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EXECUTIVE SUMMARY
 

I. INTRODUCTION 

In 1980 an international task force recommended ·~o the Consultative Group 
on International Agricultural Research (CGIAR) that an organization be 
established "for the purpose of assisting governments of developing 
countries to strengthen their agricultural research." ]j Thus ISNAR, 
the youngest of the 13 centers in the CGIAR network, established its 
headquarters in The Hague, Netherlands, in September 1980. 

As a member of CGIAR, ISNARreceives core funding from a variety of 
sources, including the Science and Technology Bureau of AID, amounting to 
a total of approximately 3.0 million dollars in CY 1983. ISNAR also 
receives funding for special projects awarded on the basis of proposals 
submitted. 

In June 1982, ISNAR submitted a 3-year proposal to the member countries 
of the Cooperation for Development (CDA) Technical Committee on 
agricultural research. ~ The project purpose is to strengthen 
agriculturd research in Africa through improving the management skills 
of research directors and scientists. Both the United States (AID) and 
Great Britain (Overseas. welopment Agency - ODA) responded to ISNAR's 
request, and ISNAR's proposal became a CDA-supported activity. As a CDA 
activity, status reports are given at the semi-annual CDA technical 
oommittee meetings. 

A secondary purpose of this project is to implement a long-term 
management training capacity for agricultural research in Africa, and it 
was felt that the OAU/Scientific Technical and Research Commission (STRC) 
should be called upon to provide guidance and information concerning 
possible collaborating institutions within Africa. The OAU/STRC is also 
kept informed of progress under this project through ISNAR's 
presentations at the CDA technical committee for agricultural research 
meetings. 

II.	 PROJECT DESCRIPTION 

As described in the document titled "Strengthening the Management of 
Agricultural Researl:h in Africa: A Staff Development Proposal" 
(Attachment A)',' the ISNAR project has the following three pri1Jl8.ry 
components: 

(1)	 a field study, comprised of 4-5 country stUdies, to determine 
specific management needs of personnel involved in national 
agricultural research, including an evaluation of the current 
strengths and weaknesses in management, (1982-1984); 

(2)	 the development of 10 case studies with teaching notes, as well as 
other training tools (e.g., training modules), for use in workshops, 
(2 in 1982, 5 in 1983, 3 in 1984); and 
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(3)	 to develop and conduct 9, one-week management training workshops, 
(1 trial in 1982, 4 in 1983, 4 in 1984). 

In addition, ISNAR will maintain contact with participants (research 
directors and scientists), consider inv1t11~ sel~ted participants back 
for a second workshop, and encourage contac t and communication among 
African agricultural research managers and ~cientists. 

The fourth component is to build e. base for a long-term management 
training capacity for agricultural research within Africa by . 
coll~borating with African management training institutions and by 
involving African profesoionals in all components of the project. By 
conducting workshops jointly with African management training 
institutions, ISNAR will provide assistance with program orientation, 
materials preparation, course content, teaching materi.als and the 
identification of external resources. 

III. OBJECTIVE OF MID-PROJECT EVALUATION 

This evaluation was conducte~ twenty-three months after the grant was 
signed in September 1982. However, due to the fact that A.I.D. 's 
determination that ISNAR's financial system was properly accountable was 
not made until May 1983, project activities did not begin in force until 
June 1983. ISNAR did begin the country surveys earli~ using existing 
ISNAR core funding. 

It is important to note that this is an implementattun evaluation, not an 
impact evaluation. Therefore, the primary objective is to assess ISNAR's 
progress and efi'ectiveness in achieving the project outputs as agreed to 
in the grant. The teem believes, however, that the final evaluation 
should assesa, to the extent possible, the impact Ofl (1) the training 
program on the participants' management skills, and (2) improved 
management skills on the efficiency and effectiveness of agricultural 
research programs. Indicators reflecting improved management and 
increased efficiency and effectiveness of agricultural research programs 
need to be formulated and agreed upon by ISNAR and AID. It may then be 
possible to explore these indicators by interviewing alumni from ISNAR's 
previous workshops. 

The basi.c objectives of the mid-project evaluation are set forth in the 
"Statement of ':Jork for the Mid-Project Evaluation" (AttachmenG B). In 
summary the objectives are as follows: 

1.	 Evaluate ISNAR's approach in achieving the project purpose, 

2.	 Evaluate ISNAR's results and progress in achieving the project 
outputs; 
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3.	 Assess ISNAR's effectiveness in conducting the workshop, 
particularly the relationship between training methodology, 
ourriculum, and learner perfo~mance and satisfaction; 

4.	 Assess ISNAR's effectiveness in assisting in the further development 
of the training capacity of the cooperating institution; 

5.	 Examine the relationship between the improvement of agricultural 
research management and the dissemination of research results to 
small farm holders; 

6.	 Review reporting procedures, funding status and financial management 
in terms of accountability and compUance with AID policy and 
procedures; 

7.	 Evaluate the need for a project assistance completion date extension; 

8.	 Review efficiency of project management; and 

9.	 Make recommendations to AID concerning continuation, modification or 
discontinuation of AID's support to ISNAR. 

At the beginning of the stUdy, these were the basic guidelines by which 
the evaluation team undertook its work. As the team worked together, it 
became apparent that some modification of the gUidelines was in order. 
The major modification was the setting aside of objective number five. 
Although a relationship between improved management of agricultural 
research and dissemination of results to farmers may exist, it was 
decided that there was no effective way, given the limitations of this 
evaluation, to address that question. However, this could be addressed 
as part of an impact avaluation. 

IV.	 THE EVALUATION PROCESS 

In order to complete the diverse objectives of the evaluation, the 
evaluation was divided into two phases, Phase I - Program Evaluation; 
and Phase II - Financial and Project Management Evaluation. While each 
team is comprised of different members, the AID project manager worked. 
with both teams in an effort to provide continuity. 

Phase I 

The Phase I teem attended the final week of the joint ISNAR/Mananga 
Agricultural Research Center (MAMC) workshop in Swaziland. Discussion 
and interviews were held with participants and ISNAR and MAMC staff 
members. The country studies, case studies and materials used in the 
workshop were reviewed. As the team was unable to contact participanta 
or staff from the previous workshop (July, 1983) at the Eastern and 
Southern Africa Management Institute (ESAMI), conclusions are based 
primarily on the MAMC workshop and on discussions with the staff. 
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Phase II 

The Phaee II team held extensive discussions with ISNAR' s staff in The 
Hague over three days. All expenditure reports, the accounting system 
and the management structure were reviewed. 

v. MAJOR FINDINGS AND RECOMMENDATION~ 

1.	 While the team agrees wi tJ: ISNAR' s decision to conduct three 
in-depth country studies, as opposed to the 4-5 as desoribed in the 
grant agreement, the team recommends that any country level workshop 
in a country where ISNAR has no previous experience be preceeded by 
a brief country survey for the purposes of identifying specific 
training needs and for mobilizing host-country involvement and 
support for the training effort. (pg. 10) 

2.	 The team believes that AID waD not adequately consulted or informed 
of the modifications in the field study and training components as 
described in the original program description. Therefore, the team 
recommends that ISNAR Bubmits to AID a letter of justification for 
these modifications. Furthermore, a greater effort needs to be made 
to ensure that the appropriate consultation he.s taken place prior to 
future implementation of major changes in the grant agreement. 
(pg. 11) 

3.	 Based on the participants' responses during the MAMC workshop, the 
team believes that the case study method of training is effective 
when combined with other methods throughout the workshop. Due to 
the fact that most participants are unlikely to have any exposure to 
this methodology, the team recommends that increased guidance in how 
to use the case study as a learning tool be prOVided. In addition, 
it is recommended that ISNAR explore utiliZing a "Hving" case study 
in the region where the training workshop is being held. This could 
involve interviews and visits to the characters and places in the 
case stUdy. Beginning with a concrete case should facilitate the 
transition to the abstract casas. (pg. 16) 

4.	 ISNAR used an extensive evaluation questionnaire which was completed 
by the participants at the end of the workshop. The team recommends 
that ISNAR consider using weekly evaluations as well as the final. 
In addition to gaining reactions closer to the actual time of the 
presentation, the weekly evaluation can be used as a tool for 
guiding the trainers in modifying their program for the remainder of 
the course. The final evaluation can then be made shorter and foous 
on the overall impact of a unit of material, or a module, and on the 
training program as a whole. (pg. 16) 
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5. ISNAR has sent a follow-up evaluation questionnaire to the 
twenty-six alumni of the workshop held at ESAMI, with eight (31%) 
responses. ISNAR wUl repeat this process with all alumni of their 
workshops as a basis for the impact assessment. In an effort to 
keep	 research IDB.nagers involved in and up-tO-date on developments in 
management, ISNAR is also considering developing a newsletter to be 
distributed to all former participants on a periodic basis. The 
team	 recommends that ISNAR proceed with the newsletter concept, in 
addition to other follow-up activities. (pg. 16) 

6.	 In any Phase II proposal that ISNAR may submit to the CDA donore, a 
clear outline of short and long-term objectives should 'be included. 
In the case of the long-t~rm objective, that of building an African 
agricultural research management capability', the team suggests 
coope~ation with African training institutions and a staff 
development program, perhaps including fellowships. It should be 
clear that ISNAR will not be able to attain the long-term objective 
within a five year grant, and that the short-term objectives leading 
to the bUilding of a base for this long-term capability should be 
established. (pg. 19) 

7.	 In an effort towards greater participation of Africans in all 
components of the project, the team recommends continued but closer 
c'=lUaboration between ISNAR and African institlltions such as the 
OAU/STRC and The Association for the Advancement of Agricultural 
Sci~ces in Africa (AAASA) to identify qualified African personnel 
for short and longer-term service through ISNAR. Furthermore, the 
team recommends that a copy of the qU6.rterly progress report which 
ISNAR submits to AID be sent to the OAU/STRC. (pg. 21) 

8.	 The following recommendations were made by the Phase II team 
concerning financial management: 

(A) Cash advance proc~ures have been deficient from both 
ISNAR and AID perspectives. Submission of an additional Request 
for Advance by ISNAR is recommended to "catch up" on the cash 
flow. (pg. 23) 

(B) It is recommended that the separate bank BJCOunt be 
utilized for all direct project payments in the future (assuming 
that an adequate cash flow is established). (pg. 23) 

(C) Quarterly reporting procedures appear adequate with the 
exception of the report for the period April - June 1983 which 
should be submitted to AID/Washington FMlPAD as soon as 
possible. (pg. 24) 

(D) It is recommended that ISNAR submit details and 
justification of the apparently excesoive con~ultancy costs. 
(pg. 24) 
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9.	 The team notes that a "project dooument" containing "a parcise 
agenda and schedule for the materials preparation and workshop 
activities", as described in the program description, has not yet 
bem completed. Given the growing number of activities under this 
project, the team recommends that this schedule of implementation be 
completed for the remaining seven months, or to the completion of 
the grant. (pg. 25) 

10.	 Since June 1983 ISNAR, with some modifications, has been.ab1e to 
make up lost time and is now on schedule. It appears that adequate 
funds are available to complete the project activities currently 
committed and tentatively planned as fol1owsl 

(1)	 training seminars in Cameroon, September 1984, and Mali, 
February 1985, 

(2)	 case studies (final three or four to exceed by one or two the 
planned ten), and 

(3)	 the additional training seminar tentatively planned spring 1985 
in Kenya. 

An extmsion of the Project Assistance Complete Date (PACD) past May 
31, 1985 is not recommended. at this time. However, in the event the 
training program planned for Kenya cannot be implemented prior to 
the PACD a reasonable extension, at no additional cost, would be 
recommended. Further, it is recommended that a Terminal 
Disbursement Date be established at 90 days after the PACD. 
(pg. 21) 

VI.	 CONCLUSION 

The team concludes that ISNAR is on schedule in achieVing project 
outputs, with some modifications. Furthermore, project outputs have been 
well executed and are beneficial contributions to the field of 
agricultura1 research management training. Based on participant and 
staff responses, the training component has prOVided relevant and 
effective skills and management perspectives. The team recommends that 
AID and other CDA members continue support of the ISNAR project and, 
pending the results of a final impact evaluation, consider additional 
funding in the future. 



PHASE I 

Program Evaluation 

James L. Gulley 
A. O. Williams 
Barbara Wyckoff 



'IHE EVAIlJATlCN 

I. ISNAR.' s APFROAai TO .AOITEVJN; THE PROJEcr PUlUOSE 

Relatively little work has been done previously in the field of 
agricultural research management in Africa. ISNAR. 's approach to 
strengtheni...~ the management skills of research directors and scientists 
is to first define, through cOlJntry studies, the management tasks 
involved in agricultural research, and then to identify specific problems 
and skills needed as viewed by the managers themselves. The .regional 
training component then provides the necessary training to improve these 
skills, as well as the opport:uni.ty for managers of various nationalities 
to meet and share problems and ideas. 

Each ttai.ning 'NOrkshop presents a combination of concrete tools and 
skills, as well as the more abstract concepts and perSPeCtives of 
management. These are presented through lectures, small group 
discussions and case studies. ISNAR. believes that the case study method 
of training provides the opportunity for participants to be exposed to 
situations similar to their own, and to then develop possible solutions, 
benefiting from the experiences of the group.. Participants leam the 
concepts of management 8.nd how to determine which management tools are 
applicable. 

The evaluation team believes that this approach is valid and effective on 
an individual level. Often, however, causes of poor management are far 
broader than the individual alone. The country studies, particularly 
those for Sudan and Cameroon, recognize that management training must 
address the overall agricultural research system to make any training 
effective. As stated in the Sudan study, "a system-wide perspective 
facilitates distinguishing bet-Neen what training can and cannot be 
expected to do within reasonable limits" (p. 8). Out of this "~stem" 
perspective came a recoamendation that both "management training' and 
cOOlplementary "management actions" be included in the management 
improvement program. The study emphasized the importance of ''building a 
climate for change". Applied on a country-level, a "system" perSPective 
for the implementation of training appears to be essential for the full 
impact of the training effort to be felt. The team agrees with this 
perspective and supports the initiation of country level training 
programs which use a "system" approach. 

II. ISNAR I s RESUL'IS AND ffiCGRE3S IN .AOITEVJN; PROJEcr 0lTrPUIS 

ISNAA. has made' greater progress toward some of the outputs established in 
the project proposal than others. Tables 1-5 SUlIlIlarize the outputs of 
ISNAR which have resulted from the grant through August 31, 1984. 
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Following is a discussion of the outputs, as well as a cOOIparlson between 
plamed outputs of the original agreement and those which actually 
occurred and are anticipated. 

