

The Concepts of Leadership and Management1

(summary of presentation)

ThIS presentatIon gIves a short overVIew on the concepts of leadershIp and management It gIves
the defmItIOn of a leader and a manager, and shows the dIstmgUIshmg charactenstIcs and features
of managmg and leadmg an orgamzatIon, company, umt, or department

The objective of thIs presentation IS two-fold FIrst, It IS to acquamt the audIence wIth the above
concepts The second objective IS to start a process of self-reflectIOn whIch helps the partIcIpant
to IdentIfy hIs/her own management style as the head of an mstItutIOn or department where
leadershIp qualItIes are demanded

A leader IS a person WIth the appropnate SkIlls and knowledge to gUIde a group of people to
achIeve an ObjectIve The leadershIp style, the way of gUIdmg people to fulfIll thelf mIssIon, IS
dependent on the personal qualItIes of the leader, such as mtellIgence, InItIatIve, creatIvIty It IS
also dependent on the role WhICh IS determmed by the expectatIOns of the group or organIZatIon
bemg led The ongmal meanIng of laed IS "a path," "a road," "a course of a shIp at sea " The
roots of thIS word emphasIze the Importance of the way that needs to be smoothed, of gUIdmg
people on the path to a set output CharactenstIcs of a leader are a sense of dIrectIon, the abIlIty
to work m a team and to foster teamwork, and the abIlIty to mspIre people and to be an example

Bemg accepted by others IS also Important A leader should challenge the process, mSpIre a
shared VISIOn, enable others to act, model the way, and encourage people's hearts It IS a pOSItIOn
that places Importance on the people who do the Job, the aSsIstance needed to accomplIsh the
job, and the work envIronment

The terms management and managers are denved from the Latm word "manus," meanmg
"hand" In the factones of the 18th and 19th centunes, the terms were used for the employees
who ran the busmess of companIes They were very techmcally onented and they saw people as
cogs m a machme, and the company as a machme they were runnIng Much greater emphasIs
was put on the results and outputs than on the processes to achIeve the output ThIS can be seen
as a major dIfference between the concepts of "leadershIp," as descnbed before, and the concept
of "management" Management belIeves m and stresses the applIcatIon of systems-the rele­
vance of SCIentIfIC methods, plannIng, momtorIng, controllIng the achIevement of the objectIve
-and m good admInIstratIOn Managers are mvolved In a range of Important functIOns (see
overhead 5 13 17 "Management FunctIOns")

The roles of a manager and a leader could almost be seen as dIstmct or even contrary-though
thIS mIght not be the case The management or leadershIp style to WhICh people adhere or feel
comfortable wIth depends very much on theIr upbnngmg, personalIty, educatIOn, and personal
expenence LeadershIp skIlls depend-to a large extent--on the personalIty of people and
develop over tIme and wIth experIence People can change theIr personal character and behaVIOr
to be appreCIated by others as a good leader

I By Edsen J 1994 The concepts of leadershIp and management The TNA ExerCIse In Uganda The Hague The Netherlands
ISNAR

StrategIc Plannmg 383



Day 5/SesslOn 13IHandout 3
(5133)

Management IS an Important functIOn to keep an mstItutIOn runnmg Managers rely more on
adnumstratIve SkIlls, on the applIcatIOn of systems, and on performmg specIfIc functIons
Management IS often taught m school It IS belIeved that persons headmg an mstitutIOn,
department, or umt should perform well m both leadmg and managmg the orgamzatIOn Often,
It IS the leadershIp part of the functIon that needs further Improvement and development
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(5134)

Exercise 13. Planners: Roles and responsibilities
("trip around the tables" technique)

Phase 1 Group work (30 mmutes)

I Form four groups of partIcIpants, each electmg a rapporteur

2 DISCUSS and answer the questIOns assIgned to your group, as mdlcated below You may
want to use handout 5 13 5 to WrIte down your answers (30 mmutes)

Group A

• What should be the best place for planners wIthm the structure of your NARIs?
• Based on your experIence wIth NARIs Is there any correlatIOn between agency SIze

and the number of strategIc planmng personnel? JustIfy your answer

Group B

• What roles and responsIbIlItIes mIght those m strategIc plannmg have?
• Are strategIc planners necessarIly a permanent resource? Can an agency contmue wIth

strategIC plannmg wIthout a full-tIme, dedIcated plannmg specIalIst? JustIfy your
answer

GroupC

• Can all managers strategIcally plan? JustIfy your answer
• What SkIlls and capabIlItIes mIght strategIC planners be expected to possess?

GroupD

• If the NARIs do not have a plannmg resource, where can It acqUIre one?
• What IS the role of the chIef admmIstrator, the top manager of a NARI, m effectIve

strategIC plannmg?

3 The rapporteurs compIle the group responses on a worksheet, It should comprIse a lIst of
alternatIves

Phase 2 "Trip around the tables" (30 mmutes)

4 The rapporteurs begm thelf "trIp around the tables," spendmg fIve mmutes at each of the
other tables The rapporteurs present theIr group results to the new tables and collect
contrIbutIOns from the partIcIpants to Improve theIr lIst (15 mmutes)
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5 After vIsItmg the three other tables, the rapporteurs return to theIr groups, share the
contnbutIOns collected dunng the "tnp" and make a group decIsIon on the responses to
be presented to the audIence The rapporteurs wnte the groups' results on fhpcharts to
present them to the audIence (15 mmutes)

Phase 3 Reportmg and diSCUSSIOn (45 mmutes)

6 The rapporteurs present theIr results to the audIence FIve mmutes are avaIlable for each
presentatIOn (20 mmutes)

7 After the presentatIOns, you wIll be mVIted to dISCUSS the results and provIde feedback on
the context and process of the exerCIse (10 mmutes)

8 The tramers dIstnbute handout 5 13 6 wIth possIble responses and mVIte some volunteers
to read them out A dIscussIOn of the Important Issues WIll follow (lO mmutes)

9 The tramers present theIr comments and provIde the partICIpants WIth mSIghts to develop
further analySIS and learmng (5 mmutes)
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Exercise 13. Worksheet
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Dav 51SessIOn 13/Handout 6
(5136)

Planners: Roles and Responslbllities1

Note Do not distribute this handout until the exercise has been completed by the
participants

StrategIc plannmg processes should encourage planmng by managers at all levels, and not Just
by the strategIc plannmg specialIsts or a group of top managers

Q What IS the right place for planners?

The person who IS gIven the responsIbIlIty for strategIc plannmg should report dIrectly to the
chIef admimstrator Where functIOnal planners eXIst, they can remam m dIvIsIOns, or can be
grouped regIOnally dependmg on the agency But strategIc planners should remam at the center
to coordmate the whole plannmg effort

Q Is there any correlation between agency size and the number of strategic
planmng personnel It has?

The reqUIrement for plannmg personnel wIll depend more on the complexIty of the Issues the
agency must address, and the varIety and dIspersal of ItS "busmess" actIVItIes, than on SIze

Q What roles and responsibilities might those m strategic plannmg have?

The mam responsIbIlIty of the strategIc planner IS to coordmate and mange the planmng process
It IS not necessary that the agency have m ItS plannmg umt all the expertIse reqUIred for plannmg
(such as market research or economIC evaluatIOn) The strategIc planner IS not a mmisterIal
adVIsor, nor one dedIcated to answerIng mimsterIal questIons

Q What skills and capabilities might strategic planners be expected to pos­
sess?

A baSIC dIstmction IS needed between "process" type SkIlls and "content" type SkIlls The former
are predommantly reqUIred of the strategIc planner and Imply perhaps a longer-term commItment
and expertIse m desIgnmg approprIate supportmg processes for the plannmg effort The latter
relate to competence and expertIse m the specIalIst area of the agency, a lesser reqUIrement of
planners

StrategIc planners must have negotIatmg and facilItatmg SkIlls m relatIOn to plannmg processes
They must possess a corporate mentalIty and be capable of takmg an overVIew of the agency
They should have certam techmcal skIlls, such as those used m forecastmg, economIC evaluatIOn,
and orgamzatIon deSIgn They should appreciate, above all, that It IS the managers, not
themselves, who bear the responsIbIlIty for plannmg

1 Extracted from Corporate planmng In Vlctonan Government 1986 Concepts and Techmques State of VIctona Department
of Management and Budget Program Development and ReVIew DIVISIOn Austraha
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Q Are strategic planners necessarily a permanent resource? Can an agency
contmue with strategic planning without a full-time, dedicated planning spe­
cialist?

ThIS depends whether the chIef admInIstrator needs one The strategIc planner IS a resource to
be acqUIred and used for as long as there IS a need A strategIc plannmg responsIbIlIty can provIde
personal growth and development opportUnItIes for a staff member on a secondment basIs,
provldmg that the chIef admInIstrator has time to dIrect the effort

Q If an agency does not have a plannmg resource, where can It acquire one?

An agency can acqUIre ItS plannIng resource from several areas As an alternatIve to recrUItmg,
It can draw persons from ItS own management or speCIalIst staff on a secondment basIs, and

often as a development exerCise, It can appomt consultants to do speCialIzed tasks, It can solICit
personnel from central agencies to assist m certam aspects of the process, and, fmally, It may
appomt mdlvlduals from dIVIsional or functIOnal areas wlthm the agency

Q Can all managers strategically plan?

Some mangers are more capable of thmkmg strategIcally than others A group of "operatIOnal"
planners may need only one "strategIc" planner among them to function well

Managers who are mvolved m the plannIng process develop and broaden theIr awareness of
Issues and theIr capabIlItIes to deal wIth them In thIS way, strategIc plannmg IS an Important
management development actIvIty, and can extend the capaCIty of mangers to thmk strategIcally
and corporately

Q What IS the role of the chief admmlstrator m effective strategic plannmg?

For strategIc plannIng to be successful, the chIef admInIstrator must support and be commItted
to the strategIc plannIng process

In demonstratmg commItment to the strategIc plannIng process, he or she should

• ActIvely plan and mltIate ItS mtroductIon
• Ensure that a tImetable IS developed and followed

• Impose a dISCIplIne on hIS or her Immediate executive to mOnItor and reVIew progress agamst
the plan, and to mSIst thIS be carned out throughout the agency

• Be the chIef commUnIcator
• Be seen to work wlthm the plannIng process, and to use the plan

By supportmg It, he or she should

• Ensure adequate resources are avaIlable for It
• Defend It and those commItted to the process when under attack
• Explam and demonstrate ItS benefIts and the reason for adoptmg It to the Mmlster, staff and

clIents

• Ensure all stakeholders have a change to contrIbute to It

WIthout thIS drIve and support, the strategIc plannmg process WIll qUIckly come adnft
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DAY FIVE

SESSION 14

OBJECTIVES

PROCEDURE

PRESENTATION

EXERCISE 14

DO) 51SefSlon 14
1nstructum~ to Tramen

Session 14
Institutionalization of Strategic
Planning

Instructions to Tramers

11 45 -13 00 SessIOn 14. InstitutIOnalIzation ofStrategic
Planmng

1300 -1400 Lunch

1400 -1445 SessIOn 14 (Contmued)

By the end of thIS seSSIon the partIcIpants WIll be able to do
the follOWing

• Explain the factors of success and faIlure In the process
of instItutIOnalIzatIon of planmng

• Develop strategIes to lead a process of instItutIOnalIzatIon
of planmng wIth the strategIc approach In an agncultural
research instItutIon or program

Use overhead 5 14 I to present the ObjectIves

Training techmque presentatIon, group exerCIse

(experzence) GIve a bnef presentatIon on instItutIOnalIzatIOn
of strategIc planning Use handout 5 14 I as background
infOrmatIOn for the presentatIOn Overheads 5 14 2 through
5 14 11 support thIS presentatIOn DIstnbute handout 5 14 I
(15 minutes)

Exercise 14 InstitutIOnalIzation of strategic planmng
(55 minutes)

DIstnbute handout 5 142 ThIS gIves clear instructIOns
for the exerCIse Go over the instructIons step by step
WIth the partIcIpants Ask If any clanficatIOns are
needed Remind them about the tIme set for the exer­
CIse (5 minutes)

Phase I Group work (55 minutes)

2 DIVIde the partICIpants Into four groups, and ask each
group to elect a rapporteur (5 minutes)

3 InVIte the partICIpants to read handout 5 14 1 before
begm to work on the questIons As the groups work,
CIrculate from group to group to check progress Clanfy
any concerns they may have whIle working Be sure to
remind the groups of the tIme remaining (50 minutes)
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InstructIOns to Tratners

CLOSURE

Phase 2 Reportmg and dISCUSSIOn (40 mmutes)

4 The rapporteurs present theIr group's results to the
audIence FIve mmutes IS aVailable for each presenta­
tIOn (20 mmutes)

5 FaCIlItate a dISCUSSIon on the results of the exerCIse and
provIde feedback on the presentatIOns (20 mmutes)

Closure (5 mmutes)

1 (appllcatzon) Ask the partICIpants to tell one of theIr
neIghbors two thmgs they mIght do dIfferently as a
result of what they have learned Choose some volun­
teers to gIve examples

2 Make a transItIon to the next seSSIOn

392 StrategIc Planntng



DAY FIVE

Da1 5/Sesmm 14
1n~tructums to Tramers

Session 14
Summary of Overheads

Objectives of Session 14

• Explain the factors 01 success and failure In
the process of Instttutlohllllzation or planning

• Develop strateglls 10 lead II process or
Institutionalization 01 planning with the s1rateglc
approach

5 141

Institutionalization of Strategic Planning

5 144

Key Factors (II)

Management tools

• training

Mechanlsmslrell!ltlonshlps

• planning
• programming
• budgeting
• Intonnatlon systems

5 147

Wisdom

• To over Institutionalize la II. futile liS weak
Institutionalization or none at III

• Ther. Is no unlver..' principle on how to InaututlonaUze
• strategic proce••

• The aucc... or failure of any I .tl1utl lIatlon
effort d pe d on human ondue1 and the desire 10r
change

5 1410

Strategic Plannmg

Institutionalization of Strategic Planning

1 Definition of Institutionalization

2 Framework. for Institutionalization

3 Key factors to take Into account

Resistance to change

WIsdom

Points 10r discussion

5 142

Key Factors to Be ConSidered

• Formalization

• Structure and organization

• Management tools

• Mechanisms/relationships

• Resources

• Operation

• Feedback

5 145

Key Factors (III)

• human
• financial
• phy.lcal

Operation

• protocoll
• procedures
e guldelln..

