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1 1 IntroductIOn

SECTION 1 OVERVIEW
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Pursuant to a decIsIon of the Southern Afnca Development Commumty (SADC) taken m
August 1996, the Southern Afncan Centre for CooperatIOn m Agncultural Research and Trammg
(SACCAR) IS m the process ofbemg reorganIzed as a sector coordmatmg umt (SCU) under the aegIs
of the government of Botswana The government developed a proposed orgamzatIOnal plan for a
transformed SACCAR, WhICh was submItted to the SADC CouncIl of Mimsters meetmg m
Wmdhoek, NamIbIa m February 1997 The proposal was approved, but ImplementatIOn was placed
on hold pendmg the completIOn of a SADC-wide ratIOnalIzatIOn study, whIch was to be finalIzed
by August 1997 The finalIzatIOn of the study was delayed, and m September 1997, the CouncIl
dIrected the government of Botswana to proceed wIth Implementmg SACCAR's transformatIOn
ThIS responsIbIlIty fell to the Mimstry ofAgnculture's (MOA) Department ofAgncultural Research
(DAR), whose dIrector IS chaIr of SACCAR's board

The MOA requested technIcal aSSIstance from the US Agency for InternatIOnal
Development (USAID) to support the transformatIOn process USAID's Bureau for AfrIca, through
the Sustamable Fmancmg ImtIative (SFI), has been workmg WIth SACCAR, and other Afncan
research mstitutIOns, on Issues of research management and financmg SFI proVIded the serVIces
of Dr Denck W Bnnkerhoff, coordmator for the techmcal aSSIstance component of SFI, for thIS
aSSIgnment He spent the penod of ApnI5-23, 1998 III Botswana, and Apn123-25 III ZImbabwe
The terms of reference for thIS aSSIstance mclude the followmg

1 Complete an mstItutIOnal reVIew to IdentIfy an appropnate orgamzatIOnal
placement withm the government of Botswana for SACCAR, and elaborate
orgamzatIOnal optIOns

2 IdentIfy the admimstratIve and finanCIal authontIes that the SCU would need to
be provIded WIth, and reVIew these WIth the appropnate government offiCIals to
determme the feaSIbIlIty and actIOns necessary to establIsh these authonties

3 IdentIfy the key actIOns that need to be taken by the government of Botswana to
fully establIsh the new SCU

4 ReVIew and clanfy next steps for movmg forward to complete the key actIOns
IdentIfied

The methodology for the reVIew combmed document analysIs, mterviews With key
mformants, and diSCUSSIOn With the prmcipal actors mvolved With SACCAR ThiS report begms
WIth an overView of the background of SACCAR The next sectIOn summanzes the analytic
framework used and applIes it to SACCAR ThIS sectIOn is followed by an analysis of SADC SCUs
and the implIcatIOns for SACCAR The report then proceeds to elaborate mStItutIOnal optIons for
SACCAR, discussmg reqmred operatIOnal authontIes, placement of the umt withm the Botswana
government system, staffing and structure, and estImated operatmg budgets The next sectIOn



addresses mstitutIOnal lInkage Issues relatmg to SACCAR and other SCUs m the food, agnculture,
and natural resources (FANR) sector Concludmg sectIOns cover next steps m the tranSItIon to an
SCU and other Issues needmg attentIOn

12 Background

SACCAR was created m 1984 by SADC (SADCC at the tIme) wIth a combmatIOn of
mternatIOnal donor and member country funds as a SADC regIOnal entIty dedIcated to promotmg
the Improvement of agncultural research m the regIOn 1 SACCAR's ongmal mandate focused on
food crops research, but over the years It has been expanded to mclude export and agro-mdustnal
crops (1987), human resource development and trammg (1987), and the natural resources sectors
(1992) To carry out thIS broad mandate, SACCAR has pursued the followmg objectIves

• To promote and dlssemmate avaIlable FANR technologIes,

• To encourage and conduct studIes ofFANR problems common to SADC member
countrIes, or a subset of them, and to ImtIate collaboratIve research to address them,

• To foster the generatIOn of new technologIes needed by farmers and resource users
to mcrease productIOn, enhance productIVIty and promote sustamable use,

• To strengthen natIOnal agncultural research systems (NARs) and theIr capaCItIes,

• To promote effiCIent and contmuous dissemmatIOn, exchange, and utIlizatIOn of
SCIentIfic and technIcal mformatIOn,

• To faCIlItate the development of the human resources necessary to conduct ongomg
research and technology development and transfer In the FANR sectors

Over the years, SACCAR has-yperformed well It has contnbuted to the generatIOn of new
technologIes, unprovement In germplasm, and an mcreased SkIlls base Through ItS actIve role m
research networks, It has encouraged mformatIOn dissemmatIon, SCIentIfIC debate, and techmcal
exchange Its support of electroruc connectiVIty has greatly faCIlItated interactIon and mformatIOn
exchange among NARs m the regIOn, and between the regIon and mternatIOnal partners
SACCAR's efforts m Impact assessment have also been noteworthy, mcorporatmg systems
development, analySIS of research results, and a sIgmfIcant amount of trammg The center has
also been mtegral to a number of regIOnal strategIC plannmg and pnonty settmg exerCIses m the
regIOn

However, smce Its creatIOn, SACCAR has been heaVIly dependent upon mternatIOnal donor
resources for ItS operatIOns, prInCIpally from USAID, WIth contrIbutIons from Canada and
Norway SADC member country contrIbutIOns have also been Important, though there have
frequently been problems WIth arrears Concerns over SACCAR's long-term fmanclal
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sustamabilIty converged m the penod 1995-1996 A USAID evaluatIOn, conducted m March
1996, confirmed SACCAR's record of solId technIcal accomplIshment, and also addressed
financIal sustamabilIty questIOns (USAID/RCSA et ai, 1996) In June 1996, SFI worked WIth
SACCAR to develop a workplan to focus on sustamabilIty (Brmkerhoff, 1996), WhICh led to a
senes of techmcal assIstance actIvIties A key activIty was a financIal and management analysIs
of SACCAR operatIOns, WhICh placed m stark relIef the center's financIal pIcture and offered a
senes of reorgamzatIOn optIons (Gage, 1996) The analysIs provIded supplemental background
to the dIscussIOn and debate on the future of SACCAR and the ratIOnalIzatIOn of the FANR sector,
WhICh culmmated m the SADC CouncIl decIsIon taken m August 1996

Subsequent to that decIsIOn, throughout the two-year process of delIberatmg on Its future
SACCAR's stakeholders have stressed the Importance of the center and Its functIOns For example
as noted at the stakeholders meetmg held m Gaborone m March 1997, "there IS unammous
agreement that a coordmatmg body lIke SACCAR IS vItal for research coordmatIOn and capaCIty
bUIldmg m the SADC RegIOn" The government of Botswana has made a strong commItment to
assunng that SACCAR as an SCD remams capable of fulfillIng ItS role m the coordmatIOn of
agncultural and natural resources research and trammg for the regIOn

3
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SECTION 2 INSTITUTIONAL ANALYSIS

2 1 A Framework for InstitutIOnal AnalysIs

There are numerous approaches to undertakmg mstItutIOnal analysIs The approach taken
here denves from the dommant analytIc paradIgm m organIzatIOnal and management studIes, whIch
holds that there IS not one smgle best way to organIze, but that appropnate and effectIve
organIzatIOnal and managenal arrangements are contmgent upon key features of the orgamzatIOn
Itself and the settmg withm whIch It operates AchIevmg success depends upon the best possIble
fit, or match, among these varIOUS features (Brmkerhoff and GoldsmIth, 1990)

The general categones of the orgamzatIOn's mternal features mclude a) the orgamzatIOn's
functIOn, mandate, and strategy, b) ItS structure, operatmg procedures, and resource needs, c) the
nature and reqUIrements of ItS tasks and actIvItIes, and d) Its staff, mcludmg number, skIlls, and
aggregate compOSItIOn Any senous mIsalIgnment among these can result m performance and
sustamabilIty problems for the orgamzatIOn

The organIzatIOn's operatmg enVIronment can be classIfied m a vanety of ways Some
commonly applIed categones of features of the enVIronment mclude a) the degree ofuncertamty
and predIctabIlIty, b) the degree and rate of change or of stabIlIty, c) the degree of fleXIbIlIty and the
nature of constramts Imposed, d) the level of SUpportiveness for what the orgamzatIOn does and
produces, and e) the extent to WhICh resources are aVailable

In any gIven SItuatIOn, certam of these vanables WIll be fixed and others open to change
and/or mfluence For most organIzatIOns, the charactenstIcs of theIr operatmg enVIronments set the
baSIC parameters for functIOnmg, leadmg managers to seek ways to adapt theIr orgamzatIOn to Its
surroundmg condItIOns However, thIS does not mean that the process of seekmg a fit leads only to
one-way adaptatIOn The tools and technIques of strategIc management, for example, focus upon
ways that managers can seek to mfluence and shape theIr enVIronments

2 2 Applymg the Framework to SACCAR

In SACCAR's case, the place to begm IS WIth the orgamzatIOn's mandate and functIOns,
whIch have been elaborated and ratIfied by the SADC CouncIl of Mmisters SADC has determmed
that as an SCD, SACCAR's major functIOns wIll be

• Overall research coordmatIOn for the FANR cluster to aVOId duplIcatIOn and
maxImIze resource use

• LIaiSOn WIth mternatIOnal research organIzatIons and cooperatmg partners

• OperatIOn of an Impact evaluatIOn unIt to support SCUs

4



• Convemng of meetmgs and facIlItatIOn of mformatIOn exchange as It relates to Its
overall research and trammg coordmatIOn functIOn (SADC, 1996 86)

ThIS functIOnal mandate for SACCAR as an SCU retams the major functIOns of SACCAR
as a commlst>IOn, as laid out the Memorandum of Understandmg that created SACCAR In Its
proposed SCU form, SACCAR has a contmumg mandate to coordmate cross-sectoral research
lInkages and program networks wlthm the eIght FANR sectors,2 build a regIOnal and mternatIOnal
coalItIOn of support for research and Its contnbutlOn to economIC development III the regIOn,
faCIlItate the creatIon of partnershIps that extend beyond government, and manage and mobIlIze
resources for agncultural research and trammg both WIthm the regIon and from mtematlOnal donors

Thus a key questIon for thIS mstitutIOnal analySIS IS gIven thIs mandate and set of functIOns,
what orgamzatIOnal arrangements hold the best promIse for SACCAR's abIlIty to fulfill them
successfully and sustamably? WhIle the declSlon to re-establIsh SACCAR as an SCU has already
been made, It IS InstructIve to reVIew the expenence WIth other SCUs to IdentIfy a) the fit between
SACCAR's mandate and the SCU model, and b) any potentIal gaps that mIght reqUire attentIOn