Country Studies 

As Table I indicates, lSNAR. has cOOlpleted three country studies 
(Zimbabwe, Sudan and Cameroon) and is nearing COOlplel:ion of a suamary 
report based on the three studies. The original agrlaement called for 4-5 
country studies. lbwever, it appears that 1SNAR decided early on that 
only three country studies would be done. This is clearly indicated in 
the First Technical Report (p. 3) which outlines the planned work for the 
ensuing quarters: "Fieldwork for the remaining two country st:udies (in 
Cameroon and Sudan) will be cOOlpleted during October/November (1984)." 
No mention is made of either a fourth or fifth countty st:t.xly. The 
decision was apparently made without prior consultation with AID. 

ISNAR's staff explained the reasoning behind the change as a decision to 
use the available resouces for fewer but more in-depth studies instead of 
for a larger number of more superficial studies. 

Underlying the decision to carry out more in-depth studies was the 
judgment by lSNAR. that, although not a representative sample of all 
African countries in any statistical sense, the three countries selected 
represent a broad sampling of the management training needs for 
agricultural research in Africa. 

The three countries are situated in very different 
ecological zones, have a different colonial backgrolmd 
and administrative traditions, and possess research 
systems that differ substantially in their history, 
structure, size, and staffing. Together, they provide a 
unique opportunity to examine manag~nt problems in 
agricultural research. 3/ 

!SNAR's staff believed that the three country studies have provided 
adequate information to begin effectively the crucial task of management 
training for agricultural research. 

As the Cameroon country study indicates, the three countries represent a 
range of diverse conditions in Africa. Yet, at the same time, the three 
studies identify a number of management tasks ccmoon to the African 
agricultural research environment. The ZiOOabwe and Came!'oon lists of 
managerial tasks are nearly identical (p. 11 and p. 3, respectively): 
research programning (strategic plarming and evaluation, programning and 
buJgeting in the Cameroon study); financial management; personnel 
managens1t; station management (management of physical resources in the 
Cameroon study); and information management. In the Sudan study these 
basic elements have been broken down into a larger nunber of functional 
tasks (p. 9). 
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The studies also indicate that, although agricultural research managers 
may be competent in their fields of research, few have received any type 
of management training. Many research managers not only lack 
understanding of the breadth of managerial functions in general, but also 
often lack a clear understanding of the managerial responsibilities of 
their own jobs. Many even lack job descriptions. Managers of 
agricultural research often feel a sense of isolation, even from peers in 
the research system. The studies indicate that there is a need for 
management training within virtually all functional areas of management. 
The team believes that ISNAR has illustrated cOD:.Il.etely the major 
management tasks, and has confi.1."!Ed and identified training needs from 
the manager I s perspective within these tasks. 

These are some of the cOlIlIlOn management tasks and needs upon which ISNAR 
has developed their training program. Table 7 identifies the major 
subject areas covered in the t-W1C 1NOrkshop. It indicates the broad range 
of topics and methods used to address each of the management tasks. 

In the judgment of the evaluation team, in light of the three country 
studies done and ~~ I s collective experience throughout Arrica, 
conducting additional country studies is unlikely to have resulted in a 
major roodification of the basic elements identified in the three studies 
as key areas for the design of training programs. ISNAR I S decision to 
m::>ve ahead with the training cOlIlp'Xlent was probE:lbly a good decision. 
What remains at issue is the manner in which the decision was made. 

The foregoing does rot imply that country studies are unimportant. On 
the contrary, when a major training effort is being planned for a 
country, a thorough study of the specific research system CS>.\ serve t:1NO 
important purposes: (1) to increase knowledge of the specific needs of 
the country in order to make the training IOOre I "relevant:" ; and (2) to 
create an at:Ioosphere of awareness and understanding of the value of 
management training within the total agriculo.rral research system. 

A "systems" perspective as described in ISNAR ' s approach, recognizes that 
management training workshops without management actions will be 
ineffective. A critical step in the training process is the IOObilization 
of support and ccmnitment to the overall training effort. Without such 
support, providing training workshops to isolated individuals will do 
m::>re to raise the frustration level of individuals than to improve 
management of agricultural research. 

~ of the three country studies have stimulated follow-up activities. 
In Cameroon, a two-....eek workshop is scheduled for September 1984. Built 
into the Sudan study is the offer of ISNAR. I S further assistance in 
management improvement for agricultural research. Further participation 
by ISNAR in training in Sudan is expected. 
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Recoumendation: 

'!he team recamnends that whanever ISNAR decides to undertake a major 
training effort in an African country in which it has not worked 
extensively before, ISNAR. should do a study of the country's needs for 
management training as the initial step in the training process. Such 
studies should have t'No goals: (1) identification of the specific 
management training needs for agricultural research; (2) identification 
of potential local faculty for futt-m activities; and (3) IOObilization of 
support for the training effort that will make the implementation of 
training possible. This latter goal may in itself result in less 
formalized on-the-job training exercises for key policy and program staff. 

Case Studies 

Table 2 indicates that eight case studies have been cOOlpleted. ISNAR 
plans to write 3-4 additional case studies and to prepare teaching notes, 
as stipulated in the grant, by the end of the grant period, May 31, 
1985. On the whole the case studies seem average, with the exception of 
sane which are excellent. It is important to note that specific skills 
are needed to write case studies, inclL.iing experience with using case 
studies as a training tool, and ISNAR should ensure ~t the appropriate 
staff is used. 

Training WorksOOps 

The number and structure of the worksOOps have been IDJdified fran what 
was stated in the original agreement. ~i.nB.lly, ISNAR. plarmed nine 
one-week worksbJps. Based on participants and instructors' couments· on 
a two-week worl<shop held at the Intemati_onal Institute of Tropical 
Agriculture (IITA) in Ibadan, Nigeria in 1982, JSNAR. detennined that two 
weeks was a minimlm time for a regional workshop to provide a minimum 
critical mass of management tools and perspectives in agricultural 
research management to effecti'Jely improve the management capabilities of 
research directors and scientists. 'lhe second worksbJp, which was held 
at ESAMI in July 1983, was two weeks long, and the workshop at MAMC was 
four 'Neeks long. ISNAR. has determined that a 3-4 week period is mst 
appropriate for a regional workshop. '!hese experiences have dictated the 
IDJdifications made in the worksbJp caDpOnent. (Table 4) 

Response to the Modfications 

ISNAR ~cie appliCation for the grant with the expectation that funds 
would be made available September 1, 1982. Funding did not become 
available until July 1983. As the First Teclmica1 Report indicates, 
''work under the USAID-fuOOed portion of the above project began on a 
small-scale in February, 1983 - even though actual :EuOOs 'Were not 
received by ISNAR until July, 1983" (p. 1). This was one factor that 
slowed progress toward the overall objectives. In spite of the delay in 
funding, ISNAR has made substantial progress in fulfilling the 
requirements of the grant agreerrent. 



-11-


Given the small amount of resources provided in the grant compared to the 
great needs for management training for agricultural research, there is 
probably no single "optimal" mix of country studies. case studies and 
workshop sessions. There are certainly no objective criteria for 
determining what the mix might be. Therefore, the team does not judge
the modifications to be a major obstacle to the fulfillment of the major 
terms of the agreement. . 

Regardless of the justifications which may be made for the modjfications 
to the agreement between ISNAR and AID. the modifications ought to have 
taken place in consultation with AID. At the same time. AID could have 
clarified the issue at an earlier stage when the First Technical Report 
was received (approximately October, 1983) so that whatever modifications 
to the grant were needed cauld be made on a collaborative basis. 

Recanmendat ion: 

The team reccmmertds that greater efforts be taken to ensure that the 
appropri~te conshltation has taken place prior to the implementation of 
major changes in the grant provisions. In addition. the team recommends 
that ISNAR submit a formal justification to AID for the modifications in 
the field study and training components. Similarly, AID may want to 
modify the project description as outlined in the grant agreement
accordingly. (See Attatchment C: Draft Amendment to Program Description) 

III. ASSESS ISNARIS EFFECTIVENESS IN CONDUCTING THE WORKSHOP 

The phase I team attended the final week of the four-week workshop
conducted jointly with the Mananga Agricultural Research Center (MAMC) in 
Swaziland. The team interviewed participants and staff at the workshop.
While it is possible to assess the structure and effectiveness of the 
workshop in the short-term, based on observations and participants' 
comments, any assessment of effectiveness in the long-term i~ severely
limited given the constraints of the evaluation. The team did, however, 
review eight (31%) follow-on questionnaires which had been completed by
alumni from the ESAMI workshop held in July 1983. Hopefully, additional 
questionnaires will be received prior to the final evaluation. However, 
those which were returned do represent a better than average sample of 
mail questionnaires in general. 

f!dJcipant Responses to the ESAMI Follow-up Questionnaires 

The respondents from the ESAMI workshop completed the questionnaires one 
year after the workshop. Their overall response to the workshop was 
quite positive. On a scale ranging from flexcellentfl to fl poor", almost 
all rated the workshop as fl very good" (7). One rated the workshop
between fl very geod fl and flaverage. fl All respondents said they would 
recommend the course to a colleague (6 "definitely yes" and 1 flyes"). 
All indicated they would be willing to take a follow-up workshop which 
built upon the previous course concepts. 
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Asked to list the single greatest benefit of the workshop, half of the 
respondents gave responses which suggested they thought they had improved
in their ability to make critical assessments, study or scrutinize 
situations or research problems in order to solve problems or make 
decisions. Uther major benefits cited included a better understanding of 
the human element of management, motivatlon, or improved ability to 
communicate with both superiors and subordinates (6), exposure to ISNAR 
or international research r~9anizations (2), increased confidence in 
problem solving abilities (2), awareness of expectations, and risks of 
farmers and linking research and extension (3), and exposure to 
accounting and financial management techniques. 

All but one participant indicates that he had made use of something from 
the workshop or had at least discussed some of the learnings. 
Interpersonal relationships (working as a team. encouraging discussion, 
encouraging and understanding individuals) were mentioned most often as 
examples of how training was applied. Other major applications included 
prioritizing (3), improving communications technique$ (3) and use of 
organizational skills (3). Major learnings discussed with staff included 
items related to human relations. communications and discussions (4). 
research applications, linking research with extension or farmer 
expectations (3), organization (3). and budget and financial management
(3). 

The major changes recommended for any follow-up workshop was to increase 
the length (4). to have fewer case studies (3), and to have more 
practical exercises or field trips (3). One suggested a better balance 
was needed in the course; others specifically suggested more discussion 
and lecture and more time for participants to share their knowledge. 

A large variety of topics were suggested (15 different ones) for a 
follow-up workshop. Some items mentioned more than once were 
research/extension links (2) and topics related to financial management 
or economic analysis (2). Two persons also suggested following up the 
previous workshop specifically in light of the experience gained by the 
participants in the intervening period. One even suggested that 
returning participants make a report on their subsequent experienc2 in 
relationship to t~e workshop. 

The response to the participants in the questionnaires clearly indicate 
that the trainino ~xperience was positive. They have indicated both 
general and specific ways in which they have used what they have 
learned. Based. on their responses, it appears that the ISNAR project has 
improved management skil1s of research director~ and scientists. The 
extent to which this perception can be further verified will depend on 
receiving additional questionnaires and the planning of some form of 
impact evaluation by the final evaluation team. 
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Participants at the ISNAR/MAMC Workshop 

The ISNAR/MAMC workshop was attended by 18 participants from 8 countries 
in eastern ana southern Africa. Seventeen of the participants had 
completed graduate studies (11 M.Sc and 6 Ph.D.). Of the other two, one 
held a B.Sc. degree and one a post-graduate diploma. Almost one-half 
received their highest degree in the United States. About one-fifth were 
trained in the United Kingdom. Two received their highest degrees in 
African institutions, and one each was trained in Australia and the 
USSR. All but two received post-graduate degrees within the last eleven 
years; eight since 1980. Fifteen had some administrative 
responsibilities with th ~ or more subordinates. Fourteen were 
responsible for both funds and budget planning. Two were in charge of 
budget planning only. (See Attachment 0: Participant Profiles) 

In response to the participants, as described in the above profile, the 
workshop was of a high academic standing and was very demanding. The 
emphasis on human relations, financial planning and management tools, and 
general management perspectives, was very appropriate for these 
participants. Throughout the workshop, the staff was responsive to the 
participants' needs and interests, often modifying the schedule and even 
adding sessions at the participants' request. 

Participant and Staff Interviews 

The team agreed to conduct as a group interviews of participants. Given 
the busy schedule of week four of the workshop, the fact that ISNAR was 
preparing a detailed evaluation questionnaire for the end of the course 
and because the team's time together was limited ii, the team decided 
to conduct interviEws with the participants rather than to administer a 
written questionnaire. 

Each team member contributed questions, and it was mutually agreed that 
Dr. Williams would be the primary initiator of the interviews. A list 
of participants provided by the workshop staff was randomly divided into 
three groups of six i/o All participants were given opportunity to 
reply to all the questions ask~d and were given the chance to ask 
questions and to make additional comments on their own. The dialogical
atmosphere created by Dr. Williams seemed to make all participants and 
team members free to participate in the discussion. In fact, although an 
hour was allotted for each interview, the actual interviews ranged in 
length fran an hour and a quarter to two hours. 

In addition to the interviews, informal discussions were conducted 
throughout the week with participants as the team shared meals in the 
dining room with participants and chatted informally on coffee breaks and 
outside class hours. 

Similarly, the evaluation team met as a group with members of each of the 
two staffs who were available. Two sessions were held with !SNAR due to 
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the wider range of issues of the gr&nt which were discussed. After all 
of the illterviews were conducted, the evaluation team met and fotmUlated 
a presentation to provide feedback to the blo staffs. 

WorkshCJp Participant Response 

Overall: 

Overall the response of the participants to the 'WOrkshop was quite 
positive, rating the course 4.6 overall. roTE: All ratings are' on a 1-5 
scale, with .s.0 as the highest. Participants (82 percent) thought the 
length of the training was about ~ht. One indicated he would "not have 
been able to attend a longer course Wile another noted that it would 
have been ''very difficult to cover these courses in less time." 

Over half of the participants (54 percent) believed the courses 
contribution to their 'NOrk will be ''very good" (5.0) and 38 percent 
believed it was "good". The benefits which the participents indicated 
they had gained from the 'NOrkshop included tmse which \¥ere goals of the 
training: to be "a more effective managerj" and an awareness of research 
as "client-centered," with the farmer as the client. 

WorksOOp Content and Training Meth:>dology: 

A variety of styles of presentation \¥ere used during the workshop, 
including lectures, lectures in conjunction with small group 'NOrk, case 
study presentations, simulation excercises, films, and video taping of 
oral presentations of participants. 'There was no pattern which indicated 
that any particular method of presentation was vastly superior to 
others. Tables 7 and 8 give a breakdown of the basic topics covered in 
the 'NOrkshop and the methods used during the training course. In 
addition to the effective overall management of the course, case studies 
and small group work were cited among the strengths of the course. 