FHdback

5 148

Definition of Institutionalization

A process by which the structure and organizationo' stl1ltegk:: planning ls accepted

• with predictable pattarns and guidelines at
action and Interaction

• to achlevi a detannlned goal

5 143

Key Factors (I)

Formalization

• strategy
• laadershlp
• organizational cuhure

Structure and Organlzatkm

• should not b. rigidly framed
• clear detlnhlon of rasponslbllhles
• clear flow of Information

5 146

Change Process
Actulllhutl

5149
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Institutionalization of Strategic Plannlng1

ThIS sectIon emphasIzes the need to InternalIze, operatIOnalIze, and mstitutIOnalIze strategIc
plannmg WIthIn a natIOnal agrIcultural research InstItutIon TramIng m strategIc planmng IS not
effectIve unless It IS Included wIthIn an InstItutIonalIzatIon process, or other plannIng actIVIty or
functIOn, aImed at aChIeVIng effectIve and effIcIent InstItutIonal research management and
admmistratIOn

Definition

Instltutwnalzzatwn can be broadly defmed as a process by WhICh the structure and orgamzation
of any functIOn, actIVIty, or methodology-m thIS case strategIc plannmg-Is accepted, wIth
predIctable patterns and gUIdelInes of actIon and mteractIOn to achIeve a determmed goal

Institutionalization Process

As m any other process, the mstItutionalIzatIOn of a functIOn, actIVIty, or methodology demands
that the process follow a serIes of steps or sequences aImed toward ItS mclusIOn withm the NARS
(see FIgure 1)

FIgure 1 depIcts the need to analyze and program what strategIc plannmg would mean withm a
NARI It begms wIth a "dIagnosIs" of the current sItuatIon of the strategIc plannmg The next
step IS the desIgn and defimtIOn of the future obJectIves, functIOns, and actIvItIes of the strategIc
plannmg withm the overall plannmg functIOn Also at thIS stage, the prIOrIty, hIerarchy, and
dImensIOn of the strategIc plannmg actIVIty would also be defmed, and the natIonal capaCIty of
the mstItution to carry out activItIes mherent to strategIc planmng would be developed withm a
coherent, flexIble, and functional plannmg system, operatmg at dIfferent levels of activIty and
decIsIon

FIgure 1 also outlInes the key factors to be taken mto account dUrIng the process of mstItutIon­
alIzmg strategIc plannmg It refers to the factors that generally make the strategIc plannmg
functIOnal

• formalIzatIon
• structure and orgamzatIon
• management tools
• mechamsms/relatIOnships

• resources
• operatIon
• feedback

In terms of formallzatLOn, leadershIp, strategy, and orgamzatIOnal culture play very Important
roles m mstitutIOnalIzmg concrete, strategIc actIVItIes (1 e strategIc plannmg) Many natIOnal
research mstitutions have formalIzed strategIc plannmg as an offICial tool when planmng theIr
actIVItIes

1 By Carlos Valverde Semor Officer 1997 The Hague The Netherlands ISNAR
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Implementation J

Definition of the size and
hierarchy of strategic
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Figure 1 The mstltutlonallzatlon of strategic plannmg

WIth regard to structure and organIzatLOn, care should be taken not to lose sIght of the fact that
strategIc plannmg IS a methodology It need not be seen m terms of structured boxes and dIvIsIons
at all levels Dependmg on the dImensIOn of the natIOnal research system, the structure and
orgamzatIOn of the strategIc planmng should not be ngidly framed, thIS IS partIcularly relevant
for small countnes Rather, It should be orgamzed as a strategIc actIvIty It could even take the
form of a loosely orgamzed ad hoc commIttee or task force However, there should be a clear
defmItIOn of the responSIbIlItIes and mformatIon flows at the dIfferent levels of actIvIty and
operatIOn

Trammg actIVItIes should be mcluded withm the cluster of actIvItIes referred to as management
tools Trammg m the use and operatIon of strategIc plannmg IS the most Important lInk to
facIlItate ItS mternalIzatIOn and future adaptatIOn withm the mstitutIon It would be advantageous
to have strategIc plannmg trammg modules on hand They are very helpful m the mternalIzatIon
proces

ConsIdermg mechanisms and relatLOnshlps, the mstItutIOnalIzatIOn of the strategIc plannmg
should not be seen as Isolated, but rather as a component of plannmg and other managenal and
admImstrative functIons and actIVItIes, partIcularly those closely related to programmmg,
budgetmg, and mformatIOn It should be remembered that these actIvItIes fulfIll functIons
mterrelated WIth those of momtonng and evaluatIOn and, together, constItute the plannmg
process of any natIOnal research mstitutIOn

It IS ImpossIble to put strategIc plannmg mto operatIOn wIthout provIdmg human, phYSical, and
financzal resources, whIch should be taken mto account when determmmg ItS nature, dImensIOn,
and form of operatIOn

To ensure the effectIveness of strategIc plannmg, the necessary tools must be proVIded
Protocols, procedures, and gUldelmes are needed for the operatLOn of the strategIc plannmg
The matenal prepared m thIS trammg module offers the basIc elements for prepanng such tools
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StrategIc plannmg should be understood as a dynamIc exercIse, a flexIble, mteractIve process,
open to contmuous Improvement That IS why some kmd of feedback mechamsm IS necessary

Resistance to Change

Human behavIOr and the deSIre for change contnbute toward the success or faIlure of any
mstItutIOnalIzatIOn effort The mstItutIOnalIzatIOn of essentIal strategIC functIOns and actIvItIes,
WhIch usually bnng about changes m the management and admmIstratIOn of an mstItute, reqUIre
partIcular consIderatIOn m terms of those affected by ItS mternalIzatIOn and future operatIOn
ThIS IS espeCIally true when dealIng WIth actIvItIes affectmg or havmg operatIonal consequences
on the performance of the researchers and theIr collaborators

It IS possIble that the mstItutIOnalIzatIOn of strategIC plannmg could meet WIth reSIstance ThIS
could be expressed paSSIvely, actIvely, or even aggressIvely (see FIgure 2) Such reSIstance WIll
need to be managed properly to faCIlItate the mstItutIOnalIzatIOn of strategIC plannmg wIthm a
NARS

Such a "reSIstance to change" reqUIres that any mstItutIOnalIzatIOn process generatmg change,
whether It be a functIOn or actIvIty, pay specIal attentIon to strategIC management It also reqUIres
the deSIgn and development of strategIes to manage such dIffICUlt CIrcumstances WhIch can result
m the faIlure of the changes to be mtroduced through strategIC plannmg and ImplementatIOn
actIVItIes

Actual situation

Change through mterventlon

ow and where we
are

Future situation

Resistance to change

----....-
Management of the

resistance to change

Strategic Plannmg

FIgure 2 The change process
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Final Remarks

The lOstItutIonahzatIon of strategIc planmng as an essentIal decIsIon-maklOg tool must aVOid
so-called "over-lOstItutIOnahzatIon " NeIther should lOstItutIOnahzatIon be weak What lOstItu­
tIOnahzatIOn should be IS reahstIcally sUited to the condItIons of the country In extreme cases,
It mIght be better not to engage lo strategIc plannlOg at all

TramlOg those who dIrect the strategIc planmng and put It lOto operatIOn IS Important, as thIS
provIdes the strategIc Importance and techmcal and professIOnal precIsIOn necessary to any
strategIc planmng exerCIse

There IS no umversal pnnciple on how to lOstItutIOnalize a strategIc process The expenence of
the actors lOvolved lo strategIc planmng and the dIrectors of the research lOstItutIOns IS what
counts when dlrectmg and makmg the mstltutlOnahzatlon process happen
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Exercise 14. Institutionalization of strategic planning
(group exercise)

Phase 1 Group work (55 mmutes)

1 Form four groups of partIcIpants, each electmg a rapporteur

2 InvIte the partIcIpants to read handout 5 14 1

3 DISCUSS and answer the followmg questIOns You may want to use handout 5 14 3 to wnte
down your answers

A In terms of mstItutIOnahzmg strategIc plannmg m your mstitution

a What are the strengths?

b What are the weaknesses?

C What are the OpportuOltIes?

d What are the threats?

B MentIon three cntIcal actIons to make strategIc plannmg functIonal 10 your orgaOlza­
tIon

4 The rapporteurs wnte the answers on fhpcharts to be used dunng the presentatIons 10 the
next phase

Phase 2 Reportmg and dIScussIon (40 mmutes)

5 The rapporteurs present theIr group's results to the audIence FIve mmutes are aVailable
for each presentatIon (20 mmutes)

6 The tramer facIhtates a dIscussIOn on the content of the presentatIons and provIdes
feedback on the exerCIse (20 mmutes)
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DAY FIVE

SESSION 15

OBJECTIVES

PROCEDURE

PRESENTATION

EXERCISE

Dav 51SeHlon 15
1n~tructlOn~ to Tramers

Session 15
Participant Action Plan Approach
(PAPA) and Workshop Evaluation

InstructIOns to Tramers

1445 -15 15 SessIOn 15 Participant ActIOn Plan
Approach (PAPA) and Workshop EvaluatIOn

15 15 - 15 30 Tea/Coffee Break

1530 -1630 SessIOn 15 (Contmued)

By the end of thIS sessIon, the partIcIpants WIll be able to do
the followmg

• Develop mdIVIdual plans of actIon for future actIvItIes m
strategIc planmng

• Evaluate the workshop

Use overhead 5 15 1 to present the ObjectIves

Trammg techmques presentatIon, mdlvldual work, group
sharmg, PAPA

14 45 -16 30 Participant Action Plan Approach (PAPA)

(expenence) GIve a bnef presentatIon remforcmg the use of
PAPA dunng thIs workshop Remmd the partIcIpants of the
mformatIon you gave them at the begmnmg of the work­
shop You may want to use the overheads on PAPA from
day one, sessIon one Note that the partIcIpants have been
jottmg down possIble actIon Items throughout the workshop
Now IS tIme for them to focus on fmalIzmg theIr specIfIc
actIOn Items for when they return to theIr jobs Be sure to
ask the partIcIpants If they have any comments, questIOns,
or need clanfIcatlOn (15 mmutes)

PAPA Exerclse-Second Stage (45 mmutes)

1 Dlstnbute handout 5 15 1 (3 forms) These are the
forms for the second stage of the PAPA actIon plan

2 IndIvIdual work Ask the partIcIpants to revIew the
work they have done over the last fIve days and to refer
to the PAPA notes they made throughout the workshop
They should formulate specIfIc actIOn Items and wnte
them on the handout Tell them to refer to the questIOns
about theIr actIon Items 10 order to be sure they are
wntten as "specIfIcally" as possIble (20 mmutes)
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3 Group shanng and dIscussIOn Go around the room and
ask each person to tell you theIr actIOn Items LIst each
Item on fhpcharts If some people have sIml1ar Items,
Just mdIcate WIth a check by the Item Do not rewnte
ThIS wIll gIve a good Idea of the range of actIon Items
people are mterested m undertakmg (15 mmutes)

4 Collect the completed forms from the partICIpants
(Make photocopIes to return to the partIcIpants before
they leave) Remmd them that you WIll be followmg up
WIth them after several months to see how they have
progressed toward theIr actIon Items (10 mmutes)

1600 -1630 Workshop Evaluation

DIstnbute handout 5 152 and 5 153 Have the partIcIpants
complete the evaluatIon before they leave the seSSIOn GIve
them about 15 mmutes for thIS task Dunng the last 15
mmutes, mVlte the partIcIpants to make oral comments
regardmg the evaluatIOn of the workshop FaCIlItate a bnef
dIscussIOn

Note A dIskette WIth the text of the evaluatIOn form m
WP5 lIS mcluded and, If necessary, may be adjusted to meet
your needs

1630 - 16 45 Workshop closure by offiCIals and distri­
bution of certificates

Strategic Planmng



DAY FIVE

Da~ 51SessIOn 15
Instructwns to Tramers

Session 15
Summary of Overheads

Objectives of Session 15

• ODvakJp Individual action plans for tuture
actlvlUa.ln stralaglc planning

• Evaluate the flvHay workshop

5 15 1

StrategIc Planmng

5 152

Steps In PAPA Step 2 In-Course Activities

Stage 2
ObjectIves

develop action plan

Procedure

• prepare preliminary Ust of action Items

• conf.r with partMr
• flnaUze and prioritize lIat of action Items

• report Individual action plans
e make copy and submit to trainer

5 153
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SECOND STAGE

ACTION PLAN

Date

Workshop Tltle SADCIESAMIIISNAR Workshop on Strateglc Planmng

Name

OrgamzatlOn

Da\ S/Sewon IS/Handout I
(5 IS /)

ActlOn Items Start to lmplement actlOn plan
(check If known)

I plan to Wlthm 2 months After 2 months As anses
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PARTICIPANT ACTION PLAN APPROACH

Supervisor's Contact Address

Name

OrgamzatIon/Center

Name of Immediate Supenor

Title of Immediate Supenor

Address

Tel No

Fax No

Telex No

Email

Strategic Plannmg

Dm 5/Sesswn IS/Handout 1
(5151)
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QUESTIONS ABOUT YOUR ACTION ITEMS

1 Prellmmary nature ofplan
• Were you specIfIc In wntIng the actIOn Items?
• What wIll you need to do when you return to work to fInd out WhICh actIons are

possIble?

2 Resources
• Who would be carrymg out the proposed actIOn, or helpmg wIth It (formally or

mformally)?
• Are the skIlls for carryIng It out aVaIlable?
• How much tIme would thIS take?
• Are there specIal matenals or eqUIpment reqUIred?
• What IS Involved In obtaInIng them?
• WIll you be USIng a tool, system, or aId from thIS traInIng workshop?
• How much adaptatIon IS reqUIred?
• Is contInual momtonng or follow-through reqUIred?
• Who wIll do It?

3 ImplementatlOn
• Do you have the authonty to Implement the actIOn?
• If not, who does?
• How do you thInk you can go about gettIng approval?
• What do you thInk the degree of support IS for your Idea?
• WIll you need to sell people on It?

• Who?

4 Effects
• Whom WIll thIS actIOn affect?
• How WIll It affect them?
• WIll anyone be the worse for the results?
• Anyone Improved?
• What WIll be affected?

5 Envzronment
• What In the orgamzatIOnal enVIronment mIght Interfere WIth your dOIng thIS?
• What factors In the orgamzatlon WIll support your effort?
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•sna,
Workshop on Strategic Planning

Evaluation Form

Your cooperatIOn In completIng thIS questIOnnaIre WIll be greatly apprecIated The InfOrmatIOn you
provIde wIll be useful In plannmg future events and wIll help resource persons to Improve theIr
matenals and presentatIon

A.
General

Reactions

In general, I would rate the workshop
as 0 Excellent

o Good
o Average
o Fair
o Poor

On balance, would you say that the
workshop objectIves were achIeved?