5
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SECTION 3 EXPERIENCE WITH SCUs AND
THE IMPLICATIONS FOR SACCAR

31 Strengths and Weaknesses ofSCUs

SCUs have a long hIstory as mtegral structures withm SADC In 1985 the CouncIl of
Mmisters endorsed three overarchmg responsIbIlItIes for SCUs

1 Estabhshmg and mamtammg effectIve consultatIOn wIth member states and the
SecretarIat m areas related to theIr sector

2 EstablIshmg and mamtammg effectIve lIaison wIth mternatIOnal agencIes cooperatmg
m the development and ImplementatIOn of sectoral programs and projects

-
3 ProvIdmg leadershIp and techmcal servIces to advance SADC polIcIes and programs

m theIr sectors

IWEAKNESSES

6

Table 1 Strengths and Weaknesses of Sector Coordmatmg Umts

TradItIOnally, the fulfillment of these responsIbIlItIes has led SCUs to concentrate on the
followmg actIvItIes consultatIOn, preparatIOn and coordmatIOn of sectoral polIcIes and strategIes,
program deSIgn and plannmg, IdentificatIOn of resources and financmg, ImplementatIOn momtorIng,
Impact assessment and reportmg Over the years there have been perIOdIC efforts to assess and
analyze the effectIveness and utIlIty of the SCU structure (see, for example, Faure et ai, 1991) The
most recent IS the SADC ratIOnalIzatIOn study, mitIated m late 1996, whIch covers not sImply an
assessment ofSCUs, but of the entIre SADC system (Chipetaet al, 1997a, 1997b, 1997c) Volume
2 ofthIS study contams an analysIs ofSCUs, whIch IS summarIzed m a table ThIS summary ofSCU
strengths and weaknesses IS a convement way of highlIghtmg some of the Issues to consIder m
reorgamzmg SACCAR

Sense of ownership by members LImIts resource avaIlabIlIty

FItS mto an eXIstmg government structure LImIts mvolvmg other stakeholders

Enables a functIOnal approach InhIbItS cross-sectoral lInkages

Can eaSIly be expanded by addmg sectors Encourages polItIcal rather than economIC
development

Lowers members' dIrect monetary HIdes the true cost of SADC
contnbutIOns to SADC

ISTRENGTHS
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ISTRENGTHS

Easy staffrecruttment (WIthm cIvIl servIce)

AVOIds over-centralIzatIOn

Source Chipeta et al (l997b 64)

3 2 ImplicatIOns for SACCAR

IWEAKNESSES

LImIts professIOnal skIll base

Increases chances of poor coordmatIOn

These findmgs could be mtelpreted as Implymg that the SCU model IS III sutted for
SACCAR, gIven ItS mandate, despIte the fact that several of the strengths mcluded m the table
clearly apply m the SACCAR case AlternatIvely, however, they suggest cntICal areas to be
addressed m the desIgn of SACCAR as an SCU The followmg pomts relatIve to the ImplIcatIOns
for SACCAR ofeach of the weaknesses flagged by the SADC ratIOnalIzatIOn study should be noted

3 2 1 LImIted resource avaIlabIlIty For SACCAR as a commISSIOn, the Issue of resources and
sustamabilIty were a catalyzmg factor m the reorganIzatIOn A financial sustamabilIty analysIs,
undertaken by an SFI team m the summer of 1996, pamted a clear pIcture of the costs of SACCAR
operatIOns and offered several alternatIve optIOns, mcludmg the SCU path (see Gage, 1996) 3 The
Botswana government has commItted to supportmg the operatmg costs of SACCAR as an SCU, thus
m part the resource aVailabIlIty weakness does not apply However, the questIOn remains ofwhether
mternatIOnal donors, the major source ofprogrammatIc, as opposed to operatmg funds, wIll find the
new SACCAR an attractIve optIOn In thIS sense then, should donors not be as WIllmg as m the past
to provIde programmatIc resources, the resource aVailabIlIty weakness could apply

There IS, however, another resource aVailabIlIty Issue SCUs, sIttmg WIthm government
agencIes and staffby CIVIl servants, have m the past been tapped to work on the ongomg day-to-day
tasks of theIr host agencIes at the expense of theIr regIOnal mandates ThIS has meant that whIle "on
paper" the partIcular SCU may appear to have sufficIent resources to operate, m practIce It may not
be able to employ those resources full-tIme m purSutt of ItS deSIgnated functIOns

ImplIcatIOns SACCAR's resource needs wIll not be met solely by the Botswana
government Therefore the new SACCAR needs to be configured so as to be able to access fundmg
from mternatIOnal agencIes and, m the future, possIbly from the pnvate and non-governmental
sectors as well The Botswana government WIll also need to make sure that SACCAR staff are able
to focus on theIr mandated responsIbIlItIes and to aVOId bemg pulled away on other tasks wlthm the
agnculture mimstry or whIchever agency the SCU IS attached to

3 2 2 LImIted mvolvement of stakeholders outsIde of government As noted m a varIety of
sources, SCUs are pnmanly publIc sector and mtergovernmental entItIes, functIOnmg withm the
SADC system Hlstoncally, they have not proven adept at broad consultatIOn and mclusIOn of
stakeholders outsIde of the governmental sphere Whether thIs outcome IS a result of theIr structure,
01 of the way that theIr staffs have construed and acted upon theIr mandates, IS open to mterpretatIOn
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In all sectors, partIcularly FANR, Important stakeholders for achIevmg sectoral goals and
Implementmg sectoral polICIes are m the pnvate and nongovernmental sectors at natIOnal and local
levels SCDs throughout the SADC system need to develop more open and mclusive ways of domg
busmess

ImplIcatIOns SACCAR as a commISSIOn was urged to serve a broader clIentele than It has
m the past, namely, the publIc sector natIOnal agncultural research mstItutes (NARIs) and the
mternatIOnal agncultural research centers (lARCs) In the past, regIOnal cooperatIOn was seen as
pnncipally cooperatIOn between governments, wIth SACCAR coordmatmg the efforts of publIc
sector entIties Today, the non-state sectors play an Important role m research, technology
development, and transfer, whIch IS expected to Increase m the future The new SACCAR as an
SCD needs to mcorporate and respond to the mterests of both state and non-state actors to promote
regIOnal mtegratIOn It needs a structure and procedures that wIll encourage It to reach actIvely
beyond ItS new government ofBotswana home to tap mto and engage a broad base of stakeholders
The Board, or technIcal advIsory commIttee, WIll be cntICal to thIS process 4

323 Restncted cross-sectorallmkages Over time, SCUs have been observed to operate m ways
that tend to focus theIr actIVIties WIthm theIr defined sectoral boundarIes, wIthout sufficIent attentIOn
to the lmkages that eXIst to other, related sectors ThIS tendency has on occaSIOn led to lack of
harmony m polICIes and strategIes, programmatic overlap and duplIcatIOn, lack of mformatIOn
sharmg, and fmlure to explOIt cross-sectoral synergIes Unless there are explICIt mechanIsms to
assure cross-sectoral exchange and mtegratIOn, the benefits ofthe decentralIzed SCD system cannot
matenalIze

ImplIcatIOns The FANR research sector IS by ItS very nature a crosscuttmg one, whIch
reqmres actIve and contmuous lmkage WIth other sectors SACCAR WIll need to be organIzed so
as to faCIlItate and encourage these connectIOns through the use of a vanety of mechanIsms, for
example a) partICIpatory strategIc plannmg efforts around regIOnal pnontIes and targets, b) work
groups or task forces m program or network formulatIOn, and/or c) actIve mformatIOn dissemmatIOn
and communIcatIOn across networks.and programs ThIS ImplIes a capaCIty to exerCIse leadershIp
WIth other SCUs and WIth pnvate sector and non-governmental actors as well SACCAR's
mstitutional placement WIll mfluence thIS leadershIp abIlIty Agam, the SACCAR Board needs to
be engaged m forgmg lmkages and reachmg out to a broad array of stakeholders

3 2 4 PolItical rather than economIC development ThIS weakness of SCUs IdentIfied by the SADC
ratIOnalIzatIOn study may be a contentIOus one, but It serves to surface an Issue that many actors have
noted, at least mformally There IS a polItical dImenSIon both to the definItIOn of sectors themselves
and to the dIstnbutIOn of SCUs across member states ThIS dImenSIOn can produce a prolIferatIOn
of separate sectors, whIch on technIcal grounds may not necessanly be appropnate, and can
exacerbate bureaucratIc "turf' concerns

ImphcatIOns One Immediate ImphcatIOn for the new SACCAR IS the need to clanfy the
ratIOnale and scope for the proposed creatIOn ofa new crop productIOn SCU, whIch m ItS current lIst
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offunctiOns would appear to Incorporate some programmatic areas currently handled by SACCAR
ThIS creates questIons regardIng SACCAR's role In agncultural research related to crops, a
sIgmficant pIece of ItS program portfolIo, and regardIng SACCAR's relatIonshIp WIth the proposed
crop productiOn SCU Another ImplIcatiOn IS the need to define and agree upon the respectIve roles
ofSACCAR and all the other FANR SCUs regardIng research and coordInatiOn, not Just for the new
crop sector umt A longer term ImplIcatIOn IS that SACCAR wIll need the bureaucratIc authonty and
polItIcal clout to operate cross-sectorally and to manage the "turf' Issues successfully The
SACCAR Board needs to playa strong role here

3 2 5 HIdden cost of SADC ThIS weakness denves from the fact that SCU costs are mternalIzed
by the member country that hosts the partIcular SCU In one sense, It IS an accountmg problem,
because of the way that publIc sector budgetmg takes place In another sense It IS a strategIC
management problem, because Without finanCIal mformatiOn organIzed so as to present the fundIng
pIcture for each SCU along With the programmatIc benefits and regiOnal outcomes It has achIeved,
It IS dIfficult to demonstrate the utIlIty of the SCU to key constItuencIes, natiOnal, regiOnal, and/or
mternatIOnal

ImplIcatiOns Transparency of costs and benefits IS a cntlcal element of finanCIal
sustamabilIty The SFI work WIth SACCAR as a commISSiOn was an mltial effort to develop thIS
transparency, both as a management tool and as a constItuency-bUIldIng approach (see Gage, 1996)
SACCAR as an SCU WIll need to mstall budget and accountmg procedures that permIt the umt to
be transparent The value of agncultural research and research coordmatiOn needs to be
demonstrated as concretely as pOSSIble ThIS IS Important for the full range of SACCAR's
constItuenCIes