Topics covered under Management Tools for Agricultural Research (4.9) and 
the Human Side of Research Management (4.8) were rated lOOst highly in 
their relevance to professional work. The man9.gement tools material was 
rated in between the other two (ranging frem 4.0 to 4.5). In general, 
the case studies (4.2) and the topics covered under the Perspectives on 
Research Management (4.1) were rated somewhat lower (ranging from 3.1 to 
4.5) in terms of their relevance to the participant's professional 'NOrk. 
The materials on econcmics for research managers, which were presented by 
lecture, were rated lower (3.3) by participants. 

In discussing the course materials with the participants, the team r,ame 
to the conclusions that the participants rated the management toohI and 
the 1'uJman side of management IOOst highly as they were able to relat~ 

these concretely to their work. In short, many "answers" wre pt"r:Nided. 
On the other h.an;j, the case studies and perspectives were more abstract 
and did not seem relevant to the participants in the short term, a 
possible explanation for their lower rating. The team believes, 'however, 



-15­

that when building a base for improved management both the concrete and 
abstract are neceSS8.1."y and therefore supports the inclusion of both in 
the curriculum. 

The Wonnal ccmnents of the participants indicate that IOOre attention 
needs to be given to the use of case studies and the case study method in 
the \¥Orksmps. Their responses indicate that IOOre time may be needed in 
discussing cases. For example, some participants also ccmnented that 
they ''want to know the answers and tutors' views." Oth:!rs suggested a 
"lOOre cOOlprehensive wrap-up by (the) professor" was desirable. Other 
participants thDught there were too many cases and not enough time to 
read the cases. Since for many, if not the IOOst, the case study was new, 
it is is not surprising that they may have felt less comfortable with 
that method when compared to the lecture and lecture/small group 
discussion methods of presentations. 

At the same time, participants cited a nt..DDber of new perspectives gained 
through the case studies, including: the importance of "small farmers' 
(user/clients) needs in formulating a programne"; matching goals to 
resources; the importance of looking at the situation from all facets; 
and relating goals and objectives to constraints. 

To find the extent to which the case method has or has not been 
effective, evaluators must go beyond what participants think they have 
learned at the end of a \¥Orkshop to examine on-the-job perfot1DB11ce at a 
later time. If training for agricultural research management is to build 
upon its beginnings in Africa, effective follow-up contact and evaluation 
are needed. 

It is difficult to attribute specific responses to either individuals, 
type of materials presented or method of presentation. The three faculty 
rated IOOst highly made a wide variety of types of presentations, ranging 
from lectures to case studies and including lectures combined with small 
group \¥Ork. And the topics covered by two of these individuals ranged as 
widely as possible -- from management tools for agricultural research to 
the luJman side of agricultural research. 

The responses of the participants suggest that training methods should be 
evaluated in terms of the purpose which is to be accanplished. When used 
judiciously, even the IIDJch-maligned lecture method may be used 
effectively. The wide range of methods used in the workshJp at MAMC 
increas~ participant satisfaction. 

Structure: 

Half of th.~ participants felt that too IIDJch time was allotted to case 
studies while IOOst of the other half (42 percent) felt that the time was 
about right, even though less than 14 percent of the sessions were 
devoted to case studies. In contrast, the vast majority (85 percent) 
felt that the time allotted to management tools was too little, e.ven 
though a1lOOst one-fourth of the workshop time was devoted to management 
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tools. Most participants (77 percent) thought that the number of 
sessions (over 21 percent) devoted to the human side of research 
management was about right. The team believes that the above reflects 
the higher value, based on short term utility, the participants placed on 
the management tools over more abstract concepts. 

There were also a few comments in the evaluation summary related to the 
heavy schedule or lack of time. Ironically, the evaluation team learned 
that the participants had actually requested additional night. sessions 
during the third week. These were developed and presented in four 
sessions in addition to the regular schedule. 

Recanmendations: 

In light of the above discussion, the team makes the follOWing 
rec(JllT\endations: 

1.	 Adequate time should be given in the workshop for participants to 
became more f3mi1iar with ways of approaching the case study 
method. Increased gUidence in the use of the case study method 
does not mean that the goal is to help participants to find the 
"r ight answer" but to enable participants to gain greater facility
in the use of the method as early in the course as possible, and to 
develop their thought processes in problem solving situations. 

2.	 Explore the possibility of utilizing a "living" case study in the 
region where the training workshop is being held. A living case 
study might bring the method itself to life. Beginning with a con­
crete case should facilitate the transition to the abstract cases. 

3.	 Weekly evaluations should be considered. In addition to gaining 
reactions closer to the actual time of the presentations, the 
weekly evaluation may be used as a tool for guiding the workshop 
leaders in modifying their programs for the remainder of the 
course. This is not possible with just a final evaluation. The 
final evaluation can be made shorter and be focused on the overall 
impact of a unit of material or a module. 

4.	 In an effort to keep research managers involved in and up-to date 
on developments in management, ISNAR is also considering developing 
a newsletter to be distributed to ~ll former participants on a 
p~riodic basis. This is within the scope of the original grant 
agreement, and adequate funds exists. The team recommends that 
ISNAR proceed with the newsletter concept, in addition to other 
follow-up activities. 

IV.	 STRENGTHENING AFRICAN AGRICULTURAL RESEARCH MANAGEMENT TRAINING 
INST ITUTIONS 

As stated in the program description (Attachment A) of the ISNAR grant, 
"an important secondary objective will be to implement a long-tenn 
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mana ement trainin ca acit for agricultural research in Africa- (page
• urthennore, NAR expects to identify several management schools,II 

agricultural colleges, and other institutions which have the capability 
and potential support for research management training, and with which it 
can cooperate over a period of several years. ISNAR's support for these 
institutions will include assistance with program orientation, materials 
preparation, course content, teaching methods, and the identification of 
external resources [both manpower and financial] (page 8). The 
case-writer would a1so ••• train African faculty in the art and science of 
case-writing. 'I (page 14). 

The selection of cooperating institutions followed a three-step process. 
After an initial library survey, several institutions were identified 
based on the following: 

1.having a regional mandate; 

2.	 having an organization mandate to support management training,
particularly as it relates to agriculture; and 

3.having expertise in agricultural management training. 

While eight to ten institutions were contacted, four expressed interest: 

The Eastern and Southern African Management Institute (ESAMI) in 
Tanzania; 

The Mananga Agricu1tur~1 Management Center (MAMC) in Swaziland; 

The Ecole Superieure de Gestion des Enterprises (ESGE) in Senegal; 
and 

The Pan African In;;titute for Deve1oP11ent (PAID) in Cameroon. 

These institutions were visited by ISNAR staff, and representatives fram 
ESAMI and MAMC met with ISNAR in The Hague. 

As of August 1984 ISNAR had collaborated in workshop presentations with 
two institutions: (1) ESAMI in Tanzania; and (2) MAMC in Swaziland ~/. 
Plans have been made to collaborate with PAID in the presentation of a 
national workshop in Cameroon (September 1984) and with ESGE during the 
Sahel Regional Workshop (February 1985) in Bamako. 

The methodology used in implementing a long-tenn management training
capacity within the two training institutions can be c1asified into two 
categories: 

(1) learning through practical experience; and 

(2) learning through observation. 
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In the first category, both ISNAR and the host institution have a shared 
responsibility for presenting course materials at the first workshop of 
the series to be presented jointly. Greater reliance is placed on the 
ho~t institution during the second workshop. It is expected that 
reliance on host institution staff for presentations will continue to 
increase in subsequent workshops, until the host institution has the 
capacity to conduct these workshops independently. 

In the second category, each cooperating institution sends a staff member 
to one of the preceding workshops to observe and to make some 
presentations. (ESAMI sent one professor to an IITA seminar, and MAMC 
sent one professor to the ESAMI workshop.) The cooperating institution 
staff is also expected to observe ISNAR's sessions at their own workshop.
(This rarely happened at ESAMI but occured regularly at ~~C.) 
Similarly, in addition to making presentations, ISNAR staff have acted as 
observers and have provided technical feedback to the host-institution 
instructors. 

According to comments by ~AMC and ISNAR staff to the evaluation team, 
there have been numerous benefits gained from this approach, including 
the following: 

1.	 a heightening of individual professional goals and expectations; 

2.	 reduced professional isolation; 

3.	 exposure to and incorporation of different teaching styles; 

4.	 increased understanding of agricultural research management
problems; 

5.	 exposure to case studies and a reworking of MAMC's course 
materials; and 

6.	 a positive contribution to the institutional culture at MAMC. 

As shown by the above list, benefits were primarily felt at the 
instructor level, as opposed to the institutional level. 

Assistance has not been provided in the following areas as outlined in 
the grant: 

1.	 training African faculty in the art and science of case-writing; 

2.	 identification of external resources; and 

3. only minor impact in the orientation of the programs of the 
training institution. 

While valuable benefits have been attained by the staff at MAMC 
(unfortunately the evaluation team was unable to speak with ESAMI staff), 
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the team has concluded that only minor steps have been made towards the 
stated long-term objective in the grant "to implement a long-term 
management trainig capacity for agricultural research in Africa. N This 
conclusion is based on the following two factors: 

1.	 that the majority of benefits experienced were at the individual 
instructor level; and 

2.	 the particular characteristics of MAMC (100 percent expatriate 
staff and the rotating nature of this staff and program orientation 
determined by Commonwealth Development Corporation [CDC]). 

Given the above discussions, however, the team supports and recommends 
strongly further work with MAMC if possible. As stdted previously, the 
team concluded that the management capability of the participants was 
improved. This short-term objective has been, and can, continue to be 
achieved at ESAMI and MAMC. Furthermore, cooperation with ISNAR has 
improved MAMC's overall capacity to offer agricu1tual management
training. While not a stated objective of this project, it is a step in 
the right direction toward the goal of improving agricultural production 
in Africa. 

Recommendation: 

While valuable, the team does not believe cooperation with MAMC, as MAMC 
is presently established, will lead to the long-term objective of 
establishing an African training capacity in the management of 
agricultural research. Therefore, the team makes the following 
recommendations: 

1.	 CDA confirm its commitment to bUilding an African agricultural 
research management training capability as part of its long term 
objectives; 

2.	 short and long-term objectives be clarified and cooperating 
institutions be selected within this framework; and 

3.	 A clear outline of short and long-term objectives be included in 
any phase II proposal that ISNAR may submit to the CDA donors. In 
the case of the long-term objective of building an African 
agricultural research management training capability, the team 
suggests cooperation with African training institutions, 
utilization of a staff development program and consideration of 
granting fellowships. These fellowships would provide qualified 
Africans with the opportunity to work with ISNAR staff over a 
period of a year. The anticipated result would be a pool of 
agricultural research management trainers, case-writers and 
consultants. It is clear that ISNAR will not be able to attain the 
long-term objective within a five-year grant, but that the 
short-term objectives leading to the building of a base for a 
long-term capability should be established. ~I 
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Participation of African Staff 

Team members discussed at length with MAMC and ISNAR staff the challenge 
of strengthening African agricultural research management capacity in its 
various dimensions. !SNAP. has the opportunity 9Ild challenge of 
identifying African persormel who are both qualified and available to 
take on assignments with ISNAR, as well as to locate institutions with 
which to collaborate in management training 'NOrl<srops. The following 
table represents the relative degree of participation by African staff in 
ISNAR actiVities conducted under the grant. 

PARTICIPATION IN ISNAR. GWn" AcrIVI'I'IES
 
BY AFRICANS AND ftSN-AmICAN STAFF
 

Number Staff Percent 
Activity Persons African Non-African African 

Country Studies 3 11 3 8 27% 

Case Studies 8 4 1 3 251 

Workshops: 

ESAMI 1 6 3 3 5010 
MAMC 1 8 1 7 12.51 
PAID/Cameroon 1 13 10 3 771a 

Evaluation Team: 

Mid-term 1 4 1 3 25t 
(Phases I and II) 

Concern has been expressed by a team member on behalf of the OAU/S1RC 
about the lack of adequate participation by Africans as trainers and in 
course material preparation. The OAU/S1RC feels that closer 
collaboration between ISNAR and African organizations such as OAlJ/S'l'RC or 
AAASA, as stated in the program description, is more likely to lead to 
identification and greater involvement of suitable Africans trainers. 

The data are displayed rot because there is magic in nl.lllbers, but because 
they vividly illustrate the challenge which lies before ISNAR and all 
institutions concerned with strengthening African institutions and 
increasing the invol~nt and experience of Africans in management 
training for agricultural research in Africa. 
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Recomnendation : 

The team reccmnends continued but closer collaboration between ISNAR. and 
African organizations such as the OAl1/SmC and AAASA to identify 
qualified African personnel for short and long-term service through ISNAR. 



PHASE II 

Financial and Project Management Evaluation 

Travis' Rattan 
Barbara Wyckoff 
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VI. REPORTING PROCEDURES, FUNDING-STATUS AND FINANCIAL MANAGEMENT 

Project Fur.rling 

Under the terms of the Grant Agreement, dated September 30, 1982, and as 
modified March 18, 1983 AID funds would be used to provide technical sup­
port for strengthening the management of agr~cu1tura1 research in Africa. 
Under this CDA project managed by ISNAR, funding was planned as follows: 

AID Grant $495,000
 
ODA (Great Britain) 144,000
 
ISNAR Contribution 176,350
 

Total-Active Donors 815,350 

Upspecified donor 123,350 

Original planned funding '938.700 

The unspecified donor, for whatever reasons, was never identified and, 
therefore, no funds have been received from that source. At this point
ISNAR does not intend to look further for a donor. The grant agreement
does provide that, in the event "other donor" funds are not made 
available, ISNAR's contribution will be increased accordingly. It 
appears, however, that no additional funds will be required from ISNAR 
(or other donor) as shown in schedule of expenses through June 30, 1984, 
Table 9, and planned expenses, Table 10, for the remainder of the project 
ending may 31, 1985. 

Recommendation 

It appears that adequate AID, ODA and ISNAR funds are available to 
complete the activities planned for the remainder of the project and that 
an extension of the grant agreement is not necessary. 

Cash Advance 

There has been a serious cash flow problem throughout the life of this 
project. Apparently, the fault lies both with ISNAR and AID. The: 
agreement contains a condition precedent restricting disbursements until 
AID determined that the ISNAR financial system was properly accountable. 
The determination was received from AID in May, 1983, some seven months 
into the :project. ISNAR requested an advance May 20, 1983 that was 
deposited into· ISNAR's account on July 7, 1983. Apparently, subsequent 
requests for advances were not properly prepared by ISNAR and/or were not 
properly processed by AID. There was also a mixup in the electronic 
system with ISNAR's bank which contributed to the delay in receiving
funds. Two advance checks were received in July, 1984. However, even 
this has not fully corrected the cash flow problem. The schedule shown 
in Table 11 indicates the shortfall in the cash flow pattern. 
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Reccmnemation: 

In order to get ISNAR back on sound financial basis for this project an 
off cycle request for an additional advance will be prepared at the end 
of August with the regularly scheduled quarterly report and advance to be 
submitted at the end of September, 1984. 