DYes
o Partially
o No
(If no please explam bnefly m secl10n H)

B.
Objectives

The objectives of thiS workshop are listed below Please mark to what extent, In
your OpiniOn, the Objectives have been achieved, uSing a scale from 1 to 5 The
scale ranges from
1 I cannot perform thiS Objective or I have not been exposed to the information
2 I cannot perform thiS objective but I have been exposed to the information
3 I can perform the skill or express the knowledge With assistance from others
4 I can perform the skill or express the knowledge Without assistance from others
5 I can perform the skill or express the knowledge well enough to Instruct others

• Use the"ystems approach 0]0000
• Explam the dIagnosIs, plannmg and ImplementatIOn 0]0000(DPI) paradIgm to study NARS

• Explam the process of strategIc planmng mcludmg external, 0]0000orgamzatIOnal, gap analysIs and mternal analysIs

• ExplaIn InstItutIOnal performance assessment 0]0000
• Formulate a VISIOn and mISSIon statement for a natIOnal 0]0000agncultural research mstItution

• Formulate obJectIves, polICIes and strategIes 0]0000
• DISCUSS the role of leaders/managers III the management process_ 0]0000
• ExplalO the factors of success and faIlure 10 the process of 0]0000IOstitutlOnahzatlOn of planmng and develop strategIes
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c.
Strengths and Weaknesses

• Please lIst what you consider to be three strengths of the workshop

1

2

3

• Please list what you consider to be three weaknesses of the workshop

1

2

3

StrategIc Plannmg 415



• Suggestions for Improvements

Strategic Planmng
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D.
Features

E.
Additional

Topics

F.
Management

Topics

G.
Comments

StrategIc Plannmg

Da) 51Sesswn 15/Handout 2
() 152)

Very Good Good Fair Poor

Accommodations D D D D
Meals D D D D
Lectures D D D D
DIScussions D D D D
Papers/Handouts D D D D
Organizations and Management D D D D
Quality of visual aIds D D D D
Quantity of vIsual aids D D D D

What addItional tOpICS would you have hked mcluded m thIS actIvIty?

On what other management tOpICS would you hke to receIve trammg
m future events?

Please use the space below to wnte down any addItional comments or
suggestIOns you mIght have
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Guidelines to Provide Feedback on the Workshop

1 The module

Content

• usefulness/relevance

• amount of mformatIOn

Structure

• sequence

• duratIOn
• balance between tramers' and tramees' particIpatIOn
• mstructlons to tramers

• vIsual aIds
• handouts, exerCIses
• extra readmgs

• PAPA
• evaluatIOn

2 Process traInIng techmques and direction

• usefulness/relevance/effecttveness

• group mteractlon
• clanty of questIOns/exercIse mstructIOns
• openmg and closure of the days

3 TraIners', facIlItators', and traInees' performance

• presentatIon!commumcatIOn SkIlls
• mteractIOn/effectIve partIcIpatIOn
• punctuahty/mterest/commItment/WIllIngness to facIhtate learnmg/willIngness to

partIcIpate

• other attItudes

4 Logistical support

• orgamzatIOn
• accuracy
• punctualIty
• wIllmgness to aSSIst partIcIpants
• serVIces provIded m general
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5 Workshop environment

• physIcal (traInIng facIlItIes, traInIng matenal, lodgIng facIlItIes In general)
• psychologICal (personal feelIngs such as self-motIVatIOn, Interest, satISfactIOn, self­

achIevement)
• socIal (development of fnendshIp, relaxed, comfortable among partIcIpants, etc)

6 Workshop results/outputs

• personal and professIOnal assessment

• recommendatIOns

7 General comments
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Glossary and

Support reference material



GllHsan

Glossary

The trammg matenals on strategIc plannmg use a number of general concepts related to
agncultural research management Not stnctly lImIted to defimtIOns of terms, they propose
concepts that reflect the thmkmg of the authors m relatIOn to the general theme

Accountability

The oblIgatIOn to report, explam, or JustIfy somethmg The responsIbIlIty of an orgamzatIOn or
ItS staff to provIde eVIdence of research expendItures and performance to donors or hIgher levels
of management

Assumption

A fact or statement that IS accepted as true In relatIOn to the logIcal framework, It IS a statement
about factors that can mfluence the achIevement of objectIves, but WhICh are beyond the control
of researchers, such as polItIcal or economIC pohcles or the avaIlabIlIty of farmmg mputs

Beneficiaries

People, households, orgamzatIOns, commumtIes, or other umts that are affected pOSItIvely by
(or benefIt from) a research program or actIVIty

CIPP evaluation model

A conceptual framework for Improvement-onented evaluatIOn CIPP stands for four kmds of
evaluatIon

• Context evaluatwn Assessmg the context of a program, IdentIfymg target popula­
tIons and theIr needs, IdentIfymg opportumties and problems m addressmg those
needs, and judgmg the responSIveness of goals and objectIves to assessed those
needs

• Input evaluatwn IdentIfymg and assessmg alternatIve strategIes, schedules, budg­
ets, resource reqUIrements, and procedural deSIgns needed to accomphsh the goals
and objectives of a research actIVIty

• Process evaluatwn Assessmg the ImplementatIOn of a plan by recordmg and
Judgmg ongomg actIVItIes and accomphshments m relatIOn to the procedural deSIgn
It proVIdes mformatIon helpful for changmg operatIOnal plans dunng Implementa­
tIon

• Product evaluatwn Measunng, mterpretmg, and judgmg the attamments of a
research actIVIty Intended to mterpret the work and ment of an actIVIty's fmal
outcomes m relatIOn to the needs of the group It IS mtended to serve

Chents

The mtended users of agncultural research products, generally mcludmg farmers, agnbusmess
entrepreneurs, pohcymakers, extensIOmsts, and consumers
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Criteria

A standard ofJudgment The basIs for a companson, test, or evaluatIon

DecIsion-making level

The level wlthm a research orgamzatIOn or system (for example, the level of the researcher,
project manager, expenment statIOn or mstItute manager, or pohcymaker) at WhICh a partIcular
deCIsIOn IS made, or to WhICh an evaluator reports

Effectiveness

The degree to WhICh an actIvIty, project, or program attams Its ObjectIves The extent to WhICh
outputs are obtamed and effects achIeved m relatIOn to ObjectIves

Efficiency

The degree to whIch an aCtlvity produces outputs at the least cost

Evaluation

Judgmg, appraIsmg, or determmmg the worth, value, or quahty of research-whether It IS
proposed, ongomg, or completed-m terms of Its relevance, effectlveness, effICIency, and
Impact

Ex ante evaluation

An assessment done before research begms, usually 10 terms of ItS relevance, feaslblhty, potential
Impact, or expected benefIts Can be used to defme a baselme agamst WhICh progress toward
objectives can be measured, or to set pnontIes among several research areas

Expert review

(See Peer revlew)

Ex post evaluation

An assessment of an actIVIty or Its outputs after the actIVIty has been completed The purpose IS
usually to estimate benefIts 10 relatIOn to costs

External analySIS

Sometimes called prospectIve analySIS of the external enVIronment (or context analySIS) The
process of assessmg and evaluatmg the external enVIronment, to Identlfy present and potentlal
opportumtles and threats, WhICh can mfluence the mstltutIOn's abIlIty to achIeve ItS ObjectIves
(See also Orgamzatwnal analysls)

External environment

In the case of agncultural research, the macro enVIronment that affects an mstItutIOn, program,
or project At thIS level, events are practIcally beyond the orgamzatIOn's control Examples are
governmental polICIes, consumptIon trends, and the development of new SCIentIfIC knowledge

External review

EvaluatIOn of a research system, orgamzatlon, program, or project carned out by persons from
outSIde the umt bemg evaluated Usually conducted by experts or peers, but research chents,
supporters, or stakeholders may also partICIpate 10 the evaluatIOn
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External validation

The process by whIch 10ternal deCISIons are dIscussed among external stakeholders, 10 order to
confIrm or reVIse them In strategIC planmng, concluslOns about threats and opportumtIes, and
the mISSIon, obJectIves, and pohcles are generally vahdated externally

Formative evaluation

An evaluatIon mmed at provId1Og 1Oformation to planners and Implement10g staff on how to
Improve an ongo1Og program or project

Gap analySIS

An assessment of the reqUIrements of a research plan 10 terms of the resources needed (f1OancIaI,
human, and phySIcal) to achIeve the desIred goals

Goal

Used 10 the logIcal framework, a goal IS the ultImate end or objective toward whIch a research
actIVIty, project, or program IS dIrected It IS usually someth1Og hke Improv1Og 1Ocomes for
farmers (See also ObJectzve, Output, and Purpose)

Impact

The broad, long-term effects result10g from research, usually economIC, SOCIal, and enVIron­
mental

Input

In terms of the lOgICal framework, 10puts refer to the resources needed to Implement a project,
1Oclud1Og personnel, operat1Og funds, facIhtIes, and management

Institutional sustamability

An orgamzatlOn' s conditlOn of be10g accepted and conSIdered legItimate by SOCIety InstItu­
tlOnal sustamabIhty has several reqUIrements mcludmg (a) an mstItutlOnal project (clearly
defmed mISSIon, obJectIves, pohcIes, and strategIes), (b) 1OstItutlOnal competence, and (c)
mstItutlOnal credIbIhty

Institutionalization

A process that Impersonally estabhshes a structure, plan, program, project, or actIVIty 10 the
day-to-day operatlOn of an orgamzatlOn

Internal review

Evaluation of a research project, program, or orgamzation that IS orgamzed and carned out by
the management and staff of the umt

Logical framework

Often called the logframe, thIS IS a tool for plann1Og, momtonng, and evaluat10g projects 10 the
broader context of programs and natIOnal goals It clanfIes the logIcal lInks between project
10puts and a hIerarchy of objectIves dIrect outputs, broader purposes, and the ultImate goal

Means of Verification

The sources and methods used to obtam and assess 1OformatIon about the achIevement of
research objectives
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Meta-evaluation

Cntical assessment and overVIew of evaluatIOn procedures and expenences Meta-evaluatIOn IS
petformed to learn from past evaluatIOns and Improve future ones

MIssion

The offICIal statement of the reason for an orgamzatIon' s eXlstenc-Its basIc goals and purpose
(See also Strateglc plannmg)

Objective

The expected output, purpose, or goal of a research effort, that toward WhICh efforts are dIrected
ObjectIves may also be specIfIc operatIOnal statements regardmg the desIred accomplIshments
of an actiVIty (See also Goal, Output, and Purpose)

Objectively venflable indicator

SpecIfIC measures of progress or results at a specIfIc level of a project's hIerarchy of ObjectIves

Ongoing evaluation

EvaluatIOn carned out dunng ImplementatIOn of an actIvIty It mvolves observmg or checkmg
on research actIvItIes and theIr context, results, and Impact Ensures that mputs, work schedules,
and outputs are proceedmg accordmg to plan (m other words, that ImplementatIon IS on course)
It also provIdes a record of mput use, actIvItIes, and results, and warns of deVIatIons from mItIal
goals and expected outcomes

Operational planning

A process for defmmg what an orgamzatlon mtends to accomplIsh, how and when thIS wIll take
place, and who wIll be held accountable

Orgamzatlonal analysIs

Internal analySIS carned out by gathenng and assessmg mformatton on the mputs, processes,
and products of an orgamzatlon The purpose IS to IdentIfy strengths and weaknesses m relatIon
to opportumtIes and threats posed by the external envIronment, and m relatIOn to the orgamza­
tIon's ObjectIves

Output

The specIfIC product or serVIce that an actIvIty produces or IS expected to produce Used m the
logIcal framework to refer to specIfIC results for WhICh the project manager may be held
accountable, such as the release of a new maIze varIety (See also Goal, ObJectlve, and Purpose)

Participatory management

Creatmg a culture ofeffectIve partIcIpatIOn ofan orgamzatIOn' s members at all levels It mvolves
shanng Ideas and responsIbIlItIes, and gettmg members' commItment to desIgn and carry out
actIvItIes that WIll contnbute to InstItutIOnal objectIves and bnng about desIred InstItutIOnal
changes

Peer review

Process by whIch the SCIentIfIC ment (conceptual and techmcal soundness) of a research
proposal, publIcatIOn, or actIvIty IS evaluated by other SCIentIsts workIng In the same or a closely
related fIeld
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Planning

A process for settmg orgamzatIOnal goals and establIshmg the resources needed to achIeve them
It IS also a way ofbUIldmg a consensus around the mandate, dIrectIOn, and pnontles ofa research
program or orgamzatIon

Policies

Major gUIdelInes for reachmg ends m accordance WIth pnontIes PolICIes should be formulated
after, or as a consequence of, the formulatIOn of the orgamzatIOn's mISSIon and objectIves
PolICIes gIve dIrectIon to deCISIons on mputs and processes

Products

SpeCIfIC goods or servIces produced by an orgamzatIOn program, project or actIVIty (See also
Outputs)

Program

An orgamzed set of research projects or actIVItIes that are onented toward the attamment of a
common set of objectIves A program IS not tIme bound, as projects are, and programs are hIgher
m the research hIerarchy than projects

Programmmg levels

The areas that encompass actIVItIes of an agncultural research mstItutIOn, accordmg to the
speCIfICIty of the ObjectIves The two most common levels are projects and programs

Project

A set of research actIVItIes deSIgned to achIeve speCIfIC objectIves wIthm a speCIfIed perIod of
tIme A research project IS composed of a group of mterrelated research actIVItIes or experIments
that share a ratIonale, ObjectIves, plan of actIOn, schedule for completIOn, budget, mputs, outputs,
and mtended benefICIarIes

Project cycle

A framework for plannmg and managmg projects It IS composed of dIstmct phases through
WhICh a project moves durmg ItS lIfetIme VarIatIOns of the project cycle are used to manage
large-scale mvestments, development-agency actIVItIes, and varIOUS kmds of research

Project management

A framework for the systematIc planmng, ImplementatIOn, momtonng, and evaluatIon of
research projects and actIVItIes

Purpose

The deSIred effect or Impact of a project (See also Goal, Objectlve, and Output)

Quality control

A set of planned and systematIzed actIVItIes to guarantee that the products and serVIces of an
mstItutIOn wIll fulfIll the expectatIons of the publIc, benefiCIaneS, and stakeholders

Relevance

The appropnateness and Importance of research actIvIty's ObjectIves m relatIOn to broader (e g
regIonal or natIOnal) goals or clIents' needs
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Scenario

The sImulatIOn of a probable future SItuatIOn, m the context of the mstltutIOn' SlocatIOn, takmg
mto conSIderatIon the mteractIOn among economIC, polItIcal, socIal, and cultural factors, and
how these may affect the mstltutlon' s abIlIty to act