326 LImIted profeSSiOnal skIll base Byattachmg SCUs to government agenCIes and structurmg
SCU pOSItIOns as CIvIl serVIce slots WIth publIc sector salarIes and benefits, SCUs draw upon the
pool of talent located wlthm the CIVIl serVIce, and upon those outSIde the CIvIl serVIce potentIally
Interested In such pOSItiOns In several ofthe SADC countnes, thIS pool IS relatIvely small and lacks
cntlcal skIlls and attItudes SACCARas a commISSiOn was constItuted as a IegiOnal entIty WIth the
assOCIated salary structure and accompanymg benefits, whIch has made It a costly and unsustamable
mechamsm, hence contnbutmg to the need for reorgamzatiOn

ImplIcatiOns SCUs attached to agenCIes With CIvIl servIce salarIes may be more sustaInable
m terms of the budgetary outlay they reqUIre However, If they are unable to attract and mamtaIn
the type of staff that can make them effectIve, then the expendIture, even If sustamable, may not be
cost-effectIve SACCAR wIll need to be able to offer to prospectIve staff a suffiCIently attractIve
set of salary levels, workmg condItiOns, and benefits so as to have access to the best pOSSIble human
resources OutSIde technIcal aSSIstance can aSSIst WIth bUIldIng an appropnately skIlled human
resource base for the SCU, but the umt should not rely on external aSSIstance as a long-term strategy

3 2 7 Increased chances of poor coordInatiOn ThIS weakness reflects the eXlstmg track record of
SADC SCUs, and In essence flows from the previOUS SIX weaknesses IdentIfied by the SADC
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ratIOnalIzatIOn study (Chipeta et ai, 1997b, see also Faure et ai, 1991) It suggests that SCUs m
general need to become better at coordmatIOn, and that such an Improvement relates not SImply to
the mtemal management of the umts, but also to the larger SADC structures that the SCUs operate
withm As noted above regardmg cross-sectoral lInkages, effectIve decentralIzatIOn calls for a clear
and agreed-upon set of mechanIsms and procedures that connect the decentralIzed elements to each
other and to the center, 1 e , to the SADC SecretarIat

ImplIcatIOns SACCAR as a commISSIOn has had a regIOnally based mstitutIOnal platform
from WhICh to undertake ItS research and trammg coordmatIOn functIOns As an SCU, SACCAR
may face a more dIfficult SItuatIOn m dealmg With ItS crosscuttmg mandate SACCAR WIll need to
forge new approaches to exercIsmg coordmatIOn and to lInkmg With the SADC Secretariat, rather
than relymg upon what other SCUs have done m the past Once agam, the role of the SACCAR
Board WIll be Important
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SECTION 4 REORGANIZING SACCAR

4 1 OperatIOnal Authorities for a ReorganIZed SACCAR

EntItIes such as SCUs are not statutory bodIes, created by legIslatIOn, wIth a predefined set
of responsIbIlItIes and operatIOnal authontIes Rather they are orgamzatIOnal umts establIshed
pursuant to a SADC CouncIl declSlon by the statutory agency under whose aegIs they functIon Thus
theIr responsIbIlItIes and authontles are determmed by the actors who partIcIpate m theIr creatIOn
In the case of the other SCU located m Botswana, the Livestock ProductIOn and Ammal DIsease
Control Umt, It has operated for 19 years wIthout formal terms of reference 5 What thIS means for
SACCAR IS that, m pnnclple, there IS conSIderable fleXIbIlIty avaIlable to frame ItS orgamzatIOnal
arrangements so as to address the ImplIcatIOns of the hlstoncal weaknesses of SCUs dIscussed
above

The above analYSIS, mtervlews, and reVIew of documents suggest that SACCAR needs the
followmg authontles to operate effectIvely and to deal With the constramts that have affected SCUs
m the past

4 1 1 Authonty to exerCIse leadershIp m FANR research coordmatIOn GIven the cross-cuttmg
nature of SACCAR's mandate and functIOns, the SCU needs recogmzed and accepted authonty to
take a leadershIp role m agncultural research and ItS coordmatIOn ThIS authonty reSIdes pnnclpally
m the pOSItIOn of the Sector Coordmator The SADC CounCIl recommends that Sector Coordmators
should be "full tIme, and graded at least at the Deputy Permanent Secretary level or eqUIvalent" It
IS clear that the SACCAR Coordmator needs suffiCIently semor pOSItIOn, status, and stature to serve
as mterlocutor and spokesperson WIth other Sector Coordmators, the SADC Secretanat, NARs,
IARCs, and mternatIOnal donors The other SCU staff members need relatIvely semor standmg and
profeSSIOnal credIbIlIty as well

4 1 2 Authonty to operate autonomously and fleXIbly ThIS authonty IS cntIcal to SACCAR's day
to-day operatIOns The SCU needs to have the freedom to hIre and retam top-qualIty staff, make
deCISIOns, conduct ItS actIVItIes, and manage ItS work program With a mmlmum number of
bureaucratIc and hIerarchIcal overSIght and clearance reqUIrements ThIS relates to such Items as
correspondence and commumcatIOn WIth regIOnal and mternatIOnal partners and donors, travel and
attendance at regIOnal and mternatIOnal meetmgs, contractmg and procurement for serVIces as
needed, and staff performance reVIeW As the SCU exerCIses leadershIp, It needs the fleXIbIlIty to
move qUIckly to respond to the needs and demands of key stakeholders, to engage m strategIC
plannmg and decisIOn-makmg, and to capItalIze on opportumtIes as they emerge

4 1 3 Authonty to manage and account for funds, natIOnal and mternatIonal SACCAR needs the
authonty to receIve, admmlster, and account for both operatmg and programme funds ThIS
authonty IS Important for autonomy and fleXIbIlIty, WIthout It, SACCAR's abIlIty to fulfill ItS
mandate IS lIkely to be compromIsed It IS also Important for transparency A cntIcal sustamabilIty
conSIderatIOn IS the abIlIty to demonstrate both the true costs and benefits of agncultural research
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and coordmatIOn, thIS authonty will assure that SACCAR can be m a pOSItion to engage m program
budgetmg and reportmg ThIS authonty IS also Important to attractmg outsIde fundmg

4 I 4 Authonty to mteract WIth a wIde array of FANR stakeholders To fulfill ItS mandate
effectIvely, SACCAR needs the authonty to engage WIth stakeholders m both the publIc and non
state sectors around FANR research and technology transfer Issues SADC Itself IS seekmg to
mcorporate mcreased partIcIpatIOn ofCIvil SOCIety and the pnvate sector mto Its actIvItIes, and SCDs
are one of the mechamsms to Implement such partIcIpatIOn SACCAR needs the authonty to
convene regIOnal partICIpatory fora for demand-onented program/network formulatIOn, whIch WIll
allow research ImtIatIves to ongmate from stakeholders and clIents, and permIt proactIve steps to
move ahead WIth such ImtIatIves 6

4 2 InstItutIOnal Placement OptIOns for SACCAR

Four optIOns were mvestigated for mstitutIOnal placement for SACCAR as an SCD These
mclude the followmg a) placement withm the MOA and reportmg to the Permanent Secretary (PS)
through the DIrector of the DAR, b) placement Wlthm the MOA and reportmg dIrectly to the PS, c)
placement withm the Botswana College of Agnculture (BCA), and d) placement withm a free
standmg quasI-governmental entIty ThIS latter optIOn, suggested by the model of the Botswana
InstItute for Development PolIcy AnalysIs (BIDPA), was upon further mvestIgatlOn determIned to
be Inappropnate for SACCAR's SItuatIOn, and thus IS not presented In detail here

Each optIOn was explored In terms of a) feasIbIhty for the Botswana government, and b)
the extent to whIch the optIOn prOVIded for the four authonties descnbed above AdmInIstratIve
feaSIbIlIty was the mitIaI screen, hence the ehmmatIOn of the BIDPA-model optIOn, WIth the second
beIng the degree of authonty the optIOn appears to offer, accordmg to the four categones

42 1 Placement withm the MOA, reportmg to the PS through the DIrector of the Department of
Agncultural Research 7 In thIS optIOn, SACCAR IS a umt withm the MOA The Sector Coordmator
pOSItIOn IS a part-time one, allocat~d to the DAR DIrector, who assumes the sector leadershIp
functIOn among hIS other dutIes The full-tIme manager of the umt IS located at the D1 grade withm
the Botswana CIvil servIce system, as a deputy department dIrector Other SACCAR staff would be
at the D2 grade and below, dependmg upon qualIficatIOns FmanCIal management and accountmg
for SACCAR would be handled by the MOA's finance office, under the dIrectIOn of the Pnncipal
Fmance Officer An accountant would be deSIgnated responSIbIlIty for SACCAR, pOSSIbly on a half
time baSIS Donor funds would be managed separately m speCial accounts (referred to as below the
hne accounts) to accommodate mdividual reportmg reqUIrements and accountabIlIty Support
servIces for the SCD would be proVIded through the regular channels Wlthm the MOA, e g, dnvers
and transport, secretarIes, maIntenance and Jamtonal serVIces, and some publIcatIOn and
dissemmatIOn serVIces

In terms of authonty to exerCIse leadershIp, thIS optIOn IS Judged to prOVIde a medIUm level
ofauthonty, due to the hIerarchIcal level of the urnt manager, who would be the day-to-day dIrector
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of the SCD, and whose reportmg relatIOnshIp to the PS would be through the DAR DIrector To the
extent that the Sector Coordmator takes an actIve role m SACCAR actIvIties and programs, the
degree of authorIty could mcrease AuthorIty to operate autonomously and flexIbly IS rated
medIUm/low The SCD would be an mtegrated umt withm the MOA, subject to government
personnel and operatmg rules MOA officIals mterviewed mdicated that the standard procedures for
such Items as travel clearances and obtammg tickets, for example, would not be ImpedIments,
however other sources pamted a somewhat less posItIve pIcture of how these procedures operate m
practIce MOA officIals further mdicated that SCD staff would be conSIdered full-tIme withm the
umt, and would not be pulled off of SACCAR work for MOA assIgnments, but thIS rIsk cannot be
totally dIsmIssed

Regardmg finanCial authorIty, the VIew of the MOA IS that sufficIent leeway eXIsts withm
the government finanCial management and accountmg system to handle SACCAR's needs, but
wIthout assIgnment of a full-time accountant to SACCAR ConflIctmg VIews from other sources
suggested that m practIce, the government has had dIfficulty m staffing to carry out finanCial
management and accountmg tasks 8 Further, SACCAR programs mvolve finanCial tasks that are not
SImply ex post accountmg, but reqmre expedItIOus handlmg of the purchase of tIckets, per dIem
arrangements, and so on Thus based on these findmgs, thIS optIOn IS rated medIum/low on financIal
authonty AuthOrIty for stakeholder mteractIOn IS rated medIUm, based on the lIkely semorIty level
of staff aVaIlable to the umt, and the part-time nature of the Sector Coordmator slot