Bank Account 

According to the terms of the Grant Agreement as contained in the 
Standard Provisions, ISNAR was to establish a distinct bank account for 
AID funds. The purPOse of the separate bank account is to avoid 
caning1ing AID ftmds with other funds. However, due to the long delay in 
receiving the initial advance of $130,000 on July 7, 1983, ISNAR. was 
forced to USE:; its own general operating account funds for start-up of the 
r.roject. Up<m receipt of the advance, ISNAR. transferred funds fran the 
'AID acCOlmt" to its own general operating account to "pay back" project 

expenses incurred and paid prior to the receipt of advances. This same 
procedure has continued throughout most of the period of the grant 
because of the delay in receiving advances. 

Recoomendation : 

This problem was discussed with the ISNAR accountant who now fully 
understands the proper way to handle AID furxls, but the lack of adequate 
cash flow has dictated otherwise. In order to regularize the cash 
prob1e:n a reccmnemation was made that an off-cyc1e request for an 
advance should be submitted at the end of August. If the request is 
properly processed by AID, and if the advance is received in a timely 
manner by the end of September, the problem should be rectified. It is 
reccmnended that the bank account then be utilized only for all direct 
project payments. 

Accounting System 

The following statement was made by ISNAR' s auditing firm, Price 
Waterhouse Nederland, in an audit report. issued March 9, 1984: 

''We have examined the accompanying accounts for the year
 
to December 31, 1983 of the Intern,gtional Service for
 
National Agricultural Research (ISNAR).
 

Based on ·our examination, 'file are <:>f the opinion that
 
these accounts have been properly prepared using
 
accounting principles consistent ,nth those used in the
 
preceding year to give the infoI'IDlition required to be
 
shown in accordance with the accounting procedures
 
contained in the instructions issued by the Consultative
 
Group on Inte~tional Agricultural Research [aTIAR],
 
Washington." 2./
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The accounting system being used by ISNAR, as indicated above, follows 
a;IA." fotmat. It appears to be very sophisticated and CCXDp1etely 
adequate to capture costs properly attributed to AID projects. Separate 
accounting codes have been established for AID project expenses and are 
used routinely to allocate costs. 

QJarter1y Reports 

There was a. misunderstanding in the preparation of the required 
financial quarterly reports as well 8£ one report not being prepared at 
all. The proper fotmat along with supporting data requirements was 
discussed with the ISNAR accountant. 

Recomnendation: 

The missing report for the period April-June 1983 should be prepared am 
submitted in order to correct cunulative accountability of project funds. 

Consultant Fees 

In reviewing the actual costs for the seminars held at F.SAMI and M»fC 
there were two similar items of expenses that require further 
explanation by !SNAR. Two consultants fran Nairobi and the United 
States \to'ere contracted to prepare seminar materials and to actively 
participate in the workshops. We understand fran discussions held with 
ISNAR officials that a package fee was negotiated to cover each 
consultant's time spent in preparing general material for the workshops 
as \to'ell as the time spent supervising arv:J/or teaching the \tlOrkshops. We 
were unable to make a detailed review of the tiJIe and effort spent by 
the consultants but it appears that the fees and other paid expenses in 
excess of $10,000 and $15,000 are quite lucrative and perhaps excessive. 

Reccmnendation: 

In the interest of all the parties concemed ISNAR should provide an 
explanation and justification of the fees paid to the two consultants. 

VII. EFFICIENCY OF ffiOJECI' MANAGa1ENl' 

The CDA/AID project is managed within the Training and Conference 
Division of ISNAR. Within that division, limt lbbbs has primary imple­
mentation/supervision responsibilities of the workshop and case study 
ccmponents of the project. He spends approximately 60 percent of his 
time on the CDA pruject including the supervision of case writing, prepa· 
ration of curriculum and materials for workshops, conducting workshops, 
working with cooperating institutions, and corespondance with 
participants. 

In addition to Hobbs, two full-tiJIe emo1oyees work on preparing case 
studies and French-language materials, as well as conducting workshops. 
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aDA funjs are also supporting a part-time case writer. The above staff, 
in addition to other ISNAR staff and consu1tants_ prepared the three 
country surveys. 

Overall management of the CDA project and program planning are the 
responsibility of the training division head. Given his busy travel 
schedule and other responsibilities, however, he is sometimes 
unavailable. ISNAR officials have recognized this problem and, in May
1984, asigned to the Executive Officer overall project coordination
responsibilities. 

ISNAR has explored two mechanisms for the management of the training 
program, the most complex project component, which the evaluation team 
found to be effective and recommends their continuation. 

1.	 During the three··four months prior to the MAMC workshop, a cemnittee 
of ISNAR staff involved in the CDA project met for one half day 
every two weeks. This cemnittee was responsible for resolving 
programmatic lssues, determining course content, and for overall 
planning. It seems that this process was beneficial as it involved 
a cross-section of staff responsible for all sections of the 
project. As a result, everyone had input into the design of the 
workshop and was also kept informed of the progress. This coomitte~ 
process is being repeated during the six weeks prior to the workshop
planned in Cameroon for mid-September. 

2.	 ISNAR has also recently begun a training activity summary sheet 
(Attachment G) to be completed for each workshop. This sheet will 
be useful as a planning tool and as a record for future programming
and evaluation activities. 

Reccmmendat ion 

The team notes that a "project document" containing "a precise agenda
and schedule for the materials preparation and workshop activities" as 
outlined in the program description (Appendix A, page 5), has not yet
been completed. Given the growing number of activities under this 
project, the team recommends that this schedule of implementation be 
completed for the remaining seven months, or to the completion of the 
grant. 

VIII.	 THE NEED FOR A PROJECT ASSISTANCE ~OMPLETION DATE (PACD) EXTENSION 
-

In order to evaluate the need for a PACD extension, both the Phase I and 
Phase II teams examined the orig~ '~1, actual and planned project 
outputs. The Phase II team also examined the schedule of expenses
through June 30, 1984 (Table 9) and planned expenses for the remainder 
of the project, ending May 31, 1985 (Table 10). The major findings are 
described below by project output. 
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Country Studies 

The grant agreement called for four or five countries to be selected for 
an in-depth survey on management issues in agricultural research. 
However, early in the project life it was detennined that three 
countries would be sufficient and, as a result, more thorough studies 
were obtained than was originally planned. Actual costs of the three 
country studies amounted to $49,057 compared to a bUdget of $49,750. 
ODA or ISNAR funding will be used to complete _~e summary report. 

Case Studi("1 

At the end of July, 1984 eight case studies have been completed out of 
the ten that were originally planned. Actual costs incurred through
June amount to $69,316 out of planned costs of $100,000. At least two 
more case studies as well as teaching notes for all 10-12 case studies, 
will be prepared by ISNAR staff, which will complete the planned studies. 

Workshops 

The original proposal provided for nine separate workshops of one week 
each involving 20 participants each for a total of 180 participant/weeks.
This plan projected an average cost of approximately $1,918 per
participant/week. 

However, early in the life of the project it was detennined that fewer 
workshops of longer duration with morfl participants in. each seminar 
would be more effective from the teaching/learning perspective as well 
as being more cost effective. 

The revised plan now provides for at least four workshops of either two 
or four weeks having 20 to 30 participants each for a total of 200 
participants/weeks. This revised plan now projects costs to be 
approximately $1,423 per participant/week. The biggest single factor in 
costs savings is the reduced expenses for participants travel to and 
from the workshops. (See Table 12.) 

Although the training workshops were delayed in being implemented and 
there are now fewer workshops than originally planned, there will be 
more participant/weeks provided than originally planned at a significant 
savings. The bottom line is that approximately half as many
particiapnts (94 vs. 180) will have been reached but a greater number of 
participant/weeks (216 vs. 180) will have been gained. (See Table 5)
According to lSNAR's perspective, under the revised plan attendees will 
have been exposed to a much broader range of instruction and, hopefully,
will have obtained a better base in understanding the techniques used in 
agricultural research management. 

ISNAR has completed two seminars, one at ESAMI in Arusha, Tanzania in 
1983 for 26 participants for two weeks, and recently 1n July 1984 at 
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MAMC in Swaziland for 19 students for a period of four weeks. In the 
latter seminar, AID funded 14 participants, ODA funded two and ~C 

provided funds for three. ISNAR is committed to conduct at least two 
more workshops, during September, 1984 in Cameroon for 20 students for 
two weeks and in February 1985 in Mali for 24 students also for Lwo 
weeks. If funds are available, Schedule of Planned Expenses: T~ble 10 
indicates availability of approximately $69,000, ISNAR will schedule at 
least one additional seminar, in Kenya in April/May 1985. 

Recommendation 

Given the above modifications ISNAR is now on schedule and has adequate
funds to complete the project activities currently committed and 
tentatively planned. An extension of the PACD past May 31, 1985 is not 
recommended at this time, however, in the event the training program
planned for Kenya cannot be implemented prior to the PACD, a reasonable 
extension, at no additional cost, would be recommended. Further, it is 
recommended that a Terminal Disbursement Date be established at 90 days
after the PACD to allow for final accounting activities. 

IX CONCLUSION AND RECOMMENDATION FOR CONTINUATION 

The evaluation teams have been impressed by the quality of project 
outputs and ISNAR's achievements within such a short time period.
Particularly impressive is the evident satisfaction of the participants 
at the MAMC workshop and by all those from the ESAMI workshop who 
returned questionnaires. Without exception, these 26 African managers
of agricultural research have indicated their satisfaction with the 
workshops and th~ opinion that their management skills have been 
improved as a result. The team believes that the quality of the 
training has been high. 

The evaluation teams believe thet ISNAR's commitment to the spirit of 
the agreement with AID is without doubt. ISNAR has shown initiative in 
a continued attempt to improve the quality of the training offered, and 
to make training tools available and effective for others. Where 
shortfalls in performance by ISNAR have been cited, recommendations for 
their correction have been suggested. The team is confident that these 
recommendations will be followed. 

·fhe Phase I team reiterates the need for adequate preparatory time and 
for att~ntion to be given to the final evaluation so that the means of 
assessing the· tmpact of: (1) the training materials and program on the 
participants' managerial skills; and (2) improved management skills on 
the effectivness and efficiency of agricultural research programs may be 
explored. If the impact and linkages are to be explored, advance work 
will have to be done to identify current situations to determine what, 
if any, changes have occured. Early selection of the evaluation team 
and communication between ISNAR and the team in advance of the future 
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training workshops would help to insure the opportunity for the impact
of the training to be effectively evaluated. 

In conclusion, the team recommends that AID and other CDA members 
continue support of the ISNAR project and, pending the results of a 
final impact evaluation, consider additional funding in the future. 



11	 Annual Report, inside cover 

21	 CDA is an infomal association of seven donor COlmtrles -- Belgium, 
Canada, Federal Republic of Germany, France, Great Britian, Italy 
and the United Statas -- which coordinates and cooperatively funds 
projects in five initiatives across sub-Saharan Africa. 

31	 Cameroon Country Study, p. 1 (draft) 

41	 Due to prior comnionents, the evaluation team leader had to depart 
on Thursday. The two other evaluation team members remained through 
the final sessions and departed on Saturday. 

SlOne course participant left Tuesday lOOming due to prior Ccmnitmel1ts 
and was not a part of the group interviews. He was interviewed 
infomally by team members. 

61	 FSAMl is an African institution receiving operating and special 
project funding from a variety of donors. While it was planned that 
country governments would also provide financial support to this 
institution, this has rarely been the case. The majority of the 
teaching staff is African. 

MAMC is presently established as a sub-section of the Conm:>nwealth 
Devel~nt Corporation (ax:) which provides the teaching staff's 
salaries. Other costs are covered by participant fees. Presently 
40 percent of the professional staff (2 instructors) are on a 2-3 
year rotation with CDC. 

II	 As an institution of the Q::moom.1ealth Development Corporation, the 
locus of decision-making BIX!. power over MAMC is in london. 
Recnrl.tment of staff has typically been skewed toward Westerners. 
While some minor changes have been made (e.g., a recent recruitment 
advertisement in The Economist offers passage frem MM-fC to one's 
home country, in contrast to previous advertisements offering 
passage to the United Kingdem only), and a major change has been 
discussed (Le., the formation of an independent board of managers 
for }W1C which would draw heavily on Swazi participation and which 
would be provided with an endQ\rollDent to maintain current support 
levels), major changes are IOOst likely to occur in the longer-run 
rather than the short-run. 

~I	 A proposal which goes beyond the scope of the recomnendations of 
this evaluation has been suggested by A. o. Williams in an effort to 
IOOre adequately address the long-term objectives of management 
training. Following is an excerpt frem Dr. Williams' letter: 

"It is important at this point that some consideration be 
given to the establishment of an Independent Agricultural 
Management Institution in Africa which will be devoted 



entirely and exclusively to this important and 
cost-effective activity. 

"Such an institution can be jointly nm by a United States 
naninated Agent or Contractor, the United Kingdom 
Governnent, the African Development Bank and em OAIJ/S'IRC 
or other African Organizations. Such an institution could 
be juxtaposed to the MAMC which is United Kingdom sponsored 
or to any other management institutions in Africa which is 
considered suitable by a· selection comnittee. ISNAR shot'.ld 
certainly be involved in the establis1"lDent of such an 
African institution. This could form a ,:onerete CDA 
project for Anglophone countries while a similar 
institution can be established in the Sahel for Francophone 
countries. The institute should be called '''mE AFRICAN 
INSTI'lm'E FCR ·RESEARCH AND 1RAIN]N; IN AGUOJ1..TURAI.. 
MANAGEMENl'•" Such an institution will certainly serve the 
long term objective as stated in the AID Grant No. 
AFR-0445-G-SS-2077-00 [ISNAR]. This suggestion will be 
supplementary to the statement on page [19]. I do not 
think that any of the short term objectives, as currently 
pursued, will le3d to the ~. _ilding of a base for long term 
capabilities. If the Qmoonwealth Development Q:>operation 
is interested in this proposal, the proposed institute will 
benefit from their long years of experience in the training 
of the lower cadre of African Managers." 