Stakeholders

Groups whose mterests are affected by research actIvItIes The stakeholders of a research
orgamzatlon mclude staff members, farmers, and extensIOn agents, among others

Strategic planning

A process by WhICh an orgamzation bUIlds a VISIOn of ItS future and develops the necessary
structure, resources, procedures, and operatIOns to achIeve It The process IS generally partIcI­
patory, and based on analyses of the external envIronment, the orgamzatIOn, and "gaps" External
opportumtIes and threats and Internal strengths and weaknesses are assessed ThIS IS followed
by the formulatIOn of the orgamzatIOn' s mISSIOn, ObjectIves, polICIes, and strategIes StrategIc
plannmg IS long term m nature (e g for 10 or more years) It serves as a base for tactIcal and
operatIOn planmng (See also OperatIOnal planmng and TactIcal planmng)

Strategy

A course of actIon mvolvIng a logIcal combmation of actors, factors, and actIOns chosen to reach
a long-term goal or VISIon It IS Important to dIstmgUIsh polIcy from strategy PolICIes are general
gUIdelInes to achIeve gIven ObjectIves In addItIon, strategIes mcorporate a lOgIcal sequence of
steps (See also Strategic plannmg)

Summatlve evaluation

A summary statement about the accomplIshments, effectIveness, value, and Impact of programs
SummatIve evaluatIons are made for accountabIlIty purposes and for polIcymakmg

Survey

A techmque for gathermg InfOrmatIOn from mdIVlduals or groups It can be done by observmg,
admlmstermg questIOnnaIreS, or havIng dISCUSSIons WIth members of the group beIng surveyed

Tactical planning

A process of orgamzational plannmg at the mtermedIate management level The obJectIves,
goals, polICIes, pnontIes, and strategIes defIned through tactIcal plannmg are for the medIUm
term (generally three-fIve years), they are based on the strategIc plannmg and are the gUIdelInes
for the operatIonal planmng
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How to Accomplish StrategIc Planmng

Strategic Planning1

Introduction

The purpose of thIS seSSIOn IS to explam to you how to accomplIsh Strateglc Plannzng

ThIS IS not an easy task because we wIll be focusmg on a process and that IS more dIffIcult than
focusmg on an object, such as a seed, or a dIscIplme, such as entomology

We wIll be focus slOg on the process of analysIs

The content of thIS analysIs wIll vary from natIonal level to mstItutIOnallevel, from mStItutIOn,
to mstItutIOn and even from mdIvIdual to mdIvIdual, but the process of analysls IS the same,
regardless of the SItuatIon

StrategIc planmng IS nothmg new for you-even for those who are not famIlIar WIth the phrase
We all engage 10 strategIc plannmg Our hope IS that after thIS event we can perform StrategIc
Planmng WIth more clarIty

We are focusmg on strategIc planmng because you, our users, have repeatedly told us that you
need to strategIcally plan and that you want to do It better

Therefore, we have assIgned sIgmficant resources to thIS tOpIC at ISNAR

• We have carefully revIewed the eXIstmg documentatIOn on strategIc planmng

• We have carefully studIed how to best adapt It to agrIcultural research management

• We have taken thIS work mto the fIeld for testmg

• Fmally, we have evaluated the fIeld testmg, syntheSIzed our experIence, and prepared the
presentatIOns and materIals that are bemg presented to you here

Strategic Plannmg as Analytical Process

StrategIc plannmg IS an analytIcal process for makmg deCISIons on the use of resources

In general terms, agrIcultural research managers make deCISIons on the followmg Items

• activities

• human resources

• finanCial resources

• phYSical resources

1 by Huntmgton Hobbs Semor Officer 1993 The Hague The Netherlands ISNAR
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DeCISIOn makmg on these Items IS, or should be, a process mvolvmg the followmg four stages

• planning

• programming

• mOnitoring

• evaluating

At ISNAR, these four Items and four stages of declsIOn-makmg have been combmed mto a
matnx, as follows

----- ------

Management Decision Areas

DecIsions Planning & MOnitoring &
related to Programming Evaluation

Activities Programs Output
Projects Impact

Human resources Recruitment Performance
Careers
Training

Financial resources BUdgeting Accounting
AUditing

Physical resources Procurement Stock Control
Appraisal

Plannmg and programmmg have been combmed m the matnx because together they lead to the
makmg ofa deczswn

Momtonng and evaluatIOn have been combmed because they reveal the consequences of a
deczswn

The planmng and programmmg of aCtiVitIes leads to the desIgn of Programs and Projects

Momtonng and evaluatIOn leads to measunng the output and impact of these actIvItIes

The plannmg and programmmg ofhuman resources leads to recruitment polIcy, careerplanmng,
and trammg

Momtonng and evaluatIOn leads to measunng the peiformance of the human resources

The planmng and programmmg of fmancIaI resources IS accomplIsh through budgetmg

The momtonng and evaluation of these Fmanclal Resources IS accomplIshed by accountmg and
audztmg

The plannmg and programmmg of PhysIcal Resources leads to procurement

Momtonng and evaluatIOn of these physIcal resources IS perfoemed through stock control and
apprazsal

ThIS matnx also allows us to vIsualIze the evolutIon of plannmg methodologIes
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Smce the time of the earlIest socIetIes, mankmd has engaged m physIcal plannzng, WhICh IS
plannmg for the use of physIcal resources For example, a huntmg party would need so many
arrows, so many stones, so many slIngs, etc The bIrth of financzal plannzng occured wIth the
fIrst use of currency The moment a monetary value could be placed on goods and serVIces,
planmng could be based on a fmancIaI basIs The addItIOn of human resources to plannmg, and
the awareness that planmng mvolved a certam degree of forecastmg, brought about the begmnmg
of long-range or forecast-based plannzng

When actIvIties are added to the plannmg mIX, a strategIc onentatlon has been mtroduced, as
dIfferent sItuatIons and alternatives have to be contmually conSIdered ThIS onentatIOn, WIth a
recogmtIon of the need to adjust to a changmg enVIronment, leads to strateglc plannzng

StrategIc plannmg began to be extensIvely used m the 1960s by numerous pnvate sector
compames The success of these compames populanzed the use of strategIc planmng, and now
publIc sector orgamzatIOns and even natIOnal governments are usmg strategIc plannmg

But strategIc plannmg actually IS an old concept, WIth a mIlItary ongm ("strategos" means
mIlItary leader m anCIent Greek) The strategIst knows the forces at hIS command, but IS uncertam
about the forces, resources, and plans of those opposmg hIm Therefore, the strategIst must
antICIpate dIfferent alternatIve actIons agamst hIm, and prepare a SUItable response for each
Perhaps the greatest strength of strategIc plannmg IS that It forces the strategIst to conSIder and
evaluate new alternatIves Let us Illustrate WIth a bnef example

Early m the so-called "green revolutIOn," a seed company m a developmg country began to offer
hIgh-yIeldmg vanetIes, but sales were low The company engaged m some strategIc planmng
and realIzed they were m the wrong busmess They thought they were m the seed busmess, but
WIth strategIc plannmg, they recogmzed they were m the busmess of sellIng modern/hIgh-mput
agnculture So they opened a senes of agncultural mput stores and made a very profItable
busmess sellmg theIr seed, as well as fertIlIzer, agrochemicals, and agncultural eqUIpment They
recogmzed they had to sell the package, not Just the seed

It IS the rapId rate of change of today's world whIch has made strategIc plannmg so valuable,
because strategIc planmng accounts for uncertamty and adapts to changmg CIrcumstances

We all recogmze that the world IS changmg fast But Just how fast IS Illustrated by a SImple
statistIC of today's electromc world We all talk about the populatIon explOSIOn, yet, more
televlSlon screens WIll be bUIlt today than people WIll be born

The lIterature on strategIc planmng IS extenSIve and growmg, some authors are already wntmg
about "post-strategIc plannmg," "strategIc management," and SImIlar concepts And every author
seems to present a different model for strategIc plannmg We have revIewed thIS lIterature and
have concluded that all of these models are essentIally the same, they are only dIfferent m the
level of detaIl used

At ISNAR we have chosen one model-the one that IS most baSIC and SImple to commumcate
and that, m our Judgment, covers the essential elements It IS a model of SIX steps or stages

We have studIed models from 4 up to 57 steps, but agam, they are essentIally the same

Let us focus on thIS SIx-step baSIC model

Let us fust Illustrate thIS model WIth a SImple example
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Strategic Planning Model

Assess Environmental
current status analysIs

I

...
.... ..-

Determine desired future 0 Undertake gap analysIs
(goal/obJectives) (resources)

(What /s des/rabie/needed) (What IS available/feasible)

I I

+
Development of
strategic plan

•
1---------+. Implementation

Momtonng and
evaluation

Strategic Planmng for Purchasing a Family Car

Assess Current Status

• I need transport and I don't want to use publIc transportatIOn

• I don't have a car

• The spouse thmks the Idea of a famIly car IS wonderful

Undertake Environmental AnalysIs

• Overcrowdmg of publIc transport IS becommg more uncomfortable

• The research mstitute IS not m a posItIon (nor WIll be m the next four years) to proVIde a
vehIcle for personal transport

• InflatIon makes mvestment m a car a good and attractIve prOpOSItIon

• Fnends and neIghbors have been buymg new cars

Determme Desired Future

• I need transport and strongly favor buymg a vehIcle

• DrIvmg a Mercedes Benz would be lovely

4 Strategic Plannmg
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Undertake Gap AnalysIs

• There are many brands and pnces aVaIlable

• Mercedes Benz sure IS expenSIve, I cannot afford a new one

• A new Toyota or a new Volkswagen seems affordable

• A used Mercedes Benz IS a pOSSIbIlIty, (return to Step 1), but the spouse wants a new car
(return to Step 2) RepaIrs are expensIve and used cars need more repaIrs (return to Step
3a) I would prefer a new economy model rather than a luxury used model

Develop a Strategic Plan

• Buy a new Toyota

• I have about half of the money, and wIll borrow the rest from my uncle

Implementation

• FamIly travels by bus to Toyota dealershIp

• Spouse wanted blue car, but none aVaIlable m country, so settles for red car

• ChIldren mSIst on cassette player, costs extra

• Dnve out of dealershIp wIth famIly packed m shmy red car wIth loud stereo

Momtormg and Evaluation

• See how well the car dnves, and let the neIghbors know

• Momtor fuel consumptIOn, repaIrs, overall cost of mamtenance

• Factor m unplanned benefIts (famIly beach tnps)

• Factor m unplanned lIabIlItIes (neIghborhood boys are spraymg graffIti on cars)

• Evaluate whether to keep or sell car, If sell, do we replace? WIth what?

ThIS SImple IllustratIOn IS used to emphasIze that strategIc planmng IS a common and everyday
process Our task IS SImply trymg to understand It better

Let us now look at each of the steps m terms of general strategIc plannmg

Assess Current Status

• Assess present goals, strategy, and performance

• Assess strengths and weaknesses of the orgamzatIOn

Undertake EnVironmental AnalySIS

• Assess present and future clIent needs

• Evaluate threats and opportunities
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Note In some models, each of these tasks or sub-headIngs are a separate step In some models,
steps 1 and 2 are combIned Into a SWOT AnalysIs

SWOT ANALYSIS

Strengths
Weaknesses
Opportunities
Threats

Determme Desired Future

• Based on the assessment of the current status and the envlronmental analvsls, specIfy the
competItIve advantage and dIstInctIve competence to be sought or maIntaIned In the future

• Formulate deSIred mIssIon, goals, and program thrusts

• SpecIfy desIred program mIX and balance, pnontIes and targets, and the tIme frame for
theIr achIevement

Undertake Gap AnalySIS

• Compare current status WIth desIred future and IdentIfy gaps

• SpecIfy gaps, WIth partIcular attentIon for dIfference between present and deSIred outputs,
and between present and reqUIred Inputs (resources, skIlls, organIZatIOn)

• IdentIfy probable resources and hmItatIOns and estImate areas of flexIbIhty or manoeuvre

- optImIst scenarIOs (example Increase In donor fundIng)
- peSSImIst scenarIos (example cutback m natIonal fundmg)

Develop a StrategIc Plan

• IdentIfy and evaluate strategIes for cloSIng gaps

• Select the most appropnate strategy

• Elaborate operatIOnal plans for ImplementatIOn

- Who?
- When?
- How?
- WIth what resources?

• IdentIfy cntena for mOnItonng and evaluatIng progress

ImplementatIon

• CommunIcate plans

• Proceed WIth plans
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Momtormg and Evaluation

• MOnItor progress, penodIcally reVIew achIevement

• IdentIfy devIatIOn from plan and evaluate reasons for thIS

• Adjust and modIfy plans as reqUIred

Bellow, the strategIc plannmg process IS explamed more fully

Undertake Envlfonmental AnalySIS

We WIll fust look at the second step, envIronmental analySIS We do thIS to pomt out that IS often
better for an organIZatIOn to begm WIth thIS step, rather than the assessment of current status,
because sometImes organIZatIOns focus too much on theIr own problems and fall to move on to
the analySIS of theIr enVIronment OrganIZatIons and companIes that base thelf work on
technologIcal mnovatIOn have a cntlcal need to undertake envIronmental analySIS

One of the most useful places to start envIronmental analySIS IS WIth demographIc data In many
developmg countrIes, the average age of the populatIOn IS 17 to 19 years old In 10 to 15, the
average age WIll be 16 or lower

• What ImplIcatIOns does thIS have for agnculture?

• What ImplIcatIons does thIS have for farm employment?

• What ImplIcatIOns does thIS have for mcome dIstnbutIon?

Another useful place to conSIder m envIronmental analySIS IS m trade data

• What have been the trade patterns of your country m the last 15 years?

• What opportumtles and threats (SWOT analySIS) are presented by the emergmg trade
blocks?

It IS also useful to look at the farm data of your potentIal clIents and competItors For example,
m a European CommunIty country, farmers receIve a subSIdy of up to US$4,OOO per year In
many developed countnes, farmers are paId substantIal funds not to produce

Can you compete WIth thIS? What can you do? What must you do?