Advantages ThIs optIOn mIrrors the admmistrative arrangements for other SADC SCDs and
fits readIly withm eXIstmg systems and procedures of the Botswana government Its utilIzatIOn of
the servIces ofother unItS withm the MOA for financIal management and accountmg, plus support
serVIces, proVIdes economIes of scale, although the range of VIews expressed m mtervIeWS raIses
questIOns about the real capaCIty of the MOA to handle these functIOns, as opposed to espoused
mtent Total outlay for salarIes and benefits would be, because of the pOSItIOn and rank of the staff
at the DI grade and below, the smallest of the three optIOns The locatIOn ofthe umt among other
technIcal umts ofthe DAR would help to assure that SACCAR staffare mformed about, and m touch
With, hands-on operatIOnal and technleal actiVItIes AddItIOnally, It proVIdes the umt WIth access to
research speCIalIsts withm the Department

DIsadvantages WhIle thIS optIOn IS the most parsimomous one m terms of budgetary cost
and ease ofestablIshment, IS has a number of drawbacks and nsks The hIerarchIcal pOSItIOn of the
umt dIrector several levels below the PS makes SACCAR hIghly dependent upon the DIrector of
AgrIcultural Research, who would be the Sector Coordmator WhIle the mcumbent m that pOSItIOn
IS hIghly knowledgeable and SUpportIve regardmg SACCAR-- m fact he IS the mam champIOn for
the SCU-- transfers and promotIOns withm government are standard practIce Thus the current
SItuatIOn cannot be relIed upon for the longer term The pOSItIOn grades for SACCAR staff along
WIth theIr salary ranges and benefits may not attract suffiCIently qualIfied mdlViduals to permIt
SACCAR to fulfill ItS mandate effectIvely The medIUm/low levels of authOrIty that thIS optIOn
offers may also be ImpedIments to the SeD's operatIons, partIcularly the dependence of the umt on
servIces from other parts of the MOA Fmally, thIS optIOn may not mspire confidence among eIther
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reglOnal partners or mternatlOnal donors that programme resources would be well utIlIzed, thus
leadmg to a possIble declme m the external support necessary for SACCAR's functlOmng

4 2 2 Placement withm the MOA, reportmg dIrectly to the PS In thIS optlOn, SACCAR IS also
a umt withm the MOA, but placed at a hIgher level The Sector Coordmator positlOn IS a full-time
one, at the Deputy PS level, and reports dIrectly to the PS The Sector Coordmator would serve as
the day-to-day manager of SACCAR He/she would be at the El or E2 grade, wIth the attendant
salary and benefits The hIghest level for umt semor staffcould conceIvably be the D1grade, though
thIS would depend upon theIr partIcular quahficatlOns, and the level at wluch the pOSItIOns are graded
by the DIrectorate of Public SerVIce Management As WIth the first optIOn, finanCIal management
and accountmg would be delegated to the MOA's finance office, WIth a deSIgnated half-tIme
accountant Donor funds would be held m below the Ime accounts SCD support serVIces would
be prOVIded from the pool aVailable to the mmistry

Due to the hIgher grade of the SCD manager and the fact that he/she IS also the Sector
Coordmator, under thIS optlOn the authOrIty for leadershIp IS ranked as hIgh AuthOrIty to operate
autonomously and fleXIbly IS rated medIUm/low for the same reasons noted for the first optlOn,
namely that the SCD IS subject to MOA rules, gUIdelmes, and operatmg procedures SImIlarly,
finanCIal management authOrIty IS also rated medIUm/low AuthOrIty for stakeholder mteractlOn IS
rated medIUm/l11gh, reflectmg the pOSSIbIlity for slIghtly hIgher level umt staff, the full-tIme nature
of the Sector Coordmator positlOn and ItS gradmg at the Deputy PS level

Advantages ThIS optlOn represents the recommendatlOn of the SADC CouncIl for SCDs,
and It accommodates to eXIstmg systems and procedures of the Botswana government It prOVIdes
the same economIes of scale as the first optlOn m the utilIzatlOn of the servIces of other umts withm
the MOA for finanCIal management and support servIces The hIgher salary grades for staff would
prOVIde for potential recrUItment of more semor and more qualified personnel for the SCD The
SACCAR dIrector would be of a suffiCIently semor hIerarchIcal level that he/she would be an
accepted and respected mterlocutor WIth SADC, other SCDs, NARSs and IARCs, and mternatlOnal
donors Donors mIght stIll be concerned about autonomy and fleXIbIlIty, but they would lIkely be
reassured by the semorIty of the SACCAR dIrector, and hIs/her access to key decislOnmakers and
stakeholders

DIsadvantages ThIS optlOn would be more costly to the Botswana government, total outlay
for salarIes and benefits would be hIgher than the first optlOn (but lower than the thIrd one) The
positlOn grades for SACCAR staff along With theIr salary ranges and benefits, whIle pOSSIbly lugher
than those of the first optIOn, may stIll be msufficient to draw the most qualified personnel to
SACCAR The medIUm/low levels ofauthonty that thIS optIOn shares WIth the first for autonomy
and fleXIbIhty and for finanCial management are potential ImpedIments to the SCD's operatlOns
These arrangements may not mspire the necessary confidence among eIther reglOnal partners or
mternatlOnal donors to prOVIde the SCD WIth programme fundmg, thus lImItmg operatlOns and
ultImately endangerIng long-term sustamabilIty
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4 2 3 Placement as a UnIt ofthe Botswana College ofAgnculture (BCA) Accordmg to thIS optIOn,
SACCAR would be a semI-autonomous UnIt attached to the BCA, reportmg to the PS for Agnculture
through BCA's Governmg CouncI1,9 or perhaps a speCIally constItuted board that would mclude
among ItS members MOA and DAR offiCIals BCA was establIshed m 1991 as an autonomous
parastatal and an assocIate mstItutIOn of the Umverslty of Botswana 10 The College's enablIng
legIslatIOn (ParlIamentary Act No 9 of 1991) mandates BCA to undertake research and outreach
programmes, establIsh and mamtam lInkages wIth regIOnal and mternatIOnal entItieS, and conduct
knowledge dissemmatIOn and trammg, as well as carrymg out ItS academIC and degree-grantmg

• functIOns Thus, there IS an appropnate fit between SACCAR's mandate and that of BCA
SACCAR would become the second centre housed at BCA, along wIth the Centre for InservlCe and
Contmumg EducatIOn (CICE)
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Under thIS optIOn, the Sector Coordmator would serve as the full-time dIrector of the umt,
and dependmg upon qualIficatIOns and senIonty he/she would be m Category 1, SenIor AcademIC
staff, somewhere withm the L2-L5 range of academIC grades The Ideal SItuatIOn would be to
appoInt the SACCAR dIrector at the Professor level (L5) Because BCA IS a parastatal, the
accompanymg salary and benefit packages are more attractIve than those m the CIVIl servIce Other
staff would, If suffiCIently semor, also fall wIthIn Category 1 of BCA staff More JUnIor staff, If
recruIted, would fall mto Category 2, With Tutor salary scales A vanant of thIS optIOn would place
the Sector Coordmator at the MOA, With a separate full-tIme dIrector posItion for the SCU located
mBCA

As In the other two optIOns, finanCIal management and accountIng serVIces for SACCAR
would be proVIded by the BCA's admInIstratIOn, overseen by the Pnnclpal, the cmef admmistratIve
officer at the College 11 BCA already has procedures for recelvmg and accountIng for external
funds, and would be able to proVIde the type of finanCIal reportmg reqUired by InternatIOnal donors
The reqUired servIces would also mclude managmg the financial aspects of SACCAR's programme
actIvIties, for example, ISSUIng tickets and handlIng per dIems for attendance at meetIngs,
workshops, and conferences Support servIces for the SCU would be proVIded through the BCA
umts responsIble, e g , dnvers and tmnsport, secretanes maIntenance and Jamtonal serVIces and
publIcatIOn servIces

ThIS optIOn offers the hIghest levels of authonty to SACCAR across the four authonty
categones Both the terms of serVIce and the BCA's standIng as an educatIOnal and outreach
mstItutIOn create the most favorable condItIOns for attractmg a hIghly qualIfied IndIVIdual to the
Sector Coordmator/SCU dIrector post It should be noted that thIS optIOn does not assume that
SACCAR would be staffed WIth BCA academIC personnel, but rather that the SACCAR pOSItions
would be filled With speCialIzed and qualIfied staff recruIted externally 12 Under thIS optIOn,
leadershIp authonty for the SCU IS rated as hIgh Attachment of SACCAR to BCA, whIch as a
parastatal offers a less ngld structure and procedures than government and the CIVIl serVIce, leads
also to a hIgh rankIng on autonomy and fleXIbIlIty The lIkelIhood of SACCAR staff beIng pulled
away from theIr duties for other actiVItIes would be mmlmal

15



FInanCIal management authonty IS rated as medIUm because thIS SACCAR optIOn, lIke the
others, does not provIde SACCAR WIth a separate financIal management and accountIng capacIty,
but accordIng to Informants offers more accommodatIng procedures than the MOA As for authonty
for stakeholder InteractIOn, the BCA optIOn IS rated as hIgh due to the fact that SACCAR would not
be a umt WIthIn a government mInIstry, and thus could have a stronger potential to break out of the
publIc-sector-only mode that has charactenzed SCDs In the past ReInforCIng thIS ratIng IS the
potential recruItment of hIghly qualIfied and semor-level staff, beSIdes the umt dIrector, who would
be credIble and well regarded partners m regiOnal and mternatiOnal fora

Advantages ThIS optIOn offers clear advantages from a number of perspectives Lookmg
at the operatIOnal authontles offered to SACCAR, It proVIdes the strongest cOmbInatIOn of all four
techmcalleadershlp, autonomy and fleXIbIlIty, finanCial management, and stakeholder InteractIOn
The terms and condItIOns of servIce are better In BCA than In the mlmstry, whIch gIves SACCAR
the best chance of attractIng and holdmg qualIfied staff capable of functIOnmg effectIvely to
Implement SACCAR s mandate BCA's transparent staffrecrultrnent and selectIOn procedures can
help maXImIze the chances that staffhmng for the SCD IS ment-based and not polItIcally Influenced
Further, BCA has a polIcy that staff, after havmg held two consecutIve two-year contracts, must
reapply for theIr posts In open competItIOn for the next contract ThIS polIcy, together WIth an
mternal performance reVIew system that IS currently beIng finetuned to better reflect what BCA staff
do, prOVIde a much stronger foundatIOn for performance-based management In SACCAR than would
eIther ofthe MOA optIOns, where regular CIvIl servIce systems apply