9/ Annual Report, pg. 55 
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ISNAR CDA Project
Schedule of Expenses 
Through June, 1984 

TABLE 9 

UJp 
Budget 

AID 
Expenses 

ODA 
lOP Expenses
Budget 

ISNAR 
lOP Expenses
BUdget 

TOTAL 
lOP Expenses
Budget 

A. Study 
% Complete 

$49,750 $49,057 
99% 

$20,750 $77,589 
374% 

$35,250 $55,320 
157% 

$105,750 $181,966 
172% 

B. Case 
Writings 
% Complete 

100,000 69,316 
69% 

46,250 16,542 
36.% 

23,000 3,908 
17% 

169,250 89,766 
53% 

C. Workshops 
% Complete 

345,250 133,714 
39% 

77 ,000 3,325 
4% 

109,100 53,617 
48% 

531,350 190,656 
36% 

D. Contingency 
% Complete 

9,000 5,162 
57% 

9,000 5,162 
57% 

Total 
% Complete 

$495,000 $252,087 
51% 

$144,000 $97,456 
68% 

$176,350 $118,007 
67% 

$815,350 $467,550 
57% 



ISNAR CDA PROJECT 

Schedule of Planned Expenses 

AID FUNDS -

Actual Expenses Thru June 84 

Additional - Accrued Expenses July 
For Mananga Workshop 

Planned -


Cameroon Workshop - September 84
 

Mali (Sahel) February 85
II 

ISNAR Staff Expenses 

Aug 84 thru May 85 - 10 months ~ 7,200 

Total Projected Expenses 

Grant Agreement Amount
 

Projected uncommitted balance
 

TABLE 10 

$252,087 

40,459 

18,745
 

42,450
 

72,000 

426,000 

495,000 

$ 69,000 



ISNAR CDA PROJECT Table 11 
Cash Flow Sequence· 

9-30-82 4-1-83 7-1-83 10-1-83 1-1-84 4-4-83 
3-31-83 6-30-83 9-30-83 12-21-83 3-31-84 6-30-84 

1 2 3 4 5 6 

l- Cash Advance on Hand 
Beginning of Period 

$ 0 $(14,745) $(43,185) $ 516 $(15,737) $(28,527) 

2. Advance Received 
During this Period 

0 130,000 0 0 0 

3. Interest Earned 0 2,230 298 0 

4. Gross Cash Advance 
Available (1+2+3) 

0 14,745 86,815 2,746 (15,439) (28,527) 

5. Less Interest Remitted 
During this Period 

0 0 0 2,230 0 

6. Net Cash Advance 
Available (4-5) 

0 (14,745) 86,815 2,746 (17 ,669) (28,527) 

7. Total Disbursements 
During Reporting 
Period 

14,745 28,440 86,299 18,483 10,858 93,262 

8. Amount Cash Advance 
Available at End 

(14,745) (43,185) 516 (15,737) (28,527)" (121,789) 

(6-7) 

9. Projected Disbursements 36,000 19,779 28,500 114,726 
Next Period -

10. ADD'L Cash Advance 
Requested - Next 
Period 

35,484 35,516 57,027 236,515 

~ 



ISNAR CDA PROJECT 
Workshops - Cost Comparison 

Table 12 

Number of 
Participants 
per workshop 

Number of 
Workshop 

Length of 
~/orkshop 

Participant! 
Weeks 

Total 
Cost 

Average
Cost per 
p/w 

Original Proposal 

1982 20 1 1 20 

1983 20 4 1 80 

1984 20 4 1 80 

Total 9 180 $345,250 $1,918 

Revised Plan 

Actual Costs 
1983 Tanzania (Arusha) 

1984 Swaziland (Mananga) 

Planned Costs 

26 

14 

1 

1 

2 

4 

52 

56 

77 ,567 

96,606 

1,492 

1,725 

1984 Cameroon 

1985 Mali 

Direct Charges from ISNAR 

Total Planned and Actual 

30 

24 

1 

1 

4 

2 

2 

60 

48 

216 

18.745 } 

42,450 

72,000 

$307,368 

1,233 

$1,423 

~
 



Appendix A 

~GTBENI~G '1'Bi: ~.ANAGZMEN'l' OF AGaICOL'roAAt RESEARC! IN AFRICA: 

A STAFF OEVEtOPMEm PROPOSAL 

ler capita focd p~eduction is declining in many parts of Africa. 

Be~,.,..ft 1969 and 1978, the annual average increase was less ~han 2' in 

all but to,.,elve sub-Saharan. ecunuies - considerably below t:he z:ate of 

population growth. Present food scucit"/ conditions aJ:e t:erefo~. likeiy 

to beccme even mo~e severe unle~s agricul~ure can be made mo~e 

productive. 'rhe issue is hew ~o b~ing aCout such change. 

On. pcssil:1Uity is cle"ly the lIC~e efficient: ase of existi%19 

~escw:ces, whUe anether is the development of new technology. Beth 

ccurses ue 1'1ecessa:y anc! can be pursued. simultaneously. But a major 

=ns1::aiD~ in Africa continues t:o b. the scarcity of tcp-quality 

a;ricultural ~.search managers. Too often. scient:is~ vita inadeqaat~ 

III&Cagemen~ experience have be.1'1 promcted into senior positions, so that 

I:lot:h sci.ence and 1II&nag_en~ have suffered. Am! teo seldcm have such 

of~icials :eceived .~"JCU9h i:-care.r mana9emen~ t:ailUDCi. 

r. BACXGaOOND 

':he c:GIA1l 'rask ro~ce which ~ec:cwmended ~~. establishment of ISNAa 

"nct.C that: ·planning, o~gani.:ationaJ., and Ufta9_ent issues· are -at the 

root. of the (a9ric:uJ.tural research) p~oblem in mest (African, Asian, and 

LAtin berican) countrie.-. It therefere declared that the main purpose. 

of ISNAR were ~o be: 

(1)	 to help countries identify ~~eir needs -for planning and 

carrying out agricultural research, tosether with traininq 

and links to extension-~ 

(2)	 to assist them in det.~ining z:esearch priorities and 

strateqies; 



(3)	 ~o help in fo~ula~inq proqrams o~ ac~ion, including 

proqrams ~o aevelop ~rained manpowec1 and 

(.)	 ~o assis~ in ~~. aesign of necessary orqani:a~ional 

ar:anqemen~s for carrying ou~ such proqrams. 

Sinee its for.na.l openinq in 1980, ISNAR bas bequn werle wit:h 10-J.5. 

:oun~ries on various aspec~s of their na~ional aqricul~ural research 

sys~ems. In Africa, fer example, an ISNAa ~eam in 1981 cocpera~ed with 

t:he Xenyan Natiena; CouncU of Science and ':'echnoloqy on a :eview ef 

teayan aqricultural researcb p~oqrams and problems. ~t review has 

r:ecen1:.ly led to a :equest from the NCS'1' for further coOperative vcrle in 

t:he fie14 o~ IllanPcwer plarminq and ~aininq. In 1982, ISNAA bas ~o 

bequn :eview and fo~up prQ9rams with the 9cvernments ot Malawi, the 

rvory Coast, Rwanca, and trpper Velb. Seve:al ISN1dl s~f members have 

~ extensive a9ricul~ural research and education management ~erieDCe 

in West, e.ntral, Eastern, an4 No:tn Africa (se. Annex 1). 

ISNAa has been assccia~ed with CDA activ1~ies fer mere than one 

re.r. It: bas been an inv1~ed observer at ••rly m..tin;s ot the em 
~eehnica.l GI:'OUp 011 a9ricul~~al :esearch. The present proposal, in fact, 

Ircws out of clisc:ussien and encouraqement gi7en by the '1'ec.~nical Greup' ~e 

tsNAR. at:. those meetinqs. 

ISNAR bas a special :ole 111 relation ~= na~ienal aqric:ul~u:al 

~.search systems 1n the aevelcpinq ccuncies. It: was esbblished in 1980 

)Ut bas moved ahead vigorously in proqram and staf~inq ~o meet t-. 

multiplicity ot requests for review, analysis, planninq and continuing 

:ooperatioD from develcpinq count:i.s. Wieh a worldwide mandate ISNAR 

~s at~ampted ~o establish and maintain a geoqraphic spread as w.ll as 

:ontac~ with countries coverinq a broad ranqe o~ resources and needs. 

1':aininq is one element wi:bin IS~AR' s aandate and this is the par~iC".1lar 

Irea where ~~e preseat proposal has a ~l.a= fit be~ween ISNAR's and COAls 

~bjec~i?es. '!'he oriqinal concept paper for CACA ac~ivities in 

19:icul~ural res.ar=~ observed t:~a~ s~:eng~~enir.q o~ natienal 



agricultu~al research systems with a focus on training is essential. ~e 

meeting itself concl~ded ~~at ~~e trainina of research administrators and 

manaaers, as well as technical specialists, should be pursued as rapidly 

as candidates are available. The second meeting of the Technical Group 

in August 1981,concluded that t:ainina for research directors and 

manaaers should be aiven niah ~~iori~. (emphases added) • 

While ISNAR has alzeady initiated coo~eration wieb several national. .. .. . 
agricultural research proqrams in Africa, as noted above, it ~oes net 

bave c=e rescurces to undertake a special training program in Africa. 

It3 resources are 'limited and in the area of training the existing 

resources are programmed for wider geographical CQveraqe. Africa ha3 

special need3 in teas of the size and seep. of the problems to be 

cverccme in meeting the nfMd for large increases in trained manpower. A 

speciaJ. effort will be required in preparation of applicable teachinq 

materia.l.s (~. case studies) for management t:aininc;. Also, the numbers 

~ persons whc are to be involved in the proposed aainir19 pr09rams in 

Africa 90 far beyond ISNAR's ability to handle within it3 resources. 

Therefore, additional resources are required to provide an African focus 

to prepare appropriate mat.ri~r and. to !uUill.the tzainir19 needs for 

the relatively large numbers that the ~A prcqram wishes to reach. 

Prcm ISNAa's review and analysi3 of' national ac;ricultura~ research 

systems a ccmmon theme has emerged which 13 the urgent need to improve 

the manaqemene of aqricultural research. Improved manaqement needs 

include proqram for.mulation. proqra.m t=plementation and communicaticn as 

well as general improvement in manaqinq available human and !inanciaJ. 

resources. It ha~be.n noted that proqrams are often identified on an 

i~or.mal.and unsystematic basis, ~lementation depends la~gely on the 

personal energy of proqram leaders, communication between sL~ilar 

proqram3 is hapha:ard, conditions o~ ser?ice a~e unat~ractive, and the 

link between resear~~ and !a~ers is weak. 

But how to work with naticnal governments in ~he solution of such
 

problems? ISNAa reeoqni:es twe broad and comclementarv approaches.
 



- 4 ­

(1)	 Organizational chanqe wiehin research systems. ISNAR 

reviews have concluded ~~at existinq st:ucture and 

procedure are of~en severe deterrents ~o research, and ~at 

at least :cderata refor.D is essential. Manaqers cannot 

werk .ffec~ively in difficult organizational environments ­

110 utter bow well t=ey bave be.n trai~lItd. ISNAR sus i t.s 

major role as Chat of catalyst in the process of 

enc:.ouraqi~ such refor.D, and in assistinq national research 

systems ~o adopt good ·'Plannin«;, organization, and 

manaqement- practices. 

(2)	 In-career t=aininq for research managers. At t:he same time 

U orqani.utional chanqa 1s oecurinq, pro~essionu staff 

lIUSt be developed who can manaqe resources weU. ISNAR 

raviews have identified t:he us. of buman resour~.5 as one 

oe the ujor conscaints on effective research. A major 

empbasis in the traininq wbicb ISNAa proposes will b. on 

th. fit betve.a. exis1:inq st.~tur. and procedure, on the 

one hand, and organizational objec:~ives on the oth.r. 

Mere specifically, five subject areas will form the core o~ ISNAR's 

early activities in trainin«; for research unaq.rs. ISNAa is well placed 

to orqani:e t:aininq 1n t.!:1ese areas, because of the uniqu. data on 

·planninq, organization, and manaqement- wbich it continually g.nerates 

on research systems throuqh its review and follow-up ac~iviti.s. 

<a)	 Proaram identification and olannina. Who makes decisions 

about research priorities? !CW are problems brouqht to ~~. 

attention of decision-mak.rs7 What kinds of data do ~~ey 

bave available? What criteria do they use? 

(b)	 Proaram tmolementation. How do research manaqers organize 

interdisciplinary teams and assign specific r.searc~ 

tasks? Rew de ehey organize maintenance and suppor~ 

services? gOY is station ~anaqement int~~3~~= ~i~~ 



(c)	 Personnel manaeemene. How are research stat~ recruited? 

Bow are they evaluated? Bow are they rewarded? What 

different types ot careers are available eo theM? 

(d)	 Intormation··manaeement. Bow is ccmmunication within the 

rese.rch network or9anized? What ~/pes of data meve 

t:.h:ouqh lt, aCt:ordinq to what: proceau:es, and by what: 

means? Bow to prevent in.:tor:ut:ion becominc; an end in 

itself, rat:er than a means of cont:ibutinq to rational 

d~!sion-makinq? 

-
(e)	 ~e deliver? o~ the research oroduc~. Bcv is ~e 

r ••••rch/ext.nsion dist.1nci:ion manaqed? What ue the 

implications of on-far.D research proqrams for maintai~ 

1t? What administrative (and even political) 

ccnsiderations =ust be takan into aCt:ount in relatinq 

research to the fa:2er? 

More deau is needed acw &beat each of these fie14s. ISNA2' s 

ccun1::y r.views have provided general infocaation, but mora specificity 

u raquued as the basis to: t:aW~ prcqrams. The study par~ of the 

prope.al (described below) is desiqned to anrwer questions as to WSC 

needs to be trained in each of these fields, WEAT particular manaqement 

skills are 1n shortest supply, and HeW in-eareer manaqement traininq can 

best be conducted '~r aqricultural rasearch manaqars. 

The outecme of ':his initial ac~ivit:'.r will be a ·project- document 

providing a precise aqenc!a and schedule for the mat.rials preparation and 

workshop activities. 

II. ?ROSCCT OESCR!?T!QN
 

~e ISNAR proposal to CCA has t~o parts: (1) a tield studv to 

deter.=ine speci!ic manaqement development needs in African aq:iculeural 

research 1 and (2) support for a oroeram o~ ~anaeem.nt workshoes in 



ISNAR' s ot:ljec~i·/e in bo1:..'1 t.'1ese al~/.:ivities is to st:enqt.'1en 1:..'1e 

manaqement base of, national research programs in Africa. Its strat~y is 

to concentrate on a few selected countries initially, so as to build up 

:anaqement capaci~/ and training experience there before extending 

lessons learned to other ceuntries. 

ISNAR sees the fielc! study and t.'1e worxshops as related activities, 

but net as ccmale~ely sequent~al ones. t~ envisions that ~'1e study will 

be'stuted fi:st - as seen as possi~l. - but: that: t!1e wcrxshops will 9.t: 

underay (in 1.982 ana early 1.983) before t:he stuc:!y is completed. Both 

activities are described in detaU below. 

I A....'rh=e_S....f:U.dv' 

~. study will focus OD ·in-eareer· manaaement trainina ne~s for 

agricultural research systems. its 'objective will b. to assess these 

Deeds in Africa, and to reccmmend ways in which t:aini"9 proqrams to lIleet 

them can be organi:ed an4 supported. 

':he =nce~ framewcc5c of the study vill be. ccmposed of three basic: 

ccmponents: (al the t=aininq recipients; (b) the educational proaucersJ 

(c) the traininq vehicles. 