Assess Current Status

One of the more mterestmg examples of how to assess the current status comes from a natIOnal
agncultural research orgamzatIon m a faIrly large developmg country After assessmg the current
status, they concluded

• The key strength of the organIZatIOn was ItS large pool of tramed and experIenced
researchers

• Its key weakness was m trymg to set prIorItIes for a large country producmg numerous
commodItIes m many dIfferent agrochmatIc regIOns

ThIS SWOT analySIS led the orgamzatIOn to the followmg strategIC plan

• Send most of the research staff to the regIOns to perform regIOnal research

• Mamtam a small technIcal offIce m the capItal to gUIde a few natIOnal programs These
natIOnal programs would have funds, but no research staff The regIOns WIll present

Strategic Planmng 7
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projects to the natIOnal programs, WhICh Will gUIde natIOnal-level pnontIes by the
dIsbursement of funds

Determme Desired Future

To determIne the deSIred future of the organIZatIOn It IS Important to dIstmgUlsh between

• what the organIZatIOn IS,

• what the organIZatIOn IS gomg to be,

• what the organIZatIOn should be,

• what the orgamzatlon can be

ThIS IS more than a game of verb conjugatIOns An example WIll Illustrate

At the end of the last century, UnIVersIties In the UnIted States were In a cnSlS The general
populatIOn In the country contInued to Increase, but the UnIVersIty populatIOn was decreasmg
At that time, the UnIVersIty was essentIally a semInary to prepare theologIans

A handful of umversltles (Harvard, Cornell, Stanford) deCided to change what a umverslty "IS,"
to what a UnIVersIty "should be" Their fIrst defInItIOn UnIVersIties should be centers for the
applIcatIOn of rational thought to Improve SOCIety Thus, they mltlated the first programs In
economICS, educatIOn, and polItical SCIence But umversltles found out that the "should be"
scenarIO was somethIng of a utopia, and thus changed what a UnIVerSIty "should be" to what It
"can be" TheIr second redefInItIOn UnIVerSItIes can prepare the IndIVIdual to contnbute to
SOCIety In speCIfIC areas The umversltles could not change all socIety, but they could have a
speCIfIC Impact on theIr students

SInce the task of the umversltles was to prepare the IndIVidual to contnbute to SOCIety, the
UnIVerSIty concluded they also had to help the mdlvldual by helpmg that person fInd a Job To
Implement thIS strategy, the umversltles created employment offIce Furthermore, haVIng found
the IndIVIdual aJob, and consldenng that most of the alumm would be happily and productively
Integrated Into SOCIety, the umversltles created alumnI offices to collect contnbutlons for the
unIversity from satisfIed and grateful alumnI

ThIS IllustratIon pOInts out that not only must an appropnate deSIred future state be Identified,
but that the strategIC VISIon needs to be converted Into speCIfIC mechanIsms to bnng the VISion
Into realIty

Gap AnalySIS

An InterestIng example ofgap analySIS comes from a regIOnal agncultural research organIzation
It was a fundamental belIef of thiS organIZatIOn that It should serve all ItS member countnes on
an equal baSIS However, dunng the process of strategIC plannIng, analyzed theu gaps and they
found the followmg

• The smaller countnes had very different needs from the larger countnes

• The smaller countnes needed a partner to do most agncultural research, leaVIng the country
WIth the manageable responSibIlIties of testIng sites and extenSIOn

• The larger countnes could do theu own research on the most Vital commodities, but needed
a partner for supplementary research In some other COmmOdIties The larger countnes also
reqUIred aSSIstance In research management

8 StrategIC Plannmg
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In Its gap analysIs the regIOnal orgamzatIon found It was domg too lIttle for the smaller countnes
and too much, or m the wrong areas, for the larger countnes

Developmg a Strategic Plan

Developmg a strategIc plan requIres evaluatmg alternatIves and choosmg an option ThIS does
not mean there IS a smgle, Ideal optIon Several alternatIves could be Viable, or all could faIl

In an agncultural research settmg, the eaSIest way to Illustrate the neceSSIty and compleXIty of
evaluatmg alternatIves IS WIth the questIon How many research statIOns should your country
have? The number of Issues that must be conSIdered IS enormous It IS pOSSIble that every
researcher m the country WIll come up WIth a somewhat dIfferent answer Each alternatIve WIll
have benefIts and costs But a deCISIon wIll have to be made

Implement the Strategy

The determmatIOn of the future strategy mIght be correct and appropnate, however any strategy
IS useless unless the orgamzation proceeds to Implement It For example, a few years ago, ISNAR
dId a reVIew m a country whIch contamed a senes of very speCIfIC recommendatIOns for a
country On a subsequent VISIt, an ISNAR staff member met WIth a key natIOnal leader, who
SaId, "The recommendatIons are excellent, but I don't know why that report has not been
Implemented "

Perhaps the proposed plan was good, maybe It was not so good, but even the best plan IS useless
unless Implemented

Momtormg and Evaluation

Most managers agree that rnonztormg and evaluatwn IS of cntICal Importance, and yet many
managers express dIffIculty m knowmg how to do It Momtonng and evaluation can be dIVIded
mto concerns about the effectiveness and effICIency of the orgamzation

EffectIveness relates to the orgamzatIon'SImpact on Its users and other beneficianes Therefore,
to momtor and evaluate effectiveness, the partICIpatIon of users and other beneficianes m the
process IS essentIal EffICIency relates to how the work IS orgamzed and assIgned withm the
orgamzation In profeSSIOnal orgamzatIOns, such as research mstitutions, one of the best ways
to momtor and evaluate effICIency IS through peer reVIew

Strategic Planmng In Agricultural Research

Fmally, It IS useful to agam reVIew the steps of the strategIc plannmg process, WIth a complete
example from agncultural research management

ThIS example comes from Dr ElIseo Alves and hIS presentatIons on the establIshment of
EMBRAPA, the BraZIlIan publIc sector natIonal agncultural research mstItute (NARI)

Undertake EnVironmental AnalySIS

BraZIl IS an enormous country, WIth a demographIc explOSIOn m CItIes, and a vast subutIhzed
Amazoman regIon

Assess Current Status

BrazIl has receIved strong fmancIaI support to orgamze a publIc sector NARI

Strategrc Plannmg 9
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Determme Desired Future

Create a NARI, but wIth what specIfIc obJectIves? The EMBRAPA planners went to the
BrazIlIan presIdent for the answer The presIdent determmed that the desIred future would bnng
cheap food to the cItIes and develop the Amazoman regIOn

Undertake Gap AnalysIs

ThIS was done by the EMBRAPA planners who returned to the BrazIlIan PresIdent to say

"We can develop the Amazoman regIOn and we can provIde cheap food to the CItIes but we
cannot do both at the same tIme It IS too expenSIve to transport food from the Amazon regIOn
to the CItIes "

Determme Future Strategy

BraZIlIan PresIdent determmes "cheap food for the cItIes"

Implementation

EMBRAPA planners establIsh theIr actIVItIes near the pnnclpal CItIes and m the areas of hIgh
agrIcultural potentIal

Momtormg and Evaluation

EMBRAPA evaluates ItS actIVItIes, and fmds ItS research IS successful m provldmg cheaper food
for the CItIes However, they fmd that the key benefIcIarIes, the urban poor, are totally Ignorant
ofEMBRAPA's role Thus, EMBRAPA starts a senes of teleVISIon commercIals mformmg the
urban masses that cheap food starts WIth EMBRAPA

National Level vs Institutional Level Outputs

We have seen examples of strategIc plannmg at the natIonal level and the mstltutIonallevel

The analytIcal process IS the same, the only dIfference IS the kmd of outputs produced

10 StrategIc Plannmg
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The followmg chart Illustrates the outputs of strategIc plannmg at the natIonal level

Strategic Planmng Model National Level Outputs

-+ Assess Environmental
current status analysIs

..
Determine desired future 0 Undertake gap analysIs

(goaVobJectlves) (resources)

(desirable/needed) j1lvallablelfeaslble)

I

.-
Development of
strategic plan

..

System review
report

Goal statement
MIssion objectives

scope gUidelines

National policy
and strategy

Modified system

Evaluation report

The outputs of strategIc plannmg at the InstItutIOnal level are Illustrated as follows

Strategic Planmng Model Institute Level Outputs

Institute review
report

Modified system

Goal statement
MIssion objectives

scope-guidelines

}

Evaluation report

~
/

~
/
" r--~ ---.."':ll Long term1Resource tlorgan,zatlona

/'" program development adjustment
¥ '>-__.....lJ~_p;..la_n_~_..:p:..la;..n_..t.

Action/operational plan

~ Assess Environmental
current status analysIs

..
Determine desired future 0 Undertake gap analysIs

(goaVobJectlves) (resources)

(desirable/needed) j1lvallablelfeaslble)

.-
Development of
strategic plan

+
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Fmal Comments

This presentation has covered the "how" and "why" of strategic plannmg A few words should
be added on the "who" and "when"

Who should perform strategIc plannmg? ThIs IS essentIally a questlOn of cost The more people
that are mvolved, the greater the amount of mformation that wIll be brought to bear on the
process, and the greater the probabilIty of developmg a consensus that will facilitate Implemen­
tatlOn However, the greater the number of people mvolved, the greater IS the cost Some
orgamzatlOns have professlOnal planners, and leave the plannmg-strateglc or otherwise-to
them Expenence would seem to mdlcate that strategic plannmg will be successful only If the
leadership of the orgamzatlOn IS mtenslvely mvolved, and that mvolvmg middle management
helps assure effectIve ImplementatIon

When should strategIc plannIng be done? The undertakIng of envIronmental analysIs should be
constant The assessIng of current status should be penodIc, regular, and mstItutIonalIzed
(probably annually), leadmg to a reVIew, at least for momtonng purposes, on the desIred future
state When slgmflcant gaps begm to be notIced between the current and desired future states,
It IS tIme for some tn-depth work on strategIc plannmg
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Workshop Goal

To equip NARS chief executives and senior managers

with tools to carry out strategic planning to ensure better

management of agricultural research institutes

',J.)
~ Strategic Planning 1 1 1
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Workshop Objectives
• Use the systems approach

• Explain the diagnosis, planning and implementation (DPI)
paradigm to study NARS

• Explain the process of strategic planning including external,
organizational, gap analysis, and internal analysis

• Explain institutional performance assessment

• Formulate a vision and mission statement for a national
agricultural research institution

• Formulate objectives, policies and strategies

• Discuss the role of leaders/managers in the management
process

• Explain the factors of success and failure in the process of
institutionalization of planning and develop strategies

~ Strategic Planmng 1 1 2
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Expected Outputs

o Improved skills of top and senior research managers
in strategic planning

o Improved commitment from agricultural research
managers to work as a team toward designing strategic
planning involving the entire staff of the organization

o Action plans designed to implement activities to
institutionalize strategic planning in your organizations

~ Strategic Planning 1 1 3
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Objectives of Day One

1. Discuss the background, rationale, objectives, and schedule
for the five-day workshop

2. Explain the use of the participant action plan approach (PAPA)

3. Identify the trainers and trainees

4. Use the systems approach in your organizations

5. Explain the diagnosis, planning, and implementation
paradigm to study NARS

6. Present a synthesis of the strategic approach for research
planning at the institutional and program levels

~ Strategic Plannrng 1 1 4
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08:30 - 09:00

09:00 - 10:30

Schedule of Day One

Welcome

Session 1. Introduction to the Workshop

--------- Tea/Coffee Break

10:45 - 13:00

14:00 -15:15

Session 2. NARS: The Systems Approach

Lunch

Session 3. Diagnosis, Planning, and Implementation

--------- Tea/Coffee Break

~

""'"

15:30 - 17:00

17:00 - 17:30

Strategic Planmng 1 1 5

Session 4. Conceptual Framework for Planning

Feedback on the Day·s Activities and PAPA



J
:(.)

cooI
-

0
.

0
.

«c:CO
-D

.c::o.-....(.)

«....c::CO0
.

.-(.)
.-~CO
D

.



e e
Why PAPA?
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~

• Systematic and continuous planning of future
activities by trainees as training evolves

• Formal link between trainees and trainer for
fOllow-up activities: which skills have been
used in the job?

• Further involvement of trainee in improving
the training material after training event

Strategic Planning 1 1 7
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Uses of PAPA

[]I Assess the transfer of skill to work place

[]I Determine impact of change introduced

[]I Identify problems of implementation

[]I Decide how to modify the course

[]I Evaluate the most useful parts/quality of workshop

StrategIc Planning 1 1 8
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Steps in PAPA

Follow-up
activities

Analysis and
conclusions

Planning
for PAPA

Reporting

Strategic Planning 1 1 9
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In-Course Activities
Stage 1

Objectives:
• understand the use of PAPA
• identify possible action ideas to be tried on the job

Procedure:
Jot down action ideas during the training

• use the handout provided
• do it at end of last session each day
• confer with other participants/trainers periodically

Strategic Planning 1 1 10
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In-Course Activities
Stage 2

Objectives:
• develop action plan

Procedure:
• prepare preliminary list of action items

• confer with partner

• finalize and prioritize list of action items

• report individual action plans

• make copy and submit to trainer

Strategic Planning 1 1 11
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Follow-up Activities
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Trainers

• Formulate and send
questionnaire

• Analyze and interpret
data

• Prepare report

• Modify course content

Strategic Planning 1 1 12

Participants

• Fill out and return
questionnaire

• Receive report and
send feedback
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Date

PAPA Questionnaire, First Stage
Ideas for action items

Workshop title

DateNenue

Name

Organization

Ideas I would like to try when I return to work at my research Institute, based on what I have learned In

this trammg workshop

Note You can use the workshop obJectives, what you learn durmg the workshop, handouts, conversations With participants and tramers, etc, to
come up With Ideas

..,.;'" Strategic Plannmg 1 1 13
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NARS: The Systems Approach

o Introduction

o Definition

o Levels of systems

o Closed .. ~ open systems

o NARis as open systems

o Research institution as a production system

o Concept of NARS

Strategic Planning 1 2 2
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System
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o A set of organized interacting components

seeking to achieve a common purpose

o A series of interrelated elementslpartsl

components that receive inputs from the

environment, and process them to be

transformed into products

Strategic Planning 1 2 3
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Defining a System Boundary

1. List all components that make up the system
and circumscribe them

2. List all flows across the boundary

3. Identify all elements contributing to specific
goals and include them within the boundary

Strategic Plannmg 1 2 4
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Conflictive Pressures on Social

and Rational Systems

e

Closed system

for:

- order
Rational - stability
system - efficiency

- certainty

Direction

Management

Administration

Conflicts

Open system

Policies

Uncertainty

Pressure t~ be .
realistic with SocIal
environment system

~,.."
~

Strategic Planning 1 2 5



e e e e

\.,)~

~

NARS as Open System

Characteristics:

o spacial boundary of action and scope

o two or more subsystems

o subsystems are interrelated and interdependent

o subsystems require inputs to produce
outputs/products

o environment in which NARS operate determines
the extent of their survival

Strategic Planning 1 2 6
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National Agricultural Research System

A system comprising all those organizations

of a country,
whatever their denomination or structure,

whose principal mission is

to carry out agricultural research activities

(promotion, coordination, execution)
in the different fields of agricultural sciences

\.,)".3 Strategic Planning 1 2 7
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The Organizational Structure as an Open System

Structure and Organization - Model (1 a)