A partIcularly Important advantage IS the autonomy and fleXIbIlIty that thIS optIOn would gIve
SACCAR HIerarchIcally, the SCD would be m a strong pOSItIOn to exerCIse ItS research
coordmatIOn functIOn because It could aVOId the accusatIOn of tryIng to exert more "muscle" than
ItS bureaucratIc placement would legItImately permIt, a charge that IS sure to be leveled at SACCAR
by other SCDs If the umt were m the MOA ThIS autonomy IS also Important for InteractIng WIth
and convemng the range of stakeholders that IS needed both to assure the contrIbutIOn ofagncultural
research to the economIC development of the regIOn and to respond to stakeholders needs and
demands WhIle the Botswana goverllment mIght fear that the SCD would be outSIde theIr dIrect
overSIght, thIS placement outSIde of-- but lInked to-- government would enhance, not detract from,
the umt's effectIveness The way to make SCUs truly serve theIr purposes IS to mcrease theIr abIlIty
to respond to, and mobIlIze, theIr sectoral stakeholders, not to hem them In WIth bureaucracy
However, as mentIOned above, thIS optIOn could mclude the establIshment ofan overSIght commIttee
for SACCAR that would ensure the Botswana government the kInd of responSIveness to ItS concerns
that It wants, whIle secunng the operatIOnal leeway for the umt that placement at BCA could furnIsh

Another advantage to note IS that thIS optIOn holds the hIghest promIse of attractIng external
fundIng and gIVIng InternatIOnal donors the confidence that SACCAR can achIeve ItS mandated
ObjectIves Thus, the chances for ongoIng programme fundIng are Increased An Innovative
OppOrtunIty also eXIsts to expenment WIth generatIng fee-for-servlce revenue, WhICh would
contnbute ultImately to sustaInabilIty BCA's Centre for Inservlce and ContInuIng EducatIOn
(CICE) already does thIS, thus settIng a precedent here that SACCAR could buIld upon 13
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DIsadvantages ThIS optIOn would be the most expensIve m terms of the salary and benefits
packages offered to SCU staff, however, the argument made here IS that the extra budgetary outlay
by the Botswana government would be worth the mcreased capacIty and effectIveness that would
result The major dIsadvantage IS the short-term transactIOn costs assocIated WIth settmg up
SACCAR withm BCA The other two optIOns slot easIly mto eXIstmg personnel and organIzatIOnal
systems ThIs optIOn reqmres that the MOA and BCA work together not Just to establIsh SACCAR
as a centre at BCA, but also to create staffpOSItIons that would need approval by the BCA Governmg
CounCIl, the BCA Appomtments CommIttee for AcademIC and Semor Staff, and the Umversity of
Botswana Appomtments CommIttee for AcademIC and Semor Staff

4 2 4 Summary The followmg table summarIzes the ratmgs for authonty m the four categones
for each ofthe three optIOns elaborated It clearly mdicates that m terms ofprovIdmg SACCAR WIth
the hIghest degree of operatIOnal authontIes, the BCA placement optIOn offers the potential for the
best fit The four authontIes are essential to maximIzmg the success potential of SACCAR It IS
cntical to pursue the optIOn that prOVIdes SACCAR With the authonties It needs, rather than gomg
for the qmckest and eaSIest optIOn from a procedural pomt of VIew

Although the staff costs at BCA appear to be the hIghest of the optIOns exammed, two
mitigatmg factors need to be conSIdered FIrst, It needs to be remembered that all of the optIOns are
sIgmficantly less costly than SACCAR's current operatmg budget, thus the standard of companson
should mclude thIS fact Second, dIscussIOns are underway regardmg the pOSSIbIlIty of a merger
between BCA and the DAR whIch would mclude adJustmg the salary and benefits packages of
departmental staff upwards to match BCA's ThIS would effectively elImmate the cost dIfferentIal
among the three optIOns

RecommendatIOn EstablIsh SACCAR as a centre at BCA

Table 2 Authonty Rankmgs for SACCAR Placement OptIOns

Authonties
~~

Placement OptIOns

MOA-DAgR-PS MOA-PS BCA-PS

Sector MedIUm HIgh HIgh
LeadershIp

Autonomy & MedIum/low MedIUm/low HIgh
FleXIbIlIty

Fmancial MedIum/low MedIUm/low MedIum
Management

Stakeholder MedIUm MedIUm/high HIgh
InteractIOn
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4 3 Selectmg Among InstItutIOnal Placement OptIOns

The precedmg mstitutIOnal analySIS took SACCAR's mandate as ItS startmg pomt, elaborated
the set of authontIes necessary to Implement the mandate, and then looked at the orgamzatIOnal
charactenstics of the vanous placement optIOns to assess the level ofpotential fit m terms ofoffenng
SACCAR the best prospects for success ThIS analytIC path assumed that the chOIce among
InstItutIOnal optIOns was open, and led to the recommendatIOn for the BCA placement ThIS
recommendatIOn IS substantiated not Just In terms of the SItuatIOn m Botswana, but IS supported by
lessons mother countnes regardmg research and technology transfer management and coordmatIOn
Among the overarchmg pnnclples gUldmg mstltutIOnal arrangements are to mmlmlze transactIOns
costs and to reduce admmistrative and bureaucratIc overheads (see Alston and Pardey, 1997, Carney,
1998) To the extent that there IS a weak fit between an organIzatIOn's mandate and ItS InstItutIOnal
home, these costs and overheads are mcreased

There IS, however, an alternatIve approach, albeIt not an Ideal one, WhICh takes a dIfferent
path ThIS approach begInS WIth SACCAR's mandate, selects a partIcular chOIce of InstItutIOnal
optIOn as gIven, and then looks at the constramts that optIOn poses that would need to be addressed
to gIve SACCAR the degree of authonty necessary to operate effectively ThIS sectIOn of the report
proceeds down thIS path

As noted above, the Botswana government's preference IS for the first optIOn that IS,
placement WIthm the MOA, reportmg to the PS through the DAR DIrector If thIS optIOn IS selected,
then the InstitutIOnal analySIS questIOn becomes, how to deal WIth the lImItatIOns of the optIOn In
terms of the four authontIes SACCAR needs? It should be made clear at the outset that thIS
approach yIelds a second-best solutIOn The BCA recommendatIOn was made as a functIOn of the
dIfficultIes IdentIfied m dealmg With the constramts Imposed by the other two optIOns If thIS were
not the case, then an MOA placement would have been recommended as the deSIred optIOn The
pomt IS not that the MOA IS Incapable of operatIng a techmcal umt WIthIn ItS organIzatIOnal
boundanes-- clearly It has that capacIty-- or that DAR staff are not qualIfied researchers-- the
Department has some excellent techmeal personnel-- but that a umt WIth the cross-sectoral and broad
coordmatmg mandate of SACCAR IS unlIkely to find a compatIble home mSIde the mInIstry
IncreaSIng that compatibIlIty Involves, In some areas, a degree ofchange on the part of the MOA that
IS sIgmficant

The first reqUIred authonty deals With SACCAR's exerCIse of leadershIp In FANR research
coOrdInatIOn The Botswana government's preference for a part-time Sector Coordmator, WIth a
deputy dIrector-level SCD manager reportmg to hIm, poses an Important constraInt In proVIdIng
SACCAR WIth thIS authonty If there was one umversal VIew expressed In the InterVIews
conducted outSIde the MOA for thIS study, It was the need for the SACCAR dIrector to be at a
suffiCIently hIgh level bureaucratIcally so as to mteract as a peer WIth semor-Ievel offiCIals In the
regIon and to command respect among natIOnal, regIOnal, and InternatIOnal partners It IS dIfficult
to prOVIde suggestIOns on how the Botswana government can deal WIth thIS need In the face of theIr
preferred arrangement One pOSSIbIlIty could be to mcrease the amount of time that the Sector
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Coordmator would dedIcate to SACCAR busmess relatIve to MOA duties ThIS, however, may not
be realIstIc Another would be for the PS to assure SACCAR partners that the SCU dIrector has the
full support of, and authonzatIOn to speak for, the Sector Coordmator These are far from Ideal
measures to deal WIth the need for thIS authonty

The authonty to operate autonomously and flexIbly IS, as noted above, cntlcal for SACCAR
To the extent that the SCU IS reqUIred to follow the standard operatmg procedures of the MOA,
lImIts are Imposed on SACCAR's autonomy and fleXIbIlIty Dealmg WIth thIS constramt may mean
makmg exceptIOns for SACCAR m certam areas, streamlImng MOA approvals and clearances,
allowmg SACCAR staff more dIscretIOnary margm for declSlon-makmg than normal, and/or gIvmg
SACCAR preference m "Jumpmg the queue" for admmistratIve actIOns and support servIces
Regardmg finanCIal and accountmg authonty, the constramt here could be addressed by asslgmng
SACCAR a full-tIme finanCIal manager and/or accountant, and by allowmg SACCAR leeway to
enter mto contracts WIth pnvate sector and nongovernmental entItles Some modIficatIOn ofMOA
reportmg systems may be reqUIred, dependmg upon funder needs

Exertmg the authonty to mteract With a WIde array of FANR stakeholders WIll be dIfficult
for SACCAR as a umt of the MOA The tendency, noted by the SADC ratIOnalIzatIOn study team,
as well as others, IS for SCUs wlthm government to mteract mamly WIth governments, both that of
the host country and of other SADC member states IncentIves for mmlstry employees to look
outsIde the confines ofthe publIc sector are relatIvely weak Yet It IS clear that SACCAR must reach
out beyond government, and ItS staff must mternalIze thIs ImperatIve Conceptually, addressmg the
constramts to such outreach WIll reqUIre Botswana government deCISIOn-makers to rethmk the role
of government m the FANR sector, movmg away from the notIOn of the state as the pnmary actor
to one where the state IS the steward of an actIOn arena peopled by non-state actors as well as by
government personnel OperatIOnally, dealmg WIth these constramts WIll mean hmng staff for
SACCAR who are WIllIng and able to engage effectively WIth stakeholders, and creatmg MOA
norms, operatmg procedures, and mcentlves that encourage proactIve purSUIt of a demand-dnven
constItuency-based program of actIOn