~e trainina reci~ients are the target group of this proposal. tSNAR 

missions have identified five levels of pe:scnnel involved in national 

researcb acti~ti.s. 

(.1)	 Rational. polic:-rmaJcers, who see research objectives and 

allocate resources. 

(2)	 Research directors (managers), who previde ir.fomation to 

policy-makers and who are responsible for the 

implementation of prcqrams. 

(3)	 Research staf: (scientists), who provide sciencific 

leadership and who actually ca:ry out programs. 



(5) Laborers. 

Management: i.s the process of arqani:ing and Clperatil19 a series of 

ac~ivities as a coordinatea, prcduc~ive wbole1 therefore the research 

manage~ mus~ be concerned not only with his own traininq needs, but also 

with those at all different levels of the orqani:ation. ':he study will 

ruJce an inventory of the unaqemeni: ski~\ required at each level, and• . 
will propose specific traininq prQ9rams to devltlcp them. ':he desiqn and 

implementatian of·t::aini~ prQ9rama must ~,ke a syst~wide perspective 

in order to avcia creatine; unpcw1r bott:ler.lecks at par~ic:ular levels 1:1 

the syst:.., or avela fra9DIented traiDinq in the face of a hiqhly 

iDterrelated system. 

!!2cuqh a system-wide perspective vU.l be used, it is clear that a 

balance must be scuc:Jc between ll:Dited rescurces and the traini~q needs' 
. .­

of Dational agricultural research systems. ~eretore, the study will 

develcp shor~-ter:zr anc:! lcnq-tem strat89ies to: answeri:29 the management: 

tzainiDq needs af UricaD agricultural res.uc:h systems. On the 

shor~-t:em, the study will quide the desiqn of workshops to address ~ 

1mmediate uftagemeni: tzain.1nc; needs of research direcUirs and 

upper-echelon staff to assure that ~ey c!ecisicn-makers are bette: 

prepued, to better disseminate an understanding of the training n"c!s of 

the entire research system, and to assura top leve~ support fa: lonq-te= 

unaqement traininc; proq:ams. On the long-tam the study '"ill propose 

specifically hew pe:::anent: :anagement: t:=aini.n9 CaD be inst.itut.ionali:ed 

1n Africa. 

The educational oroducers are those people and institutions that. 

delive: the caininq co the tarsec recii=ients. A suc=ess~.:l transfer af. 
. . 

~ncwledqe, be i t agricu~ tural research f indinqs, or manaqement. craininq, 

must include a delivery syste~ co ~~e tarset recipient.s. Therefore, 

thcuqh the primary objective will be 1:0 upc;rade the skills of research 

anaqers, an important secanc!ar-/ objective wUl be to implement a 

lanQ-~e~ manaaement t:ainina caeaci~1 for agriCUltural :esearch in 

Africa. 



Achievement of the lat~e~ goal is crucial if such training in Africa 

is ever to ceccme a local en~erpris., ra~~er than one fund~ and 

orqani:ed mainly by expatriates. The 9ro~ of na~ional and regional 

craininq capacities wil~ encourage program continuity and provide at 

l.as~ scme assurance of p~ogram relevanc.. ISNAR ~ee~s to identify 

several managem.n~ schools, agricultural colleges, and other ins~itu~ions 

which have ~ne capability and pct.n~ial suppor~ for research management 

traininq, and witJ:1 waich it can cooperate over a periec of several 

years. Such ins~itutions may ce iden:~ied in consultation with the 

African Association for Public Administ%ation and ManageMent (AAPAM), the 

Organization of African Onity (OAO/sr.sc), the ~an Afri~ac Ins~itut. for 

t)evelcpment (PAm)-, and the Eastern anI! Scuthe:n African Management 

InS1:itu~. (ES"MI). ':hey will most likely be in the ·phase 1· alA 

coun~:ies, bu,t: v~ serve J:egional cll.n~eles. 

ISNAR I S suppcr~ for these institu~ior..s will include assi.,~anc. wi1:h 

proqram ori.n~aUoD, materials ~epara~ion, course centent:, teachin; 

atheds, and the identificatioD of external. :escurc:es (both manpower and 

financial) • 

~e t:ainina vehieles aze the t:col., tbat: edl1cational. producers use to 

reach the traininq recipienb. lfraininq vehicles can be pec!a909ical 

materials (e.g. DLanua..U, bocks, cases) and pedaCJ09ical foaats (e.g. 

classroom l:etures, ca.se-discussion wcrlcshops, conferences'. After 

recipient needs are identified, the task 1s to determine what mix of 

uaininc; gehicles should be used. In selecting this mix the cosb aM 

benefits ot eac.' vehicle ha98 to be examin.c 1ndi9idually in the light: of 

the par~icula: capabi~lties ot the training orqani:ations and the 

c:harac~eris~ics of the end recipients of the training. 'rhe stucy 

proposes to do this in an African contex~, and vill give specific 

reccmmendations for preparinq'appropriate t:aininq vehicles based on 

critical recipi.n~ neeas, the capabilities of Alrican traininq 

inst:itu~ions, and an evaluation of existing material.,. 

In t.~. planning and execu~ion ot t.~e study, ISNAR wil~ stay in
 

contact wit.~ those Af=ican insti~utions which can help witb planninq,
 



CAO-S~OC (Orqanization of African Oni~/), AAASA (~e Association for the 

Advancement of Aqricultural Sciences in Africa), PAID (t~e Pan African 

Institute for Cevelopment), ESAMI (~~e Eastern and Soutbetn Africa 

Manaqement Institute), ana CILSS (Ccmite Pe~anent Interetats Ce Lutte 

Contre La Seeheresse Cans Le Sahel). Four or five count:ies wi~ be 

chosen for examination. in consuJ.:ation wi:n OA and t:..'2e aCcve-mentioned 

organizations. Criteri~ for cQuntrJ selection will include aqro-climatic 

conditions, the si:e of ~e natio~l a~ricultural researc~ system, its 

~nical base, tts :ajor .st:uetural cbaracteris~ics (includinq relations 

with extension), ana its involvement wi~ ~a~er3. As much vari~tion 4s 

possible will be scuC;ht on each of these di::1ensions. 

%avestiqation in each count:y will fQC~s on answerin9 (at least) the 

foUcvinq questions: 

(1)	 What ua the c:itic::al. sk~ requued for the ef~icient 

management o! aqricultural research? 

(2)	 What are the current strengtns aDd weaknesses in t:. 

manaqement of African &qricultural r.esearcb? 

(3)	 !ow can ~. =anaqement of African aqr_cultural research be 

UP1raaed'? 

Col)	 Kov much demand exists for the improvemen: of research 

:anaqement: slcUl.t? 

(5)	 &ov~ i~eer =anaqemen: t:aininq for African 

agricultural research of~icials best be 1ns~i~utionalized? 

The study team will be cemposed of an ISNAR staff member and a 

consultan~, who wi~ spend ·2-3 weeks in each of t:..~e 4-5 selected 

countries. The study will have three parts: (1) an invento~l of ~~e 

manaqemene traininq ne~s of African aqricul:ural research systems, (2) 

reccmmendations for liaison with African educational institutions, (3) 

evaluaeion and recommendations for appropriate traininq vehicles. ~e 

inventory of traini~ needs ~ill =e drawn up by visitinq and interactinq 



instit~tiQns, ar~ by drawinq on ISNAa's eX?ertise. The st~dy team will 

also visit African educatiol:al institutions to evaluate t1leir 

capa~ilities and potential support for lonq-ter.= research manaqement 

t:aininq. The inventort of c:aininq ne~ds and the discussions within the 

~ucational ins:i tutioZlS will be used by the study team to recommend the 

appropriate t:aininq .~~ too i:e used. ~e study report will provide 

a basis tor future ac~ion in ·~naq~n~ development- for aqricultural 

resea:c:h. No simila: analysis of such issues i~ Africa is known. 

Praqmentary infoaaticn aists new in scat:ered reports, but it: has net 

been pulled toqether. The proposed study will therefore be integrative., 

at ~e same time as it breaks new ground by focussing on t:aininq needs 

in aqricultu:al resea:ch management, the educational ~ert:is. available 

that: can b. \1Sed and iJIIproved, and the t:.:aininq voehicles that wculd be 

mcs~ ef~~ive in ac=ievinq research Management training o~ject:ives. 

8. Worlcsh~s 

Education is the- basic vehicle for develcpinc; 1:::1e l:n.:.man resources ot 

• ccunt.7. Pur'tbf!ClCre, education should b. recipient-ociented in orde.: 

to ensure relevancy. Recipient ocienation in edUcation is inccmplet. 

without insuring the institutional capability to deliver ~. education. 

Appropriate t:.:ai~r.q is incomplete without appropriat:e trainers. ~-R 

propeses to play a catalyctic role in bridging the gap be~~een national 

aqricaltural research systems and edccational institutions. 

r~ is clear that: agricultural research .manaqemene COU:3es must be 

brought: to nation.iJ:' reseuch institutions. I!: is alsa clea: t:."1at: 

a~icultural research management ccu:ses must b. in~:oduced into 

educational instit~tions. These cou:ses do not ~ist, anywhere. The 

elements exist in d~~erent places; in manaqem~nt schools, at 

aqri~~ltural colleqes, in t:."1e research systems, in ISNAR. But an 
. . 

i~teqrativoe agricU::ural research management: course must ce developea 

from its elements. Once such a cou:se is designee, introducing t:."1is 

course to the agricul:~:al :esearch systems will be relatively ea~y i~ 

~"1. ~ourse truly addresses recipients' needs. Int:oducinq t:."1is.course 

in~o educational institutions will be more dit:i~~lt, as ehese 



, priority objective. Fur~~e~ore, even if the need is recognized and 

arti~~lated, ~~e educational institutions will be lackinq an awareness of 

the 5i'eci~ic traininq needs of national research systems. 'I'~erefore, 

ISNAR proposes to int:oduce the concept of aqricultural research 

manaqement to both agricultural research institutions and educational 

institutions ~rouqh a seiies of workshops. 

Six day workshops seem an excellent vehicle to introduce aqricultura~ 

research manaqem~nt into the curricula of-African educational 

institutions. A week-lone; cow:se "'ill nQt ju teacbinq schedlUes nor: 1;ax 

institutional resources too much, ",hile a~ the same time allowinq local 

faculty to begin to assimUac1;e the supplementar[ knowledqe they will n_'d 

to :'ac:!1 a IZlClre p.panen~ prog:~. Urican manaqe.:nent' 'professors "ill 

improve their understanding of the lanquaqe, concerns r and technical 

k~hcv ot research p~rscn.nel. At agricultural fac:uJ.ties, the 

.profes~ors will broad.ntheu unageriaJ. ~.rspectives, and imp:ove their
 

understandinc; of the specific aemands of research unaqement.
 

Ott t:=. other hand, aqri~.utural. research sta.f~ ar&· ..al.so very b~ ....
 

peepl., and a short, inans., .1nt:rod~0C7 management cours·...... «AlUS
 

&P'Propd~te. A v4Htk long =urse ",ill allow enough ti:D. to address ~1I'
 

IDCsi: critical needs, tc int=oduc. research seal: tc th. l~iti.mac:-/ ot
 

anagemene traininq, and tc build a foundation for further traininc; •
 

. ISNAA proposes to organize one vcrkshcp in late 1982, in order to . 
test the concept o'f one veek aqriclUl;ural resear= manaqement:. courses, 

and to mak.. any changes which the experience 'fiJIOuld demonstrate are 

requi~ed. ISNAA iXpecu the -arorkshcp rill" be successfu~. and that: four 

'fiJIOrkshcps·wi~ be hela in 1983, and ~our more in 1984. WOrk3hop content 

vill evol"1e- over ti:zle, and may include detailed proqram plaMinq, and the 

use ot various analytical t:ools for manac;ement (e.q. OA, P!:a~, and 

PPSS). Det:er.:ination of course content "'ill be done by the pro~osed 

st~dy, by interac~ion with the !acult1, and by recipient-~eedback. 

'nle emphasis in all the '~orkshcps ",ill be on aqricultural resear,ch 

which is ori.nted t:owara the needs and prioriti.s·of small-sca~e 

tar=ers. I:provement in aqricultural productivi~/ is the goal. In order 

to sti~ulate !ueh ~rovement, however, A~=ican resea:e~ manauers mu~~ 



develop programs appropriate to the conditions in which fa~ers live, and 

~~ey must ensure ~~at resea~ch results are ef~iciently and ef~ec~ively 

aelivered to far.ners. The emphasis in the workshops will therefore be on 

research di:ec~ors and scientists involved in rural change, rather than 

on researc~ oriented toward narrow disciplines or outlooks. 

following each workshop, ISNAR will maintain contact with 

pa~ticipants through the cooperation of national research insti~utions. 

Such contact ~ill be an imPor~nt means of eval~ating ~as~ trai~ing 

experiences and of assessing new t=aininq needs. One approach wbich 

ISNAa intends to test is that of inviting selected participants back fcr 

second workshops, 
I 

after perhaps a year, to eval~ate the impact of the 

init:ia.l. caining experiences, to reinforce lessens lea:ned, and to 

respond better to the needs o't puticipant.s. Another is to encourage 

continuL~ contact and communication amonC; Alrican ac;ricultural research 

managers and scientist:s. 

l:C. ease-writina 

As baa been in.dicated, the production of teaching materials is a 

crit:ical step in the delive~ of a t:.:aining program. The ISNAA'rraininc; 

Program is constantly seeking and ~aluatinq materials on researcn 

management:. Very few of these materials exist, and ISNAll has concluded 

they IlUst be written. 

~e case method has proven to be an excellent manac;ement: traini~ 

vehicle. A case is the description of an actual situation faced by a 

par~icular decisic3a-.naker at a given pcine.in time. 'rhe reader is placed 

in the decision-maker'!l perS9ec1:ive, and is siven the information, 

z:esponsibili~l and accountability the decision-maker had at the ~ime. 

~e reader is therefore forced to ar~ly~e and make a decision basec on a 

real situation. 'rypically, after individual reader analysis and some 

~iscussion in smal~ groups, these eases are discussed at: great leng~~ in 

a classroom with a~ participants. cases do noe have speci!ic cor=ect or 

incor=ec1: answers, but participan~ mus~ indicate what decision they have 

~aken, and de~end the analysis ~~at led to that decision. The results 

are an enhanced capacity to ~ake decisions, an increased risor 'in ~e 



analysis of decision alternatives, and ~~e assimilation of speci~ic 

manaqement tools (e.q. proqram planninq) in ~~e contex~ of a -live­

experience. 

The use of ~~e case me~od has been enthusia~tically embraced by 

manaqement schools and ins'titutiona in developinq countries as it allows 

for the development of materials that ~v•• developinq count~ 

orienat:ion, and it allows participants to analy:e and .arrive ta 

decisiona aC1:orc!ine; to ~ei:: ~ocal value system. 