Inputs A •

Subsystems

B Outputs

Technologies

C Services

Knowledge

~
~..
'<

Strategic Planning 1 2 8
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The Organizational Structure as an Open System

Structure and Organization - Model (1 b)

Technologies

Inputs --_.....~ I Subsystems Outputs Services

Knowledge

~
~

Strategic Planning 1 2 9
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The Organizational Structure as an Open System

Structure and Organization - Model (2)

Technologies
- varieties/breeds
- animal and crop

management
- efficient use of inputs
- adequate use of natural

resources

Subsystems
Management and
direction

Planning
- programmmg
- budgetmg
- mOnitoring
- evaluation
- control
Administration
Production/tech
Information

Services
- publications/information
- methodologies
- biological analySIS
- reproduction techniques
- propagation techniques
- vaccination
- germplasm
- training

Constituents Knowledge
- government
- producers .J
- agro Industry •
- other institutions

Policies
Human resources
Financial resources
Physical resources
Infrastructure facilities
Natural resources
Knowledge
Linkage/relationships

Inputs

Strategic Planning 1 2 10,
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Diagnosis

e e

o Evaluate/assess the present institutional
capability of the system

o Diagnose the main restrictions, weaknesses,
strengths, threats, and opportunities

o Prepare options and recommend plan of action
for strengthening the system

~ Strategic Planning 1 3 3
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Planning

e Design the future system

e e

~
~

e Prioritize and plan necessary steps to achieve
the desired institutional changes

Strategic Planning 1 3 4
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Implementation

e Execute the plan and monitor changes

e Evaluate results, experience gained, and
feedback for improvement

Strategic Planning 1 3 5
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DPI Paradigm

Execution

Institutional
aspects

Design

Legal
aspects

Assessment I
I
I
I
I

II
I

Diagnosis: Planning : Implementation
~ I II I

I I
I
I
I
I
I

ISNAR review
J I

Mandate I
I
I

... I

Basic I
I

documents I
I

National
agricultural

research plan

Management
tools

~
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DPI Conceptual Framework for Strengthening NARI

~ Dlagnosls---+ Planning • III Implementation •

Framework
~ ,

- Institutional framework ,

NARllaw (NARI) strategic planning
,

\ ', ,
I
I \

I ' ,

• Mandate
I ,
I

objectives I 'c '( , ,~ ExecI
,

• Doctnne I l
~~ <

• Values I ' l
' ,

• Linkages
,

~

National agncultural
,

1 research plan I ,l

BaSIC documents • research program
,

• institutional policy and action • projects
,

• pnonty setting • services ,
• structure and orgamzatlon • technological

• human resource plan products

• planmng and programming • knowledge l

• transfer of technology
,

• financial administration
Management tools

• speCial studies • methods

• others
• Instruments
• mechanisms

~r I
III

Framework design

~

Assessment
• mandate
• objective
• doctrine
• values
• programs
• strengths
• weaknesses
• threats
• opportunities

• Exploratory
• Full review
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Questions for Discussion

1. Have you used the DPI paradigm (or a similiar one) before?

2. State strengths and weaknesses of the paradigm or similar
framework

3. How do you overcome/minimize the weaknesses?

4. Do you have an alternative paradigm or framework to
recommend based on a successful experience?

5. What are the anticipated results of a relevant paradigm or
framework to study NARS?

Strategic Planmng 1 3 8
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Objective of Session 4

e Present a synthesis of the strategic approach

for research planning at institutional and

program levels

e

~
~

Strategic Planning 1 4 1
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Conceptual Framework for Planning

1. Definition and characteristics

2. Principles

3. Planning levels, types, and products

4. Strategic approach to planning

5. Political dimension

Strategic Planning 1 4 2
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Definition of Planning for Agricultural Research

A process to rationally combine organizational

resources and activities to allow an institutional

center, program, project, or activity to achieve

certain objectives in a specific context or

environment

Strategic Planning 1 4 3
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Six Characteristics of Planning

1. Rational in selecting options

2. Coherent in setting objectives

3. Congruent objectives, resources, and policies

4. Strategic in reaching objectives

5. Forward-looking outlines for the preferred future

6. Structured elements for political viability of plan

e

~ Strategic Planning 1 4 4
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General Planning Principles

~ Planning takes precedence

~ Objectives organized hierarchically

~ Potential for transformation

~ Efficiency and effectiveness

e
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Specific Planning Principles

~ Participative

~ Coordinated

~ Integrated (vertically and horizontally)

~ Continuous
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Organizational Planning Levels

Program level

Project level

Activity level

Researcher level

System level

Institutional level

Center/experiment
station level

Program level

~
OQ
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e e e e

Decision-Making Levels Types of Planning

Strategic planning
- top management

Tactical planning
- middle management

Operational planning
- operational management

~ Strategic Planning 1 4 8
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Diagnostic/prognostic
process
-long-term

Organizational process
- medium-term

Practical process
- short-term
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Relationships between Types of Planning

Relationships

Management
level Objectives Type of plan

Time
horizon

Long

Medium

Short

Strategic

Tactical

Operational

Institutional
Functional
Operational

Top

Middle

Operational

~ StrategIc Planning 1 4 9
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Contributions of the Strategic Approach

II Analysis of external environment

II Internal, organizational analysis

II Gap analysis

II Identification of client needs

II Review of mission and objectives

II Consensus through strategic planning exercise

II Consideration of interdisciplinary approaches and
multidimensional perspectives

II Building a strategic culture

II Identification of lIintelligent investmentsll

II Participatory management and mechanisms
Strategic Planning 1 4 10
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Implementation of Strategic Plan

Environmental
analysIs - Threats

~ U RelatIonshIps I r :
Critical factorsI Opportumtles

I I Formulate
Scenanos I .. .. ..

I I
VIsion

•
~

Validate
Plan ~ r Gap r MISSion mission, I--. I Formulate
to analysIs • obJectives, strategies

plan ObJectives and policies•Policies

~I \
•Organizational I StrategiesanalysIs

Strengths \-I .. ( PI!"S
1-1 I

~uts , ..... ( :
--
Processes

Products

~

'""

Strategic Planning 1 4 11
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Why Strategic Planning?

Strategic planning in NARis emphasizes:

rJI Diagnosis of the environment

rJI Identification of clients', beneficiaries', users' needs

rJI Consensus in characterization of the demand

rJI Consensus of required institutional products

fj Strategic Planning 1 4 12
~
\fJ
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fv:J Strategic Planning 1 4 13
~
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Strategic Intention in Planning

e Future vision

e Confidence in its usefulness

e Political will

e Political decision

e Political courage
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Agricultural Research Organization as a
Production System

Demands, opportunities, threats

Human, physical, and
financial resources

Knowledge and technology
for a country or region, aimed
at different users or chents

Research organization

Management, r~search, Produ~ )
~ ~ I and operatlons.-/
--~~~~~~~~-

L---. ( Inputs

Strategic Planning 1 4 14
~
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The General Logic of the Module

e

Context

The situation of planning

ual framework

r

analysis

r

itional analysis

Processes Products
r

lysis .. Plan formulation Products of the module
- mission - more comprehensive
- objectives --. vIsion +-

Input
Concep

Input
Gap ana

Input

Organizi

Input
Externa

- policies
- strategies

- positive attitude
- ability to formulate

~ Strategic Planning 1 415

~
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Essential Features of Planning

e

Planning: a process of thinking, analysis, and decision
making that determines:

o Who are the clients?

o What are we trying to achieve?

o What resources do we have?

o What challenges/constraints exist in our management
environment?

o What action plan is resulting from analysis?

-.,:J Strategic Planning 1416
d'J
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Advantages of Strategic Planning

• Greater purpose and direction for the whole agency
(designs the future, invents ways to bring it about)

• Sharing of common goals by various component units
(develops a team approach to management)

• Creation of agency sensitive to external environment

• Identification of strategies to react to that environment

• Provision of step-by-step process toward the future

\,,~ Strategic Planning 1 4 17
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Questions for Discussion

D Have you carried out a strategic planning process

in your organization? What were the steps you took?

How effective were they?

D Have you confronted any constraints in conducting

strategic planning? How did you overcome them?

D What would you consider to be some advanta~and

disadvanta~ of conducting strategic planning in

your organization?

Strategic Planning 1 4 18
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Objectives of Day Two

1. Explain the process of strategic planning

2. Discuss critical issues in the management of planning

3. Explain external, organizational, and gap analysis

4. Demonstrate an internal analysis of an institution

5. Identify and categorize the gaps

Strategic Planning 2 5 1
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08:30 - 09:00

09:00 - 10:30

Schedule of Day Two

Opening of the Day's Activities

Session 5. Strategic Planning

------- Tea/Coffee Break

10:45 - 13:00

14:00 -15:15

Session 6. Management Issues

Lunch

Session 7. External, Organizational, and Gap Analysis

--------- Tea/Coffee Break

~.-

15:30 - 17:00

17:00 - 17:30

Strategic Planning 2 5 2

Session 7. (Continued)

Feedback on the Day's Activities and PAPA
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Objective of Session 5

e Explain the process of strategic planning by
listing the steps and discussing their importance
to the process

Strategic Planning 2 5 3
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What Is Strategic Planning?

The process by which the most desirable

future vision is developed for an organization

Strategic Planning 2 5 4
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Strategic Planning Major Characteristics

e oriented toward future achievement (long-term)

e takes into account:
- political, socioeconomic, and legal circumstances
- organization's strengths, weaknesses, threats, and

opportunities

e directed toward the clients of the organization

Strategic Planning 2 5 5
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Strategic Planning Process

1 Defme the current sItuatIon

External and Internal
environment

DiagnOSIs and
analysIs

I Future vIsion>

Definition I I

Changes

&

Gap
I~ of I mechamsms

analysIs strategIc --l> to I--l>
I

change
Implement

the

strategies

2 Establish future vIsIon 3 Analyze the current
sItuatIon wIth the Ideal

future vIsIon

4 Develop mISSIon,
mandate, objectIves

5 Select strategIes,
mechamsms, tools

6 Defme actIons to
carry out the

agreed strategIes

DiagnOSIs, analySIS, ++
future vIsion

Gap analySIS ++ Strategic changes ++ Strategic ++ Implementation
mechamsms

~

~---

Strategic Plannrng 2 5 6
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····..

...

• ••• r1

Strategic
changes

ACTIONS

Mechamsms
& Instruments

for
Implementing

plan

• Functional
• Operational

~

.. . .
++ Changes ++

& mechamsms

.... . .

IMPLEMENTATION

Strategic
changes

• Mandate
• MIssion
• Programs
• Sources
• S&O
• Linkages

~

Conceptual Model

Future
VISion

~

t
Present

situation

• Mandate
• Objective
• MIssion
• Priorities
• Products
• Services
• Strategy

• Mandate
• Objective
• MIssion
• PriOrities
• Products
• Services
• Strategy

++ Gap analySIS ++ Strategy
formulation

~

.... . .

V
I

S

I

o
n

. .
VISion++

..... t +. .

Internal Environment

DiagnosIs and analySIS

Internal environment

External
forces

.t ..····· .

+..

J'.

..

A

.•

Strategic Planning

~
~

Strategic Planning 2 5 7
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Strategic Planning Process Six Steps

1. Diagnosis/analysis

2. Establishment of a vision

3. Identification of gaps

4. Definition of strategic change

5. Determination of changes and mechanisms

6. Implementation

Strategic Planning 2 5 8
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Step 1: DiagnosislAnalysis

• Formation of an ad hoc committee

• Diagnosis of government policies, future
technological tendencies, and opportunities

• Analysis of organization1s current situation

Strategic Planmng 2 5 9
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Step 2: Establishment of a Vision

Purpose: to achieve an ideal future and create a strong
sense of organization-wide vision

Includes:
• Identification of clients and their needs
• Development of future mandate/objectives
• Identification of future values
• Formulation of revised mission
• Identification/justification of future research
• Allocation of priorities
• Formulation of strategies for priorities
• Formulation of products/services

Strategic Planning 2 5 10
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Step 3: Identification of Gaps

Purpose: to analyze gaps that resulted from comparison
between current situation and future vision

• Must yield clear panorama of discrepancies in
mandate, objectives, values, strategies, priorities

• Sets foundation for organizational changes

Strategic Planning 2 5 11
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Step 4: Definition of Strategic Change

• Formulation of the strategy of change

• Formulation of the desired structure and organization

• Definition of the objectives, strategies, operation
of main functional areas

Strategic Planning 2 5 12



e e e -

A--
~

Step 5: Determination of Changes and Mechanisms

• Clear description of mechanisms to perform periodic
monitoring and evaluation of strategic plan

• Definition of the design, location, implementation,
and operation of the planning unit

Strategic Planning 2 5 13
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Effectiveness of a Strategic Planning Process

Depends on:

• support from top management

• participation from clients, stakeholders

• clear communication strategy and mechanisms

• adequate time to develop the process

Strategic Planning 2 5 14
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Objectives of Session 7

• Explain external organizational, and gap analysis
of an institution

• Demonstrate an internal analysis of an institution

• Identify and categorize the gaps

Strategic Planning 2 7 1
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Prospective Analysis

o Involves monitoring, interpreting, and evaluating
the relevant external environment

o Identifies the IIprobable future ll in order to build a
IIdesired future ll

o Identifies trends to guide policy formulation
and design effective strategies

StrategIc Planning 2 7 3
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Purposes of External Analysis

o Study relationships between the institution and its
environment in terms of opportunities and threats

o Provide capacity to respond to critical questions from
the external environment

o Explore future conditions of the institution1s external
environment

o Identify and prioritize emerging problems and
design strategies to handle each one

o Build a vision of the future

Strategic Planning 2 7 4
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Methodologies for External Analysis

There is no universal methodology, but a combination
of concepts and methods suiting specific conditions

of the NARis

Qualitative Brainstorming, pooling of experts· judgment,
Delphi techniques, and scenario building

Quantitative Structural analysis, cross-impact matrix,
dynamic models, risk forecasting, and
trend extrapolation

Strategic Planning 2 7 5
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Relevant External Environment

A multidimensional (sociocultural, economic, political,

legal, and technological) combination of general

or operational elements

(forces, aspects,events, facts, and actors),

directly affecting present or future activities

of the institution

Strategic Planning 2 7 6
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Critical External Factor

Any element (force, event, fact, or actor) that can

directly affect the institution1s general performance

or the performance of some of its activities

Should be considered in the external analysis

Strategic Planning 2 7 7
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Threat
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Any element or circumstance that can become a

disadvantage, risk, or danger for the performance

of any of the institution1s most important

activities

Threats must be recognized, to avoid them

or to reduce their impact

Strategic Planning 2 7 8
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Interdisciplinary Coordinating Committee