4 4 SACCAR's Internal InstItutIOnal Structure

InstitutIOnal placement of SACCAR and mternal mstItutIOnal structure are two dIfferent
questIOns Apart from assummg that the umt would be relatIvely small-- an estImated three to five
staff-- the above analySIS does not conSIder the mternal arrangements of the SCU That Issue IS
addressed here The startmg pomt IS the proposal of the Botswana government, WhICh contams a
structure conslstmg ofa core ofthree Semor Programmes Officers (SPO-Research, SPO-InfonnatIOn
SCIences, and SPO-Trammg), reportmg to a Pnnclpal Programmes Officer (PPO), all supervIsed and
overseen by the SCU DIrector 14 There are several vanants of thIS proposal on paper, and some
mclude such pOSItIOns as a secretary and an admlillstratlVe asSIstant These SPOs would m essence
constitute smgle-person umts, each aSSIgned one of the key functIOns of SACCAR per ItS mandate
(SADC,1996) SACCAR's structure would not mclude finanCial management pOSItIOns, smce as
the optIOns make clear, these functIOns WIll be handled by the parent mstItutIOn ThIS arrangement
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fits WIth the mtent, both of SADC and the Botswana government, to make SACCAR a lean and tnm
orgamzatIOn The functIOn that thIS proposed structure does not explIcItly provIde for IS Impact
assessment and support to other SCUs A possIbIlIty IS that thIs functIon be allocated to the resemch
umt, and that the PPO be assIgned to that umt as his/her techmcal responsIbIlIty

The research umt, then, would consIst of a two-person staft-- the PPO and one SPO-- wIth
four functIOnal areas of responsIbIlIty These mclude the followmg a) promotIOn of cross-sectoral
cooperatIon m agncultural research among member states, wIth the collaboratIon ofmternatIOnal and
regIOnal partners, b) facIhtatIOn of mformatIOn exchange among NARSs and technology transfer to
users, c) coordmatIOn of SADC agncultural research networks and programmes, and d)
estabhshment and management of a FANR research and technology transfer llnpact assessment
system

The trammg umt, consIstmg of one SPO, would be responsIble for three sets of actIvItIes
These are a) promotIOn of trammg and human resource development m the FANR sector m
collaboratIOn wIth member states and other SCDs, b) convenmg and backstoppmg workshops,
conferences, semmars, and meetmgs related to FANR Issues m the regIOn, and c) managmg research
and travel grants

The thIrd umt would be mformatIOn and dissemmatIOn LIke the trammg umt, It would be
staffed wIth one SPO Its functIOnal areas of actIvIty are as follows a) mamtenance of an
agncultural mformatIOn acqUIsItIon, processmg, and reference network, b) promotIOn and facIlItatIOn
ofmformatIOn exchange and utIlIzatIOn of sCIentIfic and techmcal databases, and c) promotIOn and
facIlItatIOn ofthe publIcatIon and dissemmatIOn ofresearch tools, findmg, and analyses m the FANR
sector

4 5 Exammmg the Fit Between SACCAR's Structure and FunctIOns

There are a number of Imponderables m SACCAR's future that WIll have an Impact on the
effectIveness and appropnateness of thIS structure, makmg It premature to assess whether the
proposed structure WIll provIde the best fit WIth SACCAR's mandated functIOns, or what alternatIve
mIght be better For an effectIve transItIon to the new SACCAR, rather than attemptmg at thIS pomt
to put m place a structure that mayor may not match needs and reqUIrements, an alternatIve approach
IS called for

RecommendatIOn Focus on recrultmg two or three key staff members for SACCAR
and allow them to "grow" the structure gradually as a functIOn of addressmg the
uncertamtIes facmg the SCD

ThIS approach means bUIldmg and solIdIfymg the coalItIOn of stakeholders around what
SACCAR should do The appropnate structure for SACCAR wIll emerge out thiS dISCUSSIOn and
negotIatIOn process ThIS evolutIOn wIll ultImately result m a better fit between SACCAR'~ structure
and functIOns than trymg to desIgn a structure m advance of the process
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In thInkmg about SACCAR's structure, several of the factors that mtroduce uncertamty can
be IdentIfied

4 5 I Level of programme fundmg As both documents and mterviews have mdicated, because
SACCAR IS m transItIOn, mternatIOnal donors and other partners are withholdmg Judgment as to
whether SACCAR as an SCU wIll remam m the future an attractIve and appropnate vehIcle for
programme fundmg Thus, how much programme fundmg SACCAR receIves and for what exact
purposes are unknown The structural deSIgn outlmed above IS based on the assumptIOn that future
actIVIties wIll essentially mlITor those that SACCAR as a commISSIOn has been pursumg The path
of events withm the regIOn regardmg SCUs and the role of research makes thIS assumptIOn
questIOnable Hence, there IS the need to focus now on gettmg stakeholder "buy-m" around the role
and value of SACCAR

452 Level of actIVIty ThIS factor IS, obVIOusly, closely connected to the prevIOUS one If
programme fundmg decreases, or concentrates more on one functIOnal area than another, then the
structure may not fit the tasks Staff WIll need to be reassIgned, dIfferent pOSItion profiles mIght be
reqUIred, or addItIOnal umts may be need to be created, e g , a separate Impact assessment unIt ThIS
uncertamty remforces the recommendatIOn to take a gradual approach to growmg SACCAR's
structure It IS frUItless at thIS Juncture to debate whether SACCAR's structure as proposed IS too
bIg or too small ThIS questIOn cannot be answered defimtIvely now, but the answer WIll emerge
over time

4 5 3 Staff qualIty A cntIcal uncertamty IS who wIll fill the pOSItions m SACCAR, WhIch IS all
the more reason not to focus on structure m the absence ofthose who wIll actually be domg the work
m SACCAR The Importance of thIS "people" factor cannot be overemphasIzed In a small umt
such as SACCAR wIll become, where responsIbIlIty for entIre functIOnal areas falls upon the
shoulders of a smgle person, the technIcal competence, commItment, and calIber of the mdividuais
employed are cntIcal SACCAR as an SCD has no redundancy, no capaCIty for someone else to pIck
up the slack should a staffmember nGt perform m his/her areas of responsIbIlIty Around the world,
m mdustnalIzed as well as developmg countnes, expenence clearly demonstrates that for
orgamzatIOnal umts whose role IS to exerCIse some form of coordmatIOn across organIzatIOnal
boundanes, the qualIty of the staff of the umt IS fundamental to success In large measure, thIS IS
because the coordmatmg unIt rarely has the superVISOry authonty to command or compel others to
cooperate Staff cannot hIde behmd bureaucratIc hIerarchy, but must rely upon the mfluence they
are able to exert, the proactIve steps they can take to demonstrate the value of coordmatIOn, and the
agreements that they can facIhtate to make progress SACCAR has no place for the stereotypIcal
CIvIl servIce mentahty, where employees remam paSSIve untliissued mstructIOns, and mmdless
adherence to rules and regulatIOns predommates In addItIOn, staff WIth academIC trammg but httle
profeSSIOnal field expenence wIll not be appropnate for the spa pOSItIOns

454 Lmks WIth other SCUs A fourth factor mfluencmg the appropnateness of the proposed
structure has to do WIth the mterface between SACCAR and other SCUs For example the proposed
crops sector SCU may reqUIre a rethInkmg of SACCAR's functIOns, whIch would certamly Impmge
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upon Its mternal structure To take another example, the French government IS m the process of
placmg expatnate techmcal assIstance at SACCAR to fill an spa posItIOn m the natural resources
(NR) sector The planned new structure, however, does not mclude a NR umt Should one be
added? The answer depends upon member country negotiatIOns and the outcome of SADC decIsIOns
regardmg the whole range ofFANR SCUs ThIS Issue IS dIscussed m more detail m the next sectIOn

46 AgrIcultural and Natural Resources Research wIthm the SADC SCD Framework

The above analysIs has concentrated upon exammmg the fit between SACCAR's functIOns
and possIble mstitutIOnal placements wlthm the Botswana government, and ItS functIOns and mternal
Stl uctural arrangements Another Important fit that needs to be exammed IS the match between
SACCAR's functIOns and the other SCUs m the FANR sectors Accordmg to the 1996 Maseru
SADC CouncIl decIsIon, SACCAR has, as noted above, the followmg mandate a) overall research
coordmatIOn for the FANR cluster, b) lIaison wIth mternatIOnal research orgamzatIOns and donors,
c) Impact evaluatIOn, and d) mformatIOn exchange relatmg to research and trammg coordmatIOn
In the years smce that decIsIOn, SADC has pursued a course that IS leadmg m the dIrectIOn of
reallocatmg responsIbIlItIes for FANR sector-specIfic research functIOns to the SCUs concerned
SADC's ratIOnale IS that decentralIzatIOn of the research functIOn WIll enhance responSIveness to
FANR sector stakeholders, and-- specIfic to the NR sectors-- that SACCAR, although allocated
responsIbIlIty for NR research m the past, has not been able to effectIvely fulfill thIS responsIbIlIty

WhIle thIS ratIOnale has a certam ment, several Issues relatIve to the new SACCAR and to
FANR research m the regIOn need to be addressed FIrst, there are moves underway to decentralIze
research that, unlIke the NR sectors, falls dIrectly mto the areas that have been SACCAR
responsIbIlIties For example, thIs year SADC has made a proposal for a new crop sector SCU The
language m the proposal IS open to mterpretatIOn regardmg the extent to whIch there IS potentIal for
overlap WIth SACCAR's functIOns, whIch have m the past focused strongly on crops sector research
ThIS lack of clanty suggests that more detailed dIscussIOn and defimtIOn of the new crop sector
SCU's mandate WIll be needed, and mteractIOn between those m the Botswana government
developmg the new SACCAR and ot.her member country SCUs Will be reqUIred so as to deal WIth
the overlap, and the potentIal for confuSIOn and conflIct that could anse

ThIS I~sue reaches beyond the concern about the crop sector SCU If each of the SCUs
assumes responsIbIlIty for ItS own research functIOn, and argues that It can and should deal dIrectly
With stakeholders and cooperatmg partners m ItS sector, then operatIOnalIzmg SACCAR's mandate
becomes problematIC Already for example, NamIbia, With the marme fishenes SCU, has questIOned
whether SACCAR should playa role m ItS actIVItIes

Second, also under dIscussIOn IS the aSSIgnment of SACCAR's regIOnal networks and
program portfolIo to the responSIble FANR SCUs ThIS pOSSIbIlIty further undercuts the offiCIal
SADC mandate for the new SACCAR, and calls mto questIOn what, m realIty, SACCAR would
actually do The nsk IS that SACCAR would become precIsely what ItS reorganIzers mSIst that they
do not want, namely a "post office box" coordmator, WIth lIttle substantIve mput or value-added
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ThIS pOSSIbIlity also has ImplicatIOns for mtegratIOn, both regIonally among the member
countrIes, and between the regIOn and ItS cooperatmg partners, both IARCs and mternatIOnal donors
RegIOnally, an mtegrated and coordmated FANR polIcy and programmatIc strategy WIll become
dIfficult to pursue m practIce, offiCIal SADC statements to the contrary notwithstandmg ThIS
SItuatIOn wIll anse because a) an mdividual SCD WIll have little mcentIve to pay attentIOn to the
networks and programs handled by other SCUs, and b) over tIme an mdividual SCD WIll become
mcreasmgly attuned to the concerns, pnontIes, and needs of ItS cooperatmg partners and funders