~ere are very ~ew cases on aqricultural research manaqement, but 

those that have been W%itten aDd ~.steQ have proven extremely useful. In 

th. Dcminiean Republic, a cas. oa rice research policy vas writ~en, and 

used in a vorlcshop. The result: the emphasis of Dcminican rice research 

vas shifted from' the ewo-crcp-a-year varieties the Dominican far=ers wer. 

resistine; to the hiqb-rattocn crop varieties the far.=ers were seekinq. 

ISNA1l is cocperaeinq with ~. s tJNtlp Special. Projeee fun,~inq fez: 

c:as.-vritinq. This cQCgeration has resulted in thre. cases on the 

fallcwinq topics: 

{J.) the manaqemeni: of an on-fu:ll research program (Ecuador); 

(2) the JDanaqement of research/extension llnkaqes (Guatemala); anc! 

(3) the manaqement of research careers (GuyaM) 

Ifha current version of the Ecuador case is at~c:hed (Annex 2), as an 

example ot the ~lPe ot.case produced ta date. 

ISNAR has learned much about the value of case-writinq ~rom C~·. 

experience4 The projec~ has proven that relevant, interestinq, and 

biqhly educational live cases can be written about aqricultural 

r.sear~~. Never~eless, t:e successful traininq of African research 

stat: r~ires the writinq of a qreater number of cases ~an is possible 

under C~" trnO~ qrant:. ISNAR proposes t:a hire a case-writer t:o 

develop ~aterials speci~1cally ~or Africa. It is expect~ that ~~e 

case-writer would produce t~o cases in 1982, at least five in 1983, and 



:'~ree more in 1984. T~e case-writer would also help in the 

;~lementation of ~~e workshops, particularly by helping to train African 

faculty in ~~e art and science of case-writinq. 

The development of t:aining materials in dif~erent agro-elimatic 

:ones in Africa can also serve as a means of diffusing i~~o~ation about 

agricultural research ~~:oughout the continent. 

Possible subjects for ISNAlVQA cases .include: 

(1) identification of research priorities; 

(2) management of infor=ation flows bet~een research stations; 

(3) recruit:::zlent to research positions; and 

(4) linkages with international research resources. 

As such cases·~r. develcped, they will be available for usc anywhere 

i11 the world, complete wi t:.h tea~hing. cotes. 

III. Se~edule of Imclementat:ion and ~aluat:ion 

Implaentation of the pcojec1: will b89in as soon as fur.ds ue . 
available. ':he s1:udy wUl invclve one Ism-a core stal~ member for 90 

days and one consultant for 180 days. On the assuumptiort that: funds will 

have been approved by 1 September 1982, t.~e bulle of the fieldwork for the 

study wiLl have been completed by the end of 1982 and the report will be 

re~~! 1n _.:1y 1983. 

Mate:ials preparation, includinq case-writing, will :equi:_ onlt 

consultant for 20 months, plus 50 days ~rcm an ISNAR. core staf~ member 

for supervision' ar.d reyiew. This activi~/ will begin in September 1~82 

and will b. completed in early 1984. 

WOrkshop preparation will r~i:e laO days from an ISNAR core staf~ 

members and 360 days from outside consultants (resource persons). One 

workshop w~ b. or;ani:ed in 1982, four in 1383, 'and a~ lea~~ ~our in 

1984. 
(j'P 

1 
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1982	 1983 1984 

Study X X 

Cases Oevel~ped 2 5 

Wockshops 1 .. 

':'he !iJ:s-e fOClal evaluation of pccgress in the projec~ will take 

place 18 mcn'Chs af~er ac'Civities have been begun, i.e. when the studl has 

been ccmpleted and when cas.-"r1ti:19 is approximately 2/3 finished. An 

. appraisal at this poin-e will allow modification in the remainde~ ot the 

c:as..-..rJ:itin9 prC9ram i~ necessary, wbile a considerable ~rt ot the 

wcrltshcp prcgram will. s-eill Ue ahead. Cz:iteria ruy include the r1qol: o~ 

the study and the quality of its :eccmmenda-eions, plus the use made ot 

the case. in the initiu woz:xshops. 

':he final,. end-of-projec1: rnluation will be andertaken in 1985.
 

~s exercise will mest likely have' two parts.
 

(1)	 AD u.es~ent of the impact: o~ traininq prQC)rams Oft 

_n&CJers whe have par-...icipated 1D. them. ~ is already 

ac vcrx Oft the d...,elopment ot an interview sche4u.le which 

can be administerlK! betore a COUl:se, immediately after a 

cearse, and S-U months atter a c:curse. 

(2)	 Aa as.assmen: of the u:ent tc wbich African trai:1inc; 

1Ds1:itu:i.or..s aave developed onc;oinc; prC9rams in researc12 

unaqemen:. Indicators here may inclw!e t:.~. numbers and 

types ot persons trained, and the numbers aDc:! typa. of 

pcoqrams qiven. 

'ar'Cicipants in the ~id-proje<:'C evaluation 1IIigb: include one
 

individual !:om COA and one nominated by OAO/srRC. These individuals
 

lIiC;h1: b. joined for the final. evaluation by ot:.~ers frOID aqricultural
 

research prcgrams in At:ica and !rom management t:aininc; institutions
 

both	 in A!rica and ou-eside. 61 



Appendix B 

STRENGTHENING THE MANAGEMENT OF AGRIaJLTUAAL RESEAROi IN AFRICA:
 
A ~AFF DEVEWPMENT APPROAa1 (698-0445)
 

INTERNATIONAL SERVICE FOR AGRIaJLTURAL RESEAROi (ISNAR) 

Statement of Work for Mid-Project Evaluation 

I •	 BACKGRCUND 

A.I.D. Project No. 698-0445 authorized an A.I.D. grant to the 
International Service for National Agricultural Research (I~) as an 
activity addressing the goal of the Cooperation for Development in Africa 
(CDA) Association. The project and the CDA goal is to increase 
agricultural production by the small fa~ holder through strengthening 
national research programs Which address the constraints of the small 
farm holder. The project purpose is to strengthen the management base of 
agricultural research syster.1S in Africa. In FY 82, $495,000 (LOP funding 
level) was obligated. The PACD is May 31, 1985. 

Specifically, the project purpose is to be achieved through the following 
outputs (see program description, Attachment No.1, for additional 
d~tail) : 

1.	 Complete 4-5 country studies·which assess ·in-career· management 
training needs and reconunend means of responding to these needs; 

2.	 Develop 10 case studies to be used in training programs; 

3.	 Conduct 9 workshops with emphasis on agricultural research which is 
oriented towards the needs and priorities of small-scale fa~ers, 

including the research/extension linkage; and 

4.	 Strengthen the long-te~ capacity in African training institutions by 
collaborating with these institutions in the planning and conducting 
of workshops and by prOViding direct assistance-in case writing, 
curriculum design and other areas. 

vfuile the primary beneficiaries of this project are the training 
recipients, this project, through the fourth goal, also benefits the 
trainers of the cooperating institutions. 

II. OB..JEcrIVE 

The Grant Agreement for this project specifies that a mid-term evaluation 
will be conducted in collaboration with GAU/SIRC in FY 1984. The 
objectives of the evaluation are to: 

(1)	 evaluate ISNAR's approach and progress in achieving the project 
purpose; and 

(2)	 assess ISNAR's effectiveness in conducting and ccmpleting project 
activities, particularly the relationships between curriculum, 
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training methodology and learner performance/satisfaction, as well as 
the development of the training capacity of the cooperating 
institution. 

In addition to these items which are under the grant agreement, the 
evaluation team will examine the relationship between the tmprovement of 
agricultural research management, and the increase in the dissenination 
of research results to the small farm holder. 

III. ST.~TEMENT OF ~RK 

The evaluation will be conducted in two phases. Phase I will address the 
programmatic aSPects of the project, and phase II will evaluate the 
financial and project manag~ent. 

A.	 The phase I evaluation team, in collaboration with representatives 
from OAU/STRC and ISNAR, will: 

1.	 Review ISNAR's documents (summary and country reports of 
Zimbabwe, Sudan and Cameroon surveys, case studies, course 
materials and six-month follow-on questionnaires subm~tted by 
participants who attended the July 1983 workshop) to assess the 
utility of these documents for designing curriculum materials and 
workshops which are necessary and appropriate to strengthen the 
management base of agricultural research in Africa; 

2.	 Observe the last week of sessions of the Swaziland workshop at 
the Mananga Agricultural Management Centre (~~C), July 9 ­
August 3, 1984 and intervil?f,<,' trainees to: 

determine the relevancy of skills and knowledge learned to 
their present jobs and future careers; 

evaluate the effectiveness of instructional materials and 
teaching methods; and 

assess the role and importance of improved agricultural 
research management in facilitating the dissemination of 
research results to the small farm holder. 

3.	 Discuss with representatives from MAMC the effectivenss of 
ISNAR's efforts to help develop ~~C's capabilities to initiate 
new and continue ongoing agricultural research management
training activities, as well as MAMC's future plans which stem 
from ISNAR's involvement; and 

4.	 Evaluate the need for a project assistance completion date (PACD) 
extension. 

3.	 The phase II evaluation team will visit ISNAR headquarters in The 
Hague to: 
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1.	 review funding status and delays in the training component; 

2.	 review reporting procedures and financial management; and 

3.	 review efficiency of project management. 

"N. REPORTS 

Draft r~ports for each phase will be prepared in the field and copies 
given to ISNAR and team members for review. Each team leader will have 
the	 responsibility of finalizing the draft reports and submitting five 
(5) copies to Arlan MCSWain, Project Officer, Office of Regional Affairs, 
Bureau for Africa (AID/AFR/RA) no later than August 31, 1984. The report 
will re~)nd to the Scope of Work, including topics outlined in the 
Project Evaluation Summary fo~ (Attachm€nt no. 2). Guidance for each 
report is detailed below. 

A.	 The phase I report will include: 

1.	 Evaluation of ISNAR's outputs: 

(a) Country Studies 

COlTll1ents and rec~ndations as to: selection and number of 
countries; conclusions and use of results in designing 
training workshops. 

(b) Case Studies 

Comments as to relevancy of materials to different 
managerial levels and to African trainees. 

(c) Workshop Couponent 

Comments and recommendations as to: structure and length; 
content and presentation; usefulness to participants; and 
the internal evaluation process. 

(d) Strengthening African Institutions 

Comments and recommendations as to: criteria for selecting 
institutions; methodol~l and effectivenesss in improving 
African institutional capabilities; level of follow-up; and 
possibilities for future A.I.D. invovlement with these 
institutions. 

2.	 Evaluation of, review and recommendations on any critical project 
issues and assessment of ISNt~'s capability to complete projected 
outputs by PACD. 
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3.	 Analysis of ISNAR's progress toward achievement of project 
pUrPOse with emphasis on folloWing questions. 

How	 many participants has ISNAR trained to"date? 

How	 many will they train by the end of the project? 

Has the training been relevant to the trainees' career 
development? To farmers' needs? 

" 

~at is ISNAR's record in maintaining contact with graduates 
and providing follow-up services? 

Are trainees being appropriately utilized by their respective 
governments? 

Has this training resulted in any changes within the trainee's 
organizations? 

Have trainees obtained and utilized project implementation, 
planning and resource management skills? 

Will and how, in the participants' views, imprOVed agricul­
tural research management facilitate dissemination of 
research results to the small fa~ holder? 

4.	 Recommendations to A.I.D. concerning: 

(a) continuation, modification or discontinuation of	 A.I.D.'s support 
to ISNAR; 

(b)	 revisions to program description; and 

(c)	 revisions to the Grant Agreement, including possible no-cost 
extension to complete activities. 

B.	 The phase II report will include: 

1.	 A review of the project bUdget, expenditures to date, and 
projected costs, inclUding any recommendations concerning the 
allocation of existing funds to complete project activities; 

2.	 An estimate of costs per participant for the two completed 
workshops; 

3.	 A review of reporting procedures in te~s of conformance with 
A.I.D. reporting regulations and any recommendations for 
improvement; and 

4.	 An assessment of the project management structure, inclUding the 
effectiveness of the time and personnel devoted to this activity, 
and the causes of the existing delay in the training component. 



Appendix C 
DRAFT 

Modifications to the Program Description, Attachment 2 of the Grant 
ISNAR Grant No. AFR-0445-G-SS-2077-00 

In the Program Description, Section A, The Study, reference to -4-5 
countries- in paragraphs 10 and 12 be deleted and -three countries~ be 
substituted. 

In the Program Description, Section a, Workshops, delete paragraphs 3-5 
and	 substitute the following: 

-In early 1982 ISNAR held a two-week regional workshop in collaboration 
with the tnternational Institute for Tropical Agriculture (IITA) in 
Nigeria. Following this workshop, based on participants and instructors' 
comments, ISNAR determined that two weeks was a minimum time for a 
regional workshop to provide a minimum critical mass of management tools 
and perspectives in agricultural research management to effectively 
improve the management capabilities of research directors and 
scientists. Based on subsequent workshops and participant feedback, it 
has been determined that a three-four week period is most appropriate for 
a regional workshop. 

In addition ISNAR will offer training at the national level as many 
management problems involve a total agricultural system, as opposed to 
anyone individual. Given that some research directors and scientists 
will have been previously exposed to the concepts of agricultu,al 
research management during the country surveys and regional workshops, it 
is expected that the natio~al workshops will be held in and supported by 
those countries where ISNAR has already been involved under this project 
or others. As participants at these workshops will be from all levels of 
the national agricultural research system, work in this sector will be 
severely limited during the workshop period. Therefore, two weeks would 
seem to be the maximum duration for a national workshop. 

ISNAR proposes to hold one workshop in 1983, two in 1984 and two in 1985, 
for a total of twelve training weeks. With a projection of 125 
participants, ISNAR proposes to provide approximately 280 participant 
training weeks. Workshop content will evolve over time, and may include 
detailed program planning and the use of various analytical tools for 
management (e.g., CDA, PERT and PPBS). Determination of course content 
will be based on the following: 

1.	 consultations with national research leaders; 

2.	 consultations with form~r participants at regional workshops who, as 
nationals, will be familiar with ~ey problems, and, as former 
participants will be familiar with potential course content; 
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3.	 review of ISNAR's collective knowledge as to what are priority 
management problems and concerns in the country; and' 

4.	 review of the possible contributions that African management 
institutions and/or professors can contribute to the curriculum. 