• Should be appointed before formulating strategic
plan

• Requires political will to support:
- financially-enough funds to carry out process
- politically-constant participation from top management
- logistically-adequate materials, equipment, personnel
- technically-ability to consult external experts

Strategic Planning 2 7 9
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Methodology for Prospective

External Analysis

e

~;J::--

Steps - Strategic diagnosis Steps - Strategic prognosis

1 Identify the relevant external environment 4 Identify and evaluate the trend for each cntlcal
factor chosen

2 Identify the cntlcal external factors In 5 Identify and evaluate opportumtles and
hlerachlcal order threats

3 Identify key sources of Information for
each critical factor

Strategic Planning 2 7 10
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Summary: Steps in External Analysis

i:~

Process
1. Define the external

f-~ I environment
I
I
I
I

2. Identify critical external
factors

3. Select key sources of
information

4. Identify and evaluate
trends of critical factors

Strategic Planning 2 7 11

Product

5. Identify and evaluate
opportunities and
threats
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Methodology for Organizational Analysis

1. Identify aspects to be analyzed

2. Define information needed

3. Decide who will gather the information

4. Determine how to gather and process the information

5. Plan how to present results and conclusions

Strategic Planning 2 7 13
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Steps in Organizational Analysis

~

Process

~- .. I 1. Identify key inputs
I

2. Identify key processes

3. Identify key products

4. Gather, process, present
relevant information

Strategic Planning 2 7 14

Product

5. Evaluate strengths
and weaknesses
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Organizational Inputs

All financial, physical, and human resources
used in the institution1s operations, whether in
management, research, or technology transfer

Strategic Planning 2 7 15
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Analyzing Organizational Inputs

1. What inputs are to be evaluated?

2. Who can/should provide the information?

3. Which are the indispensable inputs?

4. Which are the complementary inputs?

5. What do the complementary inputs contribute?

6. What is the availability of each input?

7. What is the quality of each input?

Strategic PlannIng 2 7 16
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Definition of Gap Analysis

An approach to define actions needed to enhance

institutional sustainability in the

medium and long term

y Strategic Planning 2 7 18
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Gap Analysis Should Answer:

What changes should be made in the inputs and

internal processes to be able to offer the products

or services that the clients will need

in the next five to ten years?

k.-... Strategic Planning 2 7 19
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Differences between:

Gaps

e e

.t'

~

• present and desired products

• existing inputs and the ones needed

• current processes and ones still to be introduced

Strategic Planning 2 7 20
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Gap Identification and Analysis

Major steps:

1. Form a committee that is responsible for carrying
out gap identification and analysis

2. Discuss in detail the relations among opportunities,
threats, strengths, and weaknesses

3. Produce a list of gaps ordered in terms of relevance

4. Make results known internally

StrategIc Planning 2 7 21
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Format for Identifying, Analyzing, and Priority Setting for Gaps

DescrIption (A) Trammg program to bnng sCIentIsts and researchers up to date and makethem more aware ofnew research techmques and dlsclplmes

2 Classification (B)
Input
Process
Product

3 Characterization (C)
Weakness for facing a threat
Strength for facing a threat
Strength for taking advantage of an opportUnity
Weakness for taking advantage of an opportUnity

4 Type of risk faced (D)
Present Institutional sustalnablhty
Adaptlon to future environmental conditions _
Changes In the Instltullonal environment (Innovation) _

5 Demand of institutional resources (E)

Fmanclal
Human
Infrastructure
Others _

6 POSSlblhty of external negotiation (F)

High
Medium
Low

low medium high

~,

Notes
A In the description be brief and use precise terms that permit Identification of the activity to be carned outB Relate a gap to ItS highest classification For example In introdUCing a product that reqUIres new processes and inputsmark It as a product
C Mark the approPriate main objective to be achieved
D Mark the type of fisk one hopes to reduce by eliminating thiS gap
E Eslimate the resources needed for Implementing the action In relation to the available resources and the needs causedby other gaps
F This refers to external negotlaliOns the institution would have to carry out to Implement the proposed actIVIties

Strategic Planning 2 7 22
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Process of Generating Information to Formulate a

Strategic Plan

e

OpportUnities Strengths and
and threats weaknesses

Identify gaps

• Inputs

• processes

• products

I
Analyze gaps

• cntena of relevance

TOWARD A STRATEGIC PLAN
~ Strategic Planning 2 7 23
~..:).
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Sample Result

Exercise 7. Identification of Trends, Opportunities, and Threats

Critical factors Trends Opportunities Threats

1 State funding Dropping In percentage Donors' offers for new
areas of research

2 Private sector Assumes role of Lower funding,
financier and competing for human
executor resources

3 Research model No new contributions Opening new areas
to traditional plant of research
breeding

4 SCientists and researchers Outdated techmques Lack of appropriate
and knowledge human resources

.-t:.... Strategic Planmng 2 7 24
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Sample Result

Exercise 7. Identification of Institutional Strengths in Relation
to the External Environment

Strengths that allow Institution to Strengths that
take advantage of opportunities protect Institution from threats

A Inputs All Investments are complementary,
1 Infrastructure the private sector would have to begin

from almost nothmg

B Processes Biotechnology can create new mputs for
1 Research model traditional plant breedmg, e g new gene

combinations

C Products
1 Sustalnablhty Private people, for specific groups, This technology IS a IIpublic goodll that

such as small farmers the private sector will not want to fund
2 Technologies

....c- Strategic Planning 2 7 25
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Sample Result
Exercise 7. Identification of Institutional Weaknesses in Relation

to the External Environment

Weaknesses that prevent mstltutlon Weaknesses that do not
from takmg advantage of opportumtles protect Institution from threats

A Inputs
1 Human resources

B Processes Biotechnology can create new mputs for At the regional level, competitors
1 Centralization traditional plant breedmg, e g new gene emerge who have more clearly defmed

combmatlons the clemtele and their needs

C Products They do not mcorporate achievement They are not developed m a participatory
1 Varieties m other disciplines, such as way with the procedures

2 Technologies
biotechnology

Strategic Planning 2 7 26
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Sample Result

Exercise 7. Identifying, Analyzing, and Priority Setting for Gaps

1 Descnptlon (A) Training program to bring sCientists and researchers up to date and make
them more aware of new research techmques and disciplines

2 Classification (B)
Input
Process
Product

~

3 Charactenzatlon (C)
Weakness for facing a threat
Strength for facing a threat
Strength for taking advantage of an opportunity
Weakness for taking advantage of an opportunity ~

4 Type of risk faced (D)
Present Institutional sustainabillty X
Adaptlon to future enVIronmental conditions -===
Changes In the institutional environment (Innovation) _

5 Demand of institutional resources (E)

Financial
Human
Infrastructure
Others, _

6 POSSibilities of external negotiation (F)
High -.X-
Medium
Low

low medium high
~

-2L

~
~

Strategic Planning 2 7 27

Notes
A In the description be brief and use precise terms that permit Idenliflcalion of the activity to be carned out
B Relate a gap to ItS highest classlflcalion For example In introdUCing a product that reqUIres new processes and Inputs

mark It as a product
C Mark the appropriate main objective to be achieved
D Mark the type of risk one hopes 10 reduce by eliminating thiS gap
E Estimate the resources needed for Implementing the action In relation to the available resources and the needs caused

by other gaps
F ThiS refers to external negolialiOns Ihe institution would have to carry out to Implement the proposed actlVllies
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Objectives of Day Three

1. Explain institutional performance assessment

2. Discuss concepts of vision and mission

3. Formulate a vision and mission statement for a national
agricultural research institution

Strategic Planning 3 8 1
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08:30 - 09:00

09:00 - 10:30

Schedule of Day Three

Opening of the Dayls Activities

Session 8. Institutional Performance Assessment

10:45 - 12:00

12:00 - 13:00

14:00 - 15:15

------- Tea/Coffee Break

Session 8. (Continued)

Session 9. NARis Role in the Future: Vision and
Mission Formulation

Lunch

Session 9. (Continued)

-------- Tea/Coffee Break

~:::;

15:30 - 17:00

17:00 - 17:30

Strategic Planning 3 8 2

Session 9. (Continued)

Feedback on the Dayls Activities and PAPA
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Institutional Performance Assessment

• An essential element to determine the degree
of achievement of the objectives set in the strategic
and operational planning stages

• Deals with the quality of management conditions
established and management processes that occur

f=. StrategIc Planning 3 8 4

't-.



e e e e

Performance Category

II Set of related skills, procedures, and
capabilities which define a particular area
of institutional function or performance

II Describes a generalization or pattern of
performance which can be observed or
verified though research

~ Strategic Planmng 3 B5
(-
"'er
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Performance Categories for Institutional Assessment

1. Organizational autonomy

2. Leadership

3. Management and administration

4. Commercial orientation

5. Consumer orientation

6. Technical capability

7. Developing and maintaining staff

8. Organizational culture

9. Interactions with key external institutions

Strategic Planning 3 8 6
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Organizational Autonomy

o Degree of independence from governmental and
regulatory agencies

D Power to make decisions on important matters

o Adequate level of autonomy-prerequisite for
success of institutions

.-.£:...
~ Strategic Planning 3 8 7
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Leadership

e

Effective leadership is necessary and
important at all levels of an organization

• Provides vision and mission
• Provides sense of direction
• Establishes good communication and influence
• Engages in team building
• Inspires and motivates
• Demonstrates firm and fair treatment
• Shows commitment and dedication
• Demonstrates competence and is hardworking
• Is positive, energetic and dynamic
• Sets positive example (positive role model)
• Encourages problem-solving environment

.J:- Strategic Planmng 3 8 8
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Effective Management

Management organizes people and resources
to acomp/ish work of the institution

Good Managers
• have a clear sense of goals and priorities
• are aware of operational details
• systematically plan, implement, monitor
• coordinate and control activities
• decentralize and delegate
• develop teamwork, cooperation, and good

communication
• set and use performance indicators and standards

to evaluate performance

.k- Strategic Planning 3 8 9
-~;;;;;;
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Key Administration

Administration provides clear policies and procedures
to regulate and guide actions of management

Organizations need effective subsystems for:

• personnel
• budget
• accounting
• financial management
• procurement of supplies and services
• management information systems
• maintenance management
• stores and inventory control

Strategic Planmng 3810
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Commercial Orientation

Concern for:

o cost effectiveness
o value for money
o operating efficiency
o quality control
o clear and auditable financial records
o budget control
o tariff structure

Strategic Planning 3 8 11
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Consumer Orientation

• Primary function-serving consumers

• Client/consumer awareness-important factor in all
decisions and actions

• Create means for effective interaction with
consumers

• Quick response to complaints and suggestions from
consumers

• Build and project a positive image of the institution

...L- StrategIc Planning 3 8 12
>;..
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Organizational Culture

o Set of values and norms which inform and guide
everyday actions

o Pattern of shared beliefs and assumptions which
translate into observable behavior

o How organizations deal with change or crisis

o Acceptance of innovation and support of positive
developments OR resistance to change at the cost
of overall organizational health

o Sense of pride in belonging to the organization

o Facilities look clean, well maintained and attractive

Strategic Planning 3 8 13
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Interactions with Key External Institutions

Politically - ministry, legislative bodies
Legally - regulatory agencies
Financially - lending sources, budget, etc.

)
Ability to influence and adapt to the
external entities to achieve its goals

Capacity to influence positively and
strategically institutions which affect it

'\

>.-- Strategic Planning 3 8 14
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1.

Example of Performance Category Indicators (I)

Performance indicators, measures, and standards

Indicator:

Is oriented toward producing results which move
work toward meeting goals

Measure:

1--------- -2-- - - - - - - - -3 -- - - - - - - - -4- - - - - - - - - - -5 - --
----------------------------------------------------
Very
low

Standard:

Low Medium High Very
high

'i.
I?'"

To be set internally, or externally, and is relative

Strategic Planmng 3 8 15



e e e e

2.

Example of Performance Category Indicators (II)

Performance indicators, measures, and standards

Indicator:

Shows sense of dynamism and energy in everyday contact
with others

Measure:

Standard:

.t:- Strategic Planmng 3 8 16
-k
,-

As in the previous overhead
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Objectives of Session 9

e Discuss the concepts of vision and mission

e Formulate a vision and mission statement
for a national agricultural research institution

Strategic Planning 3 9 1
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Vision

e e

t.~

v<>

o an idea that portrays future attributes
desired for the organization

o attempts to establish the ideal future of a
NARI

Strategic Planning 3 9 3
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Why Should Organizations Develop a Vision?

Visions:

- inspire and motivate
- provide direction and foster success
- are essential to the future of the organization

Strategic Planmng 3 9 6
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Formulating the Vision

What will

o the purposes of the NARI be?

o the organization be like in 10-15 years time?

o the major products and services be?

o the shared values of the NARI be?