Between the regIOn and ItS cooperatmg partners, the pOSSIble reaSSIgnment of SACCAR's
regIOnal networks and programs WIll likely mcrease the transactIOns costs of partners' operatIOns
SACCAR at present coordmates 15 regIOnal programs Under the current arrangement any partner
can touch base WIth SACCAR about not Just ItS own program, but the others SImply by mteractmg
WIth SACCAR The alternatIve would multIply the tIme, effort, and resources reqUIred to mamtam
such contacts because It would reqUIre separate contacts With each SCD responsIble for a partIcular
network or program The tendency would be to focus most strongly on one or two mdividual
networks or programs and let the others proceed on theIr own Over tIme mtegratIOn from the
partners' SIde would dimimsh, contnbutmg to a cycle ofless mtegratIOn withm the regIOn

It IS clear from the precedmg analySIS that the success and VIabIlIty of SACCAR as an SCU
depends upon a good fit between Its research coordmatIOn mandate and the role FANR SCUs are
to play m research ThIS does not mean SImply lookmg for and seekmg to elimmate functIOnal
duplicatIOn and overlaps Of course, complete duplicatIOn IS both wasteful of resources and often
conflIct-producmg, but m many research and serVIce delivery systems, a certam degree of overlap
IS not necessanly undeSIrable It can m fact proVIde the system WIth the fleXIbIlity to respond to
unantIcIpated mcreases m workload or to temporary capaCIty constramts Rather, It means a
collaboratIve effort among member states and theIr SCUs to develop mutually agreed-upon spheres
of re5ponsibility and mteractIOn WIth SACCAR that prOVIde clear SIgnals to sector coordmators
Based on such SIgnals, SACCAR, the other FANR SCUs, and cooperatmg partners can work out the
detaIls ofhow research coordmatIOn WIll take place Not all of these lmkages need to be formalized
Expenence demonstrates that excesswe reliance solely on formallmkage mechamsms can hamper
effiCIent functIOnIng

A further issue, less Immediate but Important for the longer term, relates to SADC declSlons
on the recommendatIOns of the SADC ratIOnalizatIOn study (ChIpeta et ai, 1997a 1997b,1997c)
If the recommendatIOn to create plannmg and coordmatIOn dIrectorates IS Implemented, whIch
mcludes one for the FANR sector, then changes m the mstitutIOnal lInkages among member states
would take place The fate of SCUs withm the proposed new dIrectorate structures IS unclear, but
undoubtedly a process of realIgmnent and renegotIatIOn would result from such a deCISIOn Among
people mterviewed, opmIOns were mIxed regardmg the lIkelIhood of SADC actIOn on the
recommendatIOns, the tlmeframe mvolved, and the extent ofthe Impact on the current array ofSCUs
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SECTION 5 MOVING FORWARD

5 1 TransItIOn Strategy for EstablIshmg SACCAR as an SeD

ThIS sectIOn dIscusses a strategy for SACCAR's tranSItIOn and elaborates actIOn steps m
support of the strategy Any mstltutIOnal transformatIOn and redeSIgn are complex and uncertam
undertakmgs, and SACCAR's sItuatIOn IS more complIcated than many There IS a natural tendency
to seek to reduce the complexIty and resolve the uncertamties as qUIckly as pOSSIble The eaSIest
way to do thIS IS to focus mamly on the bureaucratIc and admmistratIve steps necessary to create
SACCAR as an SCD However, the above analySIS strongly suggests that such a focus WIll not
result m a SACCAR WIth leadershIp and catalytIc potentIal, capable of makmg a substantlve
contnbutIOn to development m the regIOn, but rather nsks settmg up a reactIve and paSSIve SACCAR
that fills the adminIstratlve and programme gaps left vacant by other entltles Because SACCAR's
coordmatIOn and brokerage role IS fundamentally a questIOn of lmkages WIth partners and
stakeholders, there must be a clear ratIOnale for, and demonstratIOn of, the value-added by SACCAR

Stakeholders perceIve value m terms of outputs and results that relate to the substance of
agncultural research and technology transfer

SACCAR's mandate as an SCD, as approved by the SADC CouncIl m 1996, deals less WIth
substance-- that IS, WIth "what" Issues-- and more With operatIons, the "how" Issues The tranSItIOn
strategy proposed here emphaSIzes bUIldmg a coalItIOn of support and agreement around the "what"
and allowmg the "how" to evolve Iteratlvely and gradually over the next year or so Clearly,
however, the Botswana government needs to be m a pOSItIOn to address the SADC polItlcal
ImperatIve of establIshmg SACCAR, gIven that It has accepted responSIbIlIty for the SCD ThIS
aspect IS mcluded m the actIOn strategy

5 2 ActIOn Steps for the TranSItIOn Strategy

The proposed steps m thIS strategy are the followmg These are presented m sequentIal order,
although a number of them can procred concurrently

5 2 1 Internal reVIew of mstitutIOnal optIOns The first step IS for the Botswana government and
partIcularly the MOA to conduct an mternal reVIew and dISCUSSIOn of the optIOns proposed m thIS
paper ThIS reVIew process could mclude canvassmg the VIews of outSIders as well, If deSIred, for
example, DSAID, current SACCAR staff, SACCAR board members, and so on The end of thIs step
would result m the government selectmg one ofthe optIOns developed ThIS should be accomplIshed
pnor to the May meetmg ofthe SACCAR board

5 2 2 EstablIsh a VISIOn workmg group As soon as pOSSIble, form a small, hIgh-level workmg
group, made up of constItuents for agncultural research and technology transfer They would craft
a substantIve VISIOn statement for agncultural research and technology transfer m the regIOn ThIS
statement, firmly based on stakeholder needs and demands, would be an expreSSIOn of both mtent
and of targets relatmg to SCIence and technology It would refer to SACCAR's role, but would

24



concentrate on a developIng an IndIcatIve pIcture of what the SItuatIOn for SCIence and technology
In the regIOn would look lIke In the future as a result of efforts made to respond to needs In
promotIng and coordInatIng agncultural research and technology transfer 15 The target date for
completIOn of the VISIOn statement IS In tIme for presentatIOn to the FANR Mimsters' MeetIng In
June/July, 1998 There may be a need to hold a one-two day roundtable of the workIng group In
Mayor early June to faCIlItate the development of the VISIOn, as well as possIble follow-up VlSltS to
member countnes to broaden Input Into the VISIOn statement

5 2 3 Report to the SACCAR board Present the Botswana government's deCISIOn regardmg
SACCAR's InstItutIOnal placement optIOn to the board, along WIth the ratIOnale for the partIcular
optIOn deCIded upon, and an update on progress Also, use the bomd meetIng to reVIew the progress
on the draft VISIOn for agncultural research and technology transfer Address membel concerns and
bUIld support for the VISIOn and the chosen optIOn The meetIng IS planned for May 11-13, 1998

524 Develop SACCAR semor staffposItIOn descnptIOns At thIS POInt, job descnptIOns for the
SCD can be developed, concentrate only on the hIgher level pOSItIons The reqUIrements for the
others WIll emerge later ThIS actIOn step Includes a number of sub-steps It dIffers dependIng upon
whether the SCD WIll be WIthIn the MOA or attached to BCA For WIthIn the MOA the sequence
IS a) draft pOSItIOn descnptIOns, b) reVIew descnptIOns Informally WIth the DIrectorate of Pubhc
SerVIce Management (DPSM) to assure that they are at the deSIred level of semonty, c) reVIse as
needed, and d) submIt to DPSM for offiCIal evaluatIOn and approval EstImates are that thIS step
could be accomplIshed WIthIn a three-week tImeframe

For the BCA optIOn, the sub-steps are a) meet WIth BCA Pnncipal and key members of the
BCA GovernIng CouncIl to clanfy how to proceed, b) develop pOSItIOn descnptIOns accordIng to
whatever process IS deemed SUItable, c) submIt pOSItIOns for approval by the BCA GovernIng
CounCIl, the BCA Appomtments CommIttee for AcademIC and Semor Staff, and the UmversIty of
Botswana AppOIntments CommIttee for AcademIC and Semor Staff It IS estImated that thIS process
could take between four to eIght weeks, dependmg upon the avmlabIhty of key actors As noted
above, hIghly deSIrable here would be the deSIgnatIon of the SCD dIrector pOSItIOn at the level of
Professor

5 2 5 Arrange fundmg for SACCAR pOSItIOns Once approved pOSItIOns are m hand, go to the
Mimstry of Fmance for a mId-fiscal-year speCial warrant request that would transfer funds from the
Botswana government's budget hne Item for contnbutIOn to SACCAR to the MOA's operatIng
budget EstImates are that thIS step would furnIsh apprOXImately 337,000 Pula for the current fiscal
year, suffiCIent to begIn hmng TImmg depends upon pOSItIOn approvals and the chOIce between
MOA or BCA optIOns The process could pOSSIbly be ImtIated pnor to finalIzatIOn ofapprovals, the
step mIght take a couple of weeks total elapsed tIme

5 2 6 AdvertIse pOSItIOns and begm recrUItment ThIS step also has a number of sub-components
These Include a) draft pOSItIOn advertIsements and dISSemInate natIOnally and regIOnally, b)
CIrculate a letter to key stakeholders requestIng nommatIOns, c) create an mtervIew and selectIOn
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commIttee, d) set up a mmi-secretanat to manage candIdate dossIers, e) reVIew candIdate CVs
receIved, conduct mterviews, check references, etc For the SCU semor posItIOns, allow at least SIX
eIght weeks at a mmimum for advertIsmg and perhaps longer (BCA has a specIfied length of time
reqUired for advertIsmg semor faculty posts) The entire process IS lIkely to take at least several
months It should not be rushed, as noted above, who the staff are wIll be cntIcal to SACCAR's
success It IS worth considenng mtenm measures such as temporary techmcal assIstance to fill m
whIle recruItment proceeds (see next step)

527 DISCUSS techmcal aSSIstance needs WIth donors As IS already recogmzed, SACCAR's
transItIOn Will reqUire techmcal aSSIstance to help the SCU to become efficIent and effectIve
SACCAR already receIves donor assIstance, and thIS can be accessed to provIde short-term techmcal
aSSIstance and to cover operatIOnal costs of meetmgs and travel assocIated With SACCAR's
tranSItIOn The MOA has held some dIScussIons regardmg future techmcal aSSIstance With NORAD
and USAID 16 Contmue these dIscussIOns and clanfy to the extent pOSSIble at thIS stage the lIkely
needs and tasks ConSIder the pOSSIbIlIty of IdentIfymg someone WIth appropnate skIlls and
expenence to fill an mtenm role m both assIstmg With SACCAR's tranSItIOn and further developmg
ItS future strategIc VISIon and plan ThIs could be a full-time aSSIgnment for sIx-eIght months, or a
senes ofaSSIgnments by the same person/team dunng the penod Recogmze that USAID aSSIstance
to SACCAR WIll termmate on September 30, 1998 An Important sub-step here IS for the Botswana
government to IdentIfy techmcal aSSIstance needs, draft and submIt a proposal to USAID requestmg
tranSItIOn aSSIstance beyond that date

528 Report on progress at the FANR Mimsters' Meetmg Present the Botswana government
optIOn selected, update the CommIttee on tranSItion progress to date, and present the VISIOn
statement At thIS pomt the Botswana government can announce that SACCAR as an SCU has been
establIshed and start-up actIVIties are underway Several of the mmisters WIll have been contacted
and/or mvolved, formally or mformally, as part of some of the earlIer steps ThIS meetmg WIll also
be cntical to surfacmg Issues, gettmg agreement, and bUIldmg support for SACCAR's VISIon and
ItS role and functIOns regardmg the other FANR SCUs and concermng the operatIOnal ImplIcatIOns
ofcoordmatmg sector research (see next sectIOn) The meetmg IS currently scheduled for late June
or early July, 1998

5 2 9 Report on progress at the SADC CouncIl of Mimsters Meetmg Present the Botswana
government optIon selected, update the CouncIl on tranSItion progress to date, and present the VISIOn
statement As WIth the FANR mmisters, by thI'S tIme a number ofCouncIl members WIll have been
mvolved m some way m earlIer steps ThIS meetmg WIll also be Important part of the process of
gammg SADC agreement and ratlficatIOn of SACCAR's VISIOn and substantive ratIOnale, and the
lInkages and workmg relatiOnshIps between SACCAR and the rest ofthe FANR SCUs The meetmg
IS scheduled for September 7-14, 1998

5 2 10 HIre new staff and mstall them at SACCAR The followmg sub-steps are mcluded here a)
mtervww finalIsts, b) select candIdates, c) negotiate contracts, and d) formalIze employment ThIS
step IS dependent upon the recrUitment step, thus tImmg IS variable As noted earher, thIS step
should not be rushed
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5 2 11 Conduct an SCD start-up workshop Once the semor staff are m place, and perhaps other
staff as well, mcludmg techmcal aSsIstance, IS the tIme to conduct a workshop for the SCD to
facIlItate start-up of SACCAR under ItS new mstItutIOnal arrangements ThIS workshop would serve
a number of cntical purposes a) generate common understandmg among the new staff of
SACCAR's VISIon, mandate, and functIOns, b) develop workmg relatIOnshIps among the new staff
and promote team-bUIldmg, c) conduct start-up planmng and transItIOn workplan development, and
d) mtroduce the team to selected SACCAR stakeholders and partners The workshop would be
deSIgned and managed by an external faCIlItator Expenence has shown that such workshops can
have a hIgh return m gettmg new teams and organIzatIOns offon the nght footmg 17 TImmg for thIS
workshop would be depend upon staffhmng, duratIOn of the workshop would be two-three days

52 12 Elaborate the VISIOn statement mto a strategIC plan ThIS step IS placed as the last one, but
It could also be started after the FANR Mimsters' meetmg Its placement here IS to mdicate that the
development of a strategIC plan Will benefit from the partICIpatIOn of SACCAR's new staff WhIle
treated as a separate step, It m fact represents an ongomg process throughout SACCAR's tranSItIOn
phase ofbUIldmg, remforcmg, and expandmg the coalItIOn ofstakeholders around SACCAR's VISIOn
and ItS mandate Followmg up on the VISIOn statement, enlarge the workmg group to mclude
techmcal speCialIsts workmg With agncultural research and technology transfer constItuenCIes to
develop the VISIOn mto a strategIC plan that wIll gUIde SACCAR through ItS transformatIOn and mto
the post-transItIOn penod 18 The Botswana government dISCUSSIOns WIth donors (Step 7) should
mclude the pOSSIbIlIties for aSSIstance WIth thIS strategIC plannmg exerCIse

5 3 Other TranSitIOn Issues

BeSIdes the steps m the actIOn strategy to create the new SACCAR, there are other Important
actIOns that should be conSIdered as well FIrst IS the Immediate transItion Issue that deals WIth the
other SIde of settmg up SACCAR as an SCD, WhICh IS closmg out SACCAR as a commISSIOn
SACCAR needs to be seen as a VItal component of the tranSItion to an SCD, not as a dIscredIted
lame duck It has many of the resources that the Botswana government can access to support the
tranSItIOn For example, SACCAR could support the vlSlomng and strategIC plannmg exerCIses
outlmed above, and It could cover some or all of the technIcal aSSIstance needs as well DSAID has
already affirmed to the government ItS support for utIlIzatIOn of ItS funds allocated to SACCAR for
thIS purpose

RecommendatIOn The Botswana government should work With SACCAR to develop
and Implement a downsIzmg and close-out plan that WIll assure the best use of Its
resources to complement the establIshment of SACCAR as an SCD As noted above
m the actIOn strategy, the government should also prepare a proposal to DSAID for
tranSItIOn aSSIstance to utIlIze funds remammg after September 30, 1998

A second, less ImmedIate tranSItIOn Issue has to do WIth orgamzatIOnal lIfe-cycles, and
connects to the recommendatIOns made earlIer about evolvmg SACCAR's new structure over tIme,

27

I
I
I
I
I



rather than trymg to predetenmne It m advance, and about nurturmg a coalItIOn around a VISIOn for
SACCAR The Issue IS that mstitutIOnal transItIOns do not happen all at once They are not dIscrete
events, but are contmumg processes Those mvolved m transItIOns often wIsh that they would
happen qUIckly, and be over and done WIth Expenence shows, however, that accedmg to such
deSIres can cnpple the potential ofthe new entity EffectIve and sustamable mstItutIOns create value
for those who use and pay for what they produce (see Ellsworth, 1997, Bnnkerhoff and GoldsmIth,
1990) At thIS pomt m SACCAR's lIfe-cycle the long-tenn process of establIshmg anew the value
ofwhat It can do, and bUIldmg stakeholder support around that, IS ultimately more Important to ItS

• success and survIVal than the bureaucratics of ItS new admmistratIve arrangements
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ENDNOTES

1 See lADS (1983) ThIs report establIshed the ratIOnale and the ongInal organIzatIOnal framework
for SACCAR

2 These are food secunty, lIvestock productIOn and ammal dIsease control, forestry, WIldlIfe,
envIronment and land management, Inland fishenes, manne fishenes, and agncultural research A
nInth sector has been recently proposed crop productIOn

3 See also the SACCAR evaluatIOn report (USAIDIRCSA et ai, 1996), and the posItIOn paper on
ratIOnalIzmg SACCAR and SARCCUS (SACCAR, 1996)

4 Once SACCAR IS establIshed as an SCD, It IS lIkely that Its board WIll need to be reconfigured
as a techmcal advIsory commIttee For sImplIcIty, the term, board, IS used here to refer to the umt's
overSIght and gUldance-provIdmg entity, whatever It WIll be called

5 As the SCD dIrector admItted, thIS IS not an Ideal SItuatIOn, In fact the LIvestock SCD antIcIpates
takmg advantage of the establIshment of the new SACCAR to establIsh Itself as more of a
formalIzed entity withm the MOA

6 The need for agncultural research systems to mcorporate a much WIder set of stakeholders, and
to develop mechamsms and procedures to foster a performance onentatIOn and responSIveness to
demand, IS CIted as a cntIcal feature for success, both now and mto the future See Brmkerhoff and
GoldsmIth (1990), Bonte-Fnedhelm and Shendan (1997) and Carney (1998)

7 ThIS IS the optIOn that corresponds to what the Botswana government has proposed to the SADC
CounCIl

8 For example, the MOA was to pro.vIde a semor accountant to SACCAR upon the completIOn of
the contract of eXIstmg SACCAR staff, but a SUItable candIdate could not be found withm the
reqUIred tImeframe A contract WIth Coopers and Lybrand has been let to prOVIde thIS serVIce on
an mtenm baSIS

9 The PS for Agnculture IS Chairman of the Govermng CouncIl of BCA

10 BCA, although recently created, actually has a long hIstory m that It subsumed the Botswana
Agncultural College, whIch had been m eXIstence smce 1967 (see BCA, 1992/1993)

11 The Prmcipal would superVIse only the finanCIal and related admimstratlve aspects of
SACCAR's operatIOns For matters of related to the substance ofSACCAR's mandate and functIOns
the reportmg lmk for the Sector CoordInator would be to the PS for Agnculture
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12 ThIS type of arrangement IS a common feature of U S land grant InstitutIOns In whIch the
extenSIOn servIce IS attached to the UnIVerSIty, and agncultural program managers, researchers, and
extenSIOn agents have UnIVerSIty appoIntments but are not teachmg faculty members

13 It should be noted that CrCE IS stIll In the process of negotiatIng wIth BCA for a share In the
revenue It generates Currently all revenues go Into the College's core operatIng fund

14 The posItIon tItles employed WIthm the Botswana cIvIl servIce system are used here If the BCA
placement optIOn IS selected, dIfferent Job classIficatIOn titles correspondIng to the College's
personnel system would need to be developed

15 The methodology for thIS exerCIse could draw upon what USAID has developed for IdentIfyIng
Agency strategIc ObjectIves and the means to achIeve them, so-called results frameworks and results
packages

16 As part of thIS mstitutlOnal analySIS and strategIc plannmg exerCIse, the Department of
Agncultural Research and the consultant prepared draft terms of reference for assIstance to
SACCAR

17 ThIS kmd ofworkshop denves from a well-developed process methodology that IS WIdely used
In donor-supported actIVItIes The workshops are varIOusly termed team plannmg meetmgs (TPMs),
project launch workshops, actIOn-plannmg workshops, or strategIc plannIng workshops See for
example, Brmkerhoff (1994)

18 ThIS strategIc plan would mclude WIthIn It conSIderatIOn of sustamabIhty Issues for SACCAR
and for agncultural research and technology transfer systems (see Ellsworth, 1997)
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