Strategic Planning 3 9 7
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A Planning Comparison
I

I STRATEGIC PLANS I I VISIONS I

Appeal to mind .. • Appeal to heart and spirit

Rational .. • Intuitive

Linear view .. • Holistic view

Reaction to trends, peers ~. Desire to be unique, creative

Focus on directions .. • Focus on end-state

Show how to get there .. • Unclear how to get there

Walk forward to the future .. • Work backward from the future

Cool, bureaucratic language" • Hot, poetic language

Secret .. • Public

Push people .. • Draw people

~
'V,

Strategic Planning 3 9 8
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Mission and Mission Statement

Mission
is the purpose of an institution (in widest sense)

Mission statement
• short, clear, and concise

• states the major purpose

• gives the most comprehensive reason justifying
the institution1s existence

Strategic Planning 3 9 9
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Name Isn1t Everything

Center
for Radioactive Isotopes
and the Biosphere

~

The name of an organization is not enough to express

its wishes and communicate them to others

Needed: a mission statement

Strategic Planning 3 9 10



e e e eComponents of a Mission Statement

Basic purpose
/"-"2 Products and

services

Clients

Values, philosophyand technology--r
Self image

.-

Sources of
inspiration

~ StrategIc Plannmg 3 9 11
~
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Questions to Answer in the Mission Statement

o What is the business of the NARI?

o What are the main products/services?

o Who are the relevant clients?

o What are the organization's research approaches?

o What are the values, beliefs, and aspirations?

o What is the organization's attitude to its sustainability?

o What are the key strengths and advantages?

o What image would the organization like to have?

o What motivates and inspires the organization?

k StrategIc Planning 3 9 12,/",
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Analysis

Formulation
and discussion

of policies
revIsion of the
hierarchy of
objectives

and revIsion
of objectives

and revIsion
of the mission

Threats Opportunities Strengths Weaknesses Gaps

I

j~~J ~I ~ I (

h
o
o
arid policIes

Validation
of mission,
objectives,
and policies

External assessment of
relevance of mission,

obJectives, and policies

RevIsion of
the mission,
obJectives,

and policies

Formulation
of strategies Identification

of Inputs,
processes, and

available
sUbjects

Determination
of the value

of alternative
strategies

Selection of
strategies

Plans

Programs

Projects

~ Strategic Planning 3 9 13
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Hierarchical Classification of EMBRAPA's Objectives

Mission of EMBRAPA
I

I I
To Increase the production To contnbute to solving

and efficiency of the social and environmental
problems that affect theagrolndustnal complex
agrolndustnal complex

I I
I

To advance the quality and charactenstlcs of the products of the agrolndustnal
complex, to meet the demands of the Intermediary and final consumers

I
I I I I

To generate technology To adapt technologies To promote and facIlitate To generate
for agrolndustrlal products developed In other transfer and marketing of technologies for

sCientific and technological
and processes countries information basIc food producers

I I I I

I
To promote the

advancement of research
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Objectives of Day Four

1. Formulate objectives for a NARI based on the vision
and mission statements

2. Formulate policies for a NARI

3. Formulate strategies for a NARI

...t:,... Strategic Planning 4 10 1
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08:30 - 09:00

09:00 - 10:30

Schedule of Day Four

Opening of the Day·s Activities

Session 10. Formulating Objectives

-------- Tea/Coffee Break

10:45 - 13:00

14:00 - 15:15

Session 11. Formulating Policies

Lunch

Session 12. Formulating Strategies

--------- Tea/Coffee Break

15:30 -17:00

17:00 - 17:30

~ Strategic Planning 4 10 2
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Session 12. (Continued)

Feedback on the Day·s Activities and PAPA
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Objective of Session 10

• Formulate objectives for a NARI based on the
vision and mission statements

.J.-. Strategic Planning 4 10 3
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~\
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Objective and Target

• Objective in the broadest sense:
the future state, situation, or results
that somebody wants to achieve

• Target
illustrates an objective that
is achievable through the
mobilization of inputs and
processes

~ Strategic Planmng 4 10 4
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Institutional Objectives

• based on the institution1s mission statement
and external, organizational, and gap analyses

• strategic in nature

• long-term

• rather inflexible

• qualitative

• serve as reference for formulating policies and
strategies and for functional objectives

...c.. Strategic Planning 4 10 6
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Functional Objectives

• based on institutional objectives

• refer to tactical level

• medium-term

• more flexible

• quantitative-probabilistic

• serve as reference for formulating functional
norms and tactics and for operational objectives

• middle management responsible
StrategIc Planning 4 10 7
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Operational Objectives

• derived from functional objectives

• refer to operational level

• short-term

• highly flexible

• quantitative-deterministic

• serve as reference for formulating operational directives
and activities in administrative and technical units

• line managers are responsible

Strategic Planning 4 10 8
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Guidelines for Formulating Objectives

1. Coherence between mission and objectives

2. Within the categories, list objectives hierarchically

3. Use an objective flowchart to rank in the following order:
institutional, functional, and operational objectives

4. Those responsible for the strategic planning process
should support/organize the steps of the process

L Strategic Planning 4 10 9
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Different Objectives

Management Objectives Plan Term

top institutional strategic long

middle functional tactical medium

operational operational operational short

StrategIc Planning 4 10 10



-a:
~

«
~

z
c:::

as
0

'-0
.-

'I
-

(/)
tn

(/)
CD

CD
.-(.)

en
.--0

I
I
-

C
-

O
CD

CD
....as

>
-~

.-.....
E

(.)
e

'-
CD

0
......

u.
.c0

~~~vO
l

c:c:c:ltl
ii:u6>Q

)

l1iCi5



e e

Policy

o Definition

e e

~

G
Strategic Planning 4 11 2

o Concepts: typology

o Formulating policies
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Policy: Definition

e

A policy is a formal guide to decisions and

behavior intended to stimulate, support, or guide

action in a desired direction toward

the attainment of an objective

:::..... Strategic Planning 4 11 3
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Let1s all shoot at the
same target

e e

L~

-t ~>

Policies are input toward achieving an objective

StrategIc Planning 4 11 4
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Policy: Typology

By their:

• scope: general or specific

• way of being made known: explicit limplicit

• origin: established, solicited, or imposed

• objective: innovative, for maintenance, or for survival

• level of decision making: strategic, functional, or operational

• nature: institutional or technological

Strategic Planning 4 11 5
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s:.. Strategic Planning 4 11 6

J
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Policy Characteristics

o Flexible

o Targeted

o Ethical
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Beneficiaries, donors,
and collaborators

e

Which target to aim at?

a
What is your opinion?

e

~
-:-~

Validation of objectives requires
external consultation

Strategic Planning 4 11 8
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Wisdom

e e

$:.
~

Remember when you formulate policies and strategies:

D Too many limits, boundaries, and restrictions can be
counterproductive

D Too much openness can promote chaos

Strategic Planning 4 11 9
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Strategy: Definition

• Logical set of decisions to take an appropriate
course of action to achieve an objective

• Logical combination of actors, factors, and actions,
selected from among other alternative combinations
to achieve a certain objective in a specific context

.J.... Strategic Planning 4 12 3
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Policy versus Strategy (II)

~
_J:-

Policy

• General

• Expresses desire

• Focuses on many
objectives

• Sets of decisions

• Emphasizes internal
environment

Strategic Planning 4 12 4

... .

... .
Ill( •

Ill( •

... .

Strategy

• Specific

• Expressestasks

• Focuses on few
objectives

• Sequences of steps

• Emphasizes external
environment
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The Need for Strategies

Strategies are needed because there are:

• opportunities to be taken advantage of

• threats to be avoided

• strengths to be used

• weaknesses to be reduced

• gaps to be overcome

.t- Strategic Planning 4 12 5
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Strategies: Methodology

o There is no unique methodology, but it is
agreed that much information, intelligence,
creativity, and experience is required

o The clarity and precision of the objective
is key to setting a strategy and to its success
or failure

.t:.. StrategIc Planning 4 12 6
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Questions to Formulate a Strategy

• What is the objective?

• What is the context?

• Who are the relevant actors?

• What are the strategic factors?

• What are the most important
actions?

• What are the logical steps?

..t.- Strategic Planning 4127

-~

Achievement
of the

objective
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11 Questions for Selecting Strategies

1. What are the most critical external factors for defining
the objective?

2. What price are you willing to pay to achieve the objective?

3. What are the critical limits of those interested in achieving
the objective?

4. What small, initial concessions would you offer to gain
support?

5. Which concessions would you make in the most critical
moment to achieve your objective?

6. What time limits are there?
.!.- Strategic Planning 4 12 8
""~
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11 Questions for Selecting Strategies (continued)

7. What are the external critical factors for achieving the
objective?

8. What critical questions can the opposition present, and
what would be the logic for answering them?

9. Who are the key actors involved?

10. What is the best way to start?

11. What actions could other actors initiate, and how could
you react?

Strategic Planning 4129
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Strategy Formulation in Terms of CIPP Framework

Context
Threats

Opportunities

( )

< )
Weaknesses

Strengths

.-C-
--b

Inputs

Products

Processes

Strategic Planning 4 12 10

Combinations of actors, factors, and conditions

I Objectives I

~~ic id\e~
I Alternative courses of action I
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Strategic Planning Process

Plan
to

plan

F=

'--

Environmental
analysIs

1-+
Relationships

Critical factor

Scenarios

Orgamzatlonal
analysIs

t t t

'Y 'Y 'Y

Formulate

I I

r
Validate

Gap
~ I

MIssion miSSion, 1-+1 Formulate
~analysIs objectives strategies

Objectives and poliCies

~ I ~
PoliCies

t
I...

t
I...

t
I

'Y

t
I

'Y

t
I

'Y

t
I...

~ Strategic Plannmg 4 12 11
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Implementation of strategic plan
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Objectives of Day Five

1. Discuss the role of leaders/managers in the management
process

2. Explain the factors of success and failure in the process of
institutionalization of planning

3. Develop strategies to lead a process of institutionalization
of planning with the strategic approach

4. Develop individual plans of action for future activities in
strategic planning

5. Evaluate the workshop

Ie- Strategic Planning 5 13 1
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08:30 - 09:00

09:00 - 10:30

Schedule of Day Five

Opening of the Day·s Activities

Session 13. The Management Process: Role of
Leaders/Managers

-------- Tea/Coffee Break

10:45 - 11 :45

11 :45 -13:00

Session 13. (Continued)

Session 14. Institutionalization of Strategic Planning

Lunch

14:00 - 14:45

14:45 -15:15

Session 14. (Continued)

Session 15. Participant Action Plan Approach (PAPA)
and Workshop Evaluation

------- Tea/Coffee Break

15:30 - 16:30

16:30 - 16:45

h Strategic Planning 5 13 2
",!i:)
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Session 15. (Continued)

Closure of the Workshop
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Leadership Qualities

Often described in terms of personal attributes,
such as:

o intelligence

o energy

o initiative

o enthusiasm

o creativity

e

~ Strategic Planmng 5 13 5
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Leadership Is:

• More than a personal attribute, a quality of
personality, or a character

e

~

~

• A role determined by expectations of a group of
people or an organization

Strategic Planning 5 13 6
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Expectations of a Leader

o Enable the group or organization to fulfill its
• •mission

o Hold it together as a working unit

A leader is a person who has the appropriate qualities,
knowledge, and skills to lead a group

to achieve its objective

Strategic Planning 5 13 7
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Original Meaning of Lead

Originates from "LAED" which means:

path, road, course of a ship at sea, journey

~
~ Strategic Planning 5 13 8
~
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Five Distinctive Characteristics of Leadership

Sense of direction

I
Teamwork

Inspiration

Example

Acceptance by others

Strategic Planning 5 139
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Functions of a Leader

1. Challenge the process

2. Inspire and share vision

3. Enable others to act

4. Model the way

5. Encourage the heart

e
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Management? Managers? What Do They Mean?

o These words origin from the Latin
word IIMANUSII meaning hand

o The father of these words is the Italian
verb for IIhandling ll or IImanagingll a
war horse

Strategic Planning 5 13 11
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History of "Managers" (I)

In the 18th and 19th centuries the term

"managers" was used for employees who

ran the business of factories or companies
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History of "Managers" (II)

Managers were largely drawn from

the pool of engineers or accountants of the

company and, being more technically oriented,

were more concerned about machines and figures

Strategic Planning 5 13 13
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Historical Assumption of Managers

Running a business is a problem of managing
hands:

- no concern about people

- people seen as cogs in a machine

- the organization as a whole seen as a
machine that managers were running

e

v~
v---.....

Strategic Planning 5 13 14
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Concept of "Managing"

o Focuses much more on objectives that have to
be achieved than on the processes that have to
be maintained

o Puts much greater emphasis on the results

Strategic Planning 5 13 15
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Management Believes in and Stresses:

Application of systems

Scientific method

Planning

Monitoring

Controlling

Good administration
Strategic Planning 5 13 16
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Management Functions

D Communication
D Conceptualization
D Collaborative work environment
D Monitoring and performance feedback
D Problem solving/Conflict resolution
D Team effectiveness
D Decision making
D Representation of unit
D Technicalleadership
D Staff development

Strategic Planning 5 13 17
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Managers versus Leaders (I)

v .....
~

Managers Believe and Stress
I

Application of systems

I
Scientific method

I
Planning

I
Monitoring

I
Controlling

I
Good administration

Strategic Planning 5 13 18

/ Leaders Promote
I

Sense of direction

Teamwork

Inspiration

Motivation

Example

Acceptance by others
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Managers versus Leaders (II)
Managers / Leaders

administer

focus on systems and

structures

rely on control

have a short-range view ..

ask how & when

do things right

innovate

focus on people

inspire trust

have a long-range

perspective

ask what &why

do the right things
v....... Strategic Planning 51319-o
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Leader Manager Models

M } L&M are distinct and separate

L
@ ) (( L) ) M is part of L or vice versa

L&M have a lot in common

Strategic Planning 5 13 20
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Objectives of Session 14

• Explain the factors of success and failure in
the process of institutionalization of planning

• Develop strategies to lead a process of
institutionalization of planning with the strategic
approach

Strategic Planning 5 14 1
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Institutionalization of Strategic Planning

1. Definition of institutionalization

2. Framework for institutionalization

3. Key factors to take into account

4. Resistance to change

5. Wisdom

6. Points for discussion

Strategic Planmng 5 14 2
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Definition of Institutionalization

A process by which the structure and organization
of strategic planning is accepted

• with predictable patterns and guidelines of
action and interaction

• to achieve a determined goal

Strategic Planning 5143
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Institutionalization of Strategic Planning

I Institutionalization ~

t
I DIagnosIs I +--+

Design and
planning

t

\I,-($,

• Formalization
• Structure and

organization
• Management

tools
• Mechanlsms/

relationships
• Resources
• Operation
• Feedback

StrategIc Planmng 5 14 4

I Implementation ~

Definition of the size and
hierarchy of the strategic planning

within the NARI
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Key Factors to Be Considered

• Formalization

• Structure and organization

• Management tools

• Mechanisms/relationships

• Resources

• Operation

• Feedback
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Key Factors (I)

Formalization

• strategy
• leadership
• organizational culture

Structure and Organization

• should not be rigidly framed
• clear definition of responsibilities
• clear flow of information
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~ Strategic Planning 5 14 7
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Key Factors (II)

Management tools

• training

Mechanisms/relationships

• planning
• programming
• budgeting
• information systems
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Key Factors (III)

Resources

• human
• financial
• physical

Operation

• protocols
• procedures
• guidelines

Feedback
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Actual situation

Change Process
Future situation

Change through Intervention

How and where we
are

Perceived reality

Source IJPA 16 93

How and where
we want to be

Expected reality

Resistance to change

-----
Management of the
resistance to change

v-,
~e}

Strategic Planning 5 14 9
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Wisdom
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~-

• To over-institutionalize is as futile as weak
institutionalization or none at all

• There is no universal principle on how to institutionalize
a strategic process

• The success or failure of any institutionalization
effort depends on human conduct and the desire for
change

Strategic Planning 5 14 10
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Objectives of Session 15

• Develop individual action plans for future
activities in strategic planning

• Evaluate the five-day workshop

e

v
~

Strategic Planning 5 15 1
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Steps in PAPA

Follow-up
activities

In-course
activities

Analysis and
conclusions

Planning
for PAPA

Reporting

~

Strategic Planning 5 15 2
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Step 2: In-Course Activities

Stage 2
Objectives:

• develop action plan

Procedure:

• prepare preliminary list of action items

• confer with partner

• finalize and prioritize list of action items

• report individual action plans

• make copy and submit to trainer

Strategic Planning 5 15 3