As a result of these workshops, management professors will improve their 
understanding of the language, concerns, technical know-how of research 
personnel and specific demands of research management, as well as broaden 
their managerial perspectives.-

In addition, section B, Workshops, delete paragraph 7 and substitute the 
folowing: 

-Following each workshop ISNAR will maintain contact with participants 
through the cooperation of national research institutions. Such contact 
will be an important means of evaluating past training experiences and of 
assessing new training needs. One approach which ISNAR intends to test 
is that of requesting recipient feed-back in the form of a questionnaire, 
after perhaps a year, to evaluate the impact of the initial training 
experiences, and to respond better to the needs of the participants. In 
addition, ISNAR plans to maintain contact with former participants 
through a newsletter, which will include updates on management training, 
and through occasional meetings with ISNAR staff. ­

BWyckoff:jd AFR/RA 8/15/84 Doc No. 2015 Y 



Appendix D 

BmWlDlJlL 9..MfRi <F ~ IIl'1FNID'G BftHoI'HC ~IP 

MUI'E, 9oI\ZUM>
 
,nu 9 - 1UIBl' 3, 1984
 

IMI:IlmI"S 
HIGmI' M\J:R FImCIAL R8fDS 

tft£ Nml:NlLl'lY [BHE g]DLlKi IHHNl' IHUlM'Nl' s.n:RlImJEi tmutiIBlIJ'IY IO:D..NOOIUIY ItI1OHN1' 

KJiMfi), ~ ABst. I'll t'EftI •• , r.e:::t:un:c tVA Dira::txr, IlfHrlate Imt:ru:ttr 
Ali "" ( '67) Iln}J.abil lqric. Lib<uy A'Bistri: GPOWe S::cial IUl::anJ0: 

Uli\o5Sit¥ nainin:J lfSt. 

fof'2J I'Nl , Ni 0:;:A;Jn:mtv IDd CBm1 InpuT. 'Drlniml Cfiicec MJkin;J estinBt:el 9p:svis:r hBist<rt 19n:nJnist 
Inris ( '83) Qllif. State Uli\USit¥ Pltl]riIn, ~. cL roc tre POJ12I1I (Chief AIable ~1ist in-<:hut",e 

M>: PL:d Ikmlirg Ilg. Res.; ldtinist:Iatim b.Jip: Iemrth Cfii.a:.'£) 
Uliv.eX~ aU 'Drlniatl 

1QIoRJ, Di{iam	 Kic: Ilnimll SC::ifrce Dim:tJ:r NIt. AnimU. All IeHm:h Cfii.cs:s All statim finE to tre Dira::txr eX As:mn::h Cfii.a:.'£ 
aurla> ('74)	 lbiv. cL Hisnri IUbnky Res. Statim All Flmn Msapos ImBn:tI in tre ClJ:rdi.mtrr cL 

Dipam: Ilnimll ~ in 0Dltje eX Mttni9- All .Ania Cfii.cs:s Ministry to chief nDmtb pujldiB 

lbi'S'Sit¥ eX Rliriuttjl tratim ~ 

tWDI\, M>	 0:;: 1lgriwlhJl'e Dim:.txr Nit'1. Itrti- 9 s:nia. rmmdl 'Ittal allixBticm Ministry cL Ilg. MdEBmDr 
Simol ( '66)	 Uliv. eX Wi.s::xn>in a1lhJl'e Immt::h Clrta"; cfli.cs:s (56 d:lE£ Ministry's kcon- ItBi BI:<sU' 

M>: PL:rt. Scierce 1dtinist:Iatim, femrdI, staff :Jl) ~ tlrg <fiirer 
'I\nlcfEcc Rllicy .. 'I'I:ainin;J PJ:o;J. staff at statim) 
R::st Q:<d: A:JtUPaJcs 
lkliversity d lo&nmin 

WUDRA, Ka¥s	 M>: 1IlimU Pa:d. DpJty Din:ctx:rAJUef di.m:tly 6 re- u.s. $1.4 millim Dim:txr cL Dim::tx:r eX Iemrth 
IlIrial	 Uliv. eX WUEs Jeu.l't:h Cfii.a:.'£ eX amt:h dfi.cs:s, ~ Ilg. ReB. Statim 

AD: ()iliy,1mt SelEnE 1flirml Plni. PItg. po.JtZI1l tB9 120 IrstibJte 
, tttrltim Ks¥s Ilgric. Res. Imt. P:S::Ulel 
Uli\esit¥ eX Wiamsin Fd1ini.sb:atiav' Liai:ul 

"'" ectasim 
KJlJeBG, [fBXtD 0:;: Ilgriwlb.a'e IlnI 1i wstxrlc srt.ial 2 mmn:h dfi.cs:s [Qi tt> bd;J:!t Ilg. Res. Dim:tcr 1drtni.stnIt.ia eX 
ELias f£: 1ddt BhBtim Ministry eX #g. ReB. Fa:JtB" Trai.nirg Qntel" 

Pk:tli.n:Jtm State Uliv. 1d1inist:ratiwan) 
M.oay (1lIlnI:Pi 1qlic. 
Res. Div. 1oh:Jl Dim:tJ:r 
is l!IIlBrt) 

f£	 BA: BialaJi 5alicc ~ Cfii.cu 'Drlniml A9'dst:ants $3,DXl 
('TI)	 WiDm ~ (u.s.) lIfrl '1m 8'to1nlcgist;
 

M>:B'tx:JIolaJi 'nil Iemrth f\::lnhtim;
 
lillv. cL MIs3. RBmdl Liai:ul <fii.a:.'£
 

with 9tBllldd;s: 
lIlfurity 



Appendix 0 Can't 

BIIllW1lD\L SJ+IRi <F PM1'Dll't'US lmEIDIlG nN'ft-MMC H:HSIP 
MID£,~ 

JlU 9 - NllBI' 3, 1984 

~s 

tff£ tfn'Jl:HlUlY 
HnESI' 
mHE s:liIL1lG ~ EfooH(JHNl' 

M\J:R 
a.a:mINmS 

f'IIftCUlL 
ImUSIBIUlY IlIIUmmI..rIY 

B81BlB 
IHJ.£»INl' 

tfffilJ, 
/ltJB 

MuitilS M5c. 
( '16) 

IE: 19ria1lbJre 
H:>:Biaretry 

&:::iatific C1'fia:!r" 
Ministry d Jlg. Rmmdl 
cnl Fd.1Uuy 

KJE KJE Divisicml 
9::ist:ific C1'f1ca" I\!lBl.stzn: to 'nrlnicBl 

Cffia:!r" 

IlHEN, 
CB1M 

RD. 
( '80) 

H:>: 19ria1lbJre 
IQBrtoJn 
HD: lktarV 
auifrxnia 

Dind:crAimicr plaf"t. 
~,Ktnnl 

R:£uudl statim 
Mtinist.rati~ 

Mrinistratiw lxx\' 
moomhtxdj 

'ltt.al ~d. 
statim 

Dim:txr d. ~. 
R:£uudl 0Xp. 

IlfBi.sbrt RJmll:tEc 
PlantImJk 

SIlO'E, 
Gkkn 

s.azi M5c 
( '74) 

IE: 19ria1lbJre 
M3:SoU~ 

le:::b.u! anl Ibd ~. 
d Clt:p P!:ota::t.im llUv. 
d. 90ftzilanl 'I\B:hin;J , 
1dtinistratiw 

A1XESttS ani 
t:£dnicias 

~fcr me 
~ 
pojD:. anl eJl(Bl­

ditun:s t¥ tie 

I:&ln d. FcDJlty 
cnl Vim 
O&nillt:r 

KJE 

~ 

MOl\, 
I\LIpit.im 

'nlnmnian no 
( '7]) 

lEe: ~ Mdicire 
ltdv. d. B:lirb.a1:jl 
Af): Q:retics 

~ Sblte ltdv. 

Dim:b:r Qn:Ial 
1malia Li...ertrdt 
lei. ~. 

ldtini..stIatiw 

Olief lonnar. 
Di..m:t:.oc d. Ie­
9mdl ani P1lImin:J 
Di..m:t:.oc d M­
mini.stratim 

55mi.l.~ 

iM Sli.lllrg 
toa01n::U RljiaBl. 1kt:. 

Cffice 
I:Uu::txr R!aJm:b 1m. 
l'rireipl1 Jm:el'dl 
Cffia:!r" 

tOJoO, 
Aml1d 
~ I£c. IE: 19ria1lbJm 

Uliv. a. [he I!b SaLBn 
Jlg. Ra3. C1'fia:!r"Iststa­
tim) Ministry a. 1lg.; 
19nnJIy 1mBIt:h, 
lIBIupI 3 trial slteB, 
w:dt IXtXJlCP cxttrol 

3 trial sites with 9, 
4, anJ 4 9.bxd.in:ItsJ 
m e:rll site, ~ 
tively 

lO£ t-ad d. SB::t:.lm in 
IbdCfiice 

R:B:Jm::fEr 
FclIm Mng:!£ (field 
cffia:!r") 

9M0R.I'A. 
GB:ffn!'{ 

'nlnmnian RD 
( '78) 

Dipar& in 'lU:piml. Jlg. 
IE, M3, R1> in lS U1i.v. 

Directr:r o:tfee Ra3. 
I'mjmt1. k). lei. ~. 

lld1tnisbatim, ~ 

5 act.icn teds All cdfee res. 
furls 

Dind:crd 
lei. Imtibn! 

plaf"t. BnBJer 
~ Directr:r d 
Immdl (andimtxr 
d. all a:tp aB.) 

~, 19n8 
virnrt. 

M3 
( 17]) 

IE: 19r1o.llb.ae 
Inlia 
M3: 19r1o.llb.ae 
rtietere ltd\8Siqr 

GBB:iclst/P.Iar BnBJer 
Hini.stty d. IUjicml 
Cb::p:Bt:¥n (mum:h. 
l!dJinist:Jatiw, 94U'"" 
visxy 

5 tod3 d. soct.iaB andian $80,(0) 
cnlall~ 

lDDris 

lenae It:: 8:mk', (fiias'-in­
Sa:ntaly c:imtJ! a. ProP± 
Minist:1y d. 
Rljiael. aqsatim 

<HIZdJCA, 
GlD9! 

~ 

'~'.,\..: ..~ 

1aIt:.lal RD 
( '80) Il:x::ta d. ~ 

K:di.clre: 
lIcraniallg. h:xJ. 
Af): IIfriaJn 'ltMm 
Uliv. d. Glaspr 

1'E6t.. Dim:.ta: d 
~ani~ 
~ Idltnist::Ia­
tim ani REmm:h in­
dulin;J irt.emltiaBl 
(Xoj.s:.t:s 

5eJlicr Uj:. Ra3. eft. 
.ro is in <:huge a. 
all tad :. soct.iaB 

1.5mUlim 
(alnIt:: U.5. 1.}) 
nill.im) 

IUJiaelt:: SEr. 
Ministzy a. Jlg• 
to:nn:s <mni.ttee 
a. tet.ia"al 
1Is3s1ti.y 

District 'ktErirmy 
Cffia:!r" 
PIDTiJdal 'ktErirmy 
Cffia:!r" 
\l!terlrBry eftia:!r" 
~ Ibd}mtem 
SEnicr \ttErlnuy 
Ie. efti.cs" 



Appendix 0 Canlt 

BunWUDIL 8..Hfi« <F lWU'DIWDS mm:mG ~KlmlP 
MID£, Sr'I\ZIIJN) 

JlU 9 - HIlBI' 3, 1984 

mtJl:IIflNl"S 
11IGEBl' W\m FllftCIJ\L R8ID.5 

Nf£ tfll'IlN\L1T{ IB:HE s:HlLllG ~1HlL1HNl' SIIlUImIfS JmUQIBIUIY AlllNINlIUlY IMlDIMNl' 

~, 1albial !'S fotBnIlrstibte eX etfiar-in-d~, Irri- cfiice tl:Bti, ~ $75,(lX) to an iniividal. W« 'I\rlmlcgist 
Jcsj ( '82) lniqltial em ~ g:tt.im; ItBBntI 'nIrn ahtnistratiat (<Dlla::t m.uu~ IniL.Jltiat ~ 

radoc, ~l IUDUt:h staff anI faJm (Jl faJrn~) B1]irQ.r 
Statim JlM.!uy, ITaBPS 
Mrd.nistJ:ati~ 

MBfteI, 
aristqhr 

Zinbbe M:ic. 
( '81.) 

IE: Uli.\U3ity eX ~ 

106: Uliv. eX ScU:Hmpxn 
Ienut::h etfkEr 
Ministry do 19. RlBmdl 

3 mmrch cifi.c:EIs tOE 
2 nBBrCh t:a:tni.ciaE 

Chief O:unist Glcss.imlcgist 

RenBnfl anI fanulate 
P:OJ1ClIS 

SIIRfJ\, ~ M> IE: Ilnimsl Sc:i.m:e etfkEr in d~ eX 3 mmrch ~ 8O,(lX) lad eX Statim Biatmclst. 
Sinbl Zinbbe Uli.\8ldty ll~settJa1 cfiia3:s Je:mn::h!r 

106: I\nimd tttritim 
~ 

~1Umrtt1 
Statim (mmmy 

~, fe:rl1ct. 
Iall::tI 

ldrinisbati..e) 

...molDU, 
~aun 

Zinblboaln Ril tot\: Zinbbe 
Hi>: ~ IUIt:ralla 

Ibd d. 19n:mrV Imti­
tl.t.e; a.l1ini.st:Iati~ 

11 nomdl dficels, 
6 m::p p:oh:t.1cn 

estinatEs anI 
etqBrli.t1Jnfi eX 

Pmist31t Di.nrlxr 
Oq> Immtil Div. 

Pl"in:ip.e Immtil 
etflar 

mEUUlil mits total imtitl.t.e's MinistIy eX lq. 
~ 



Appendix E 

LIST OF ISNAR TEAMS AND CASE WRITERS 

COUNTRY STUDIES 

Zimbab~e 

Paul Bennell Research Fellow, ISNAR 
N'Guetta Bosso Consultant, Ivory Coast 
Byron Mool< Senior. Research Officer, ISNAR 

Sudan 

Huntington Hobbs Senior Research Officer, ISNAR 
Ghazl Hariri Senior Research Fellow, ISNAR 
Robert I. Ayling Consultant (U.S. Dept. of Agriculture) 

Cameroon 

Marie de Lattre Research Officer, ISNAR 
Rudolf Contant Senior Research Fellow, ISNAR 
Jean-George Doumbe Research Officer, ISNAR 
Oscar Cordeiro, Director General, Douala Station, PAID 

CASE STUDIES 

Benne 11, Paul. 
1983 -Conditions of Service for Agricultural Research 

Scientists in Nigeria: What Room for Manoeuvre?-

Bennell, Paul. 
1983 -The Nile Va~ley Project: A Unique Model of 

International Cooperation?-

Benne 11, Paul. 
1983 -Manpower Planning for Agricultural Research in 

Kenya. ­

de Lattre, Marie. 
1983 -Visitors to El<ona: A Communication Exercise.­

de Lattre, Marie. 
1983 -Budgeting at Ekona.­

de Lattre, Marie. 
1983 -Cashew Nut Research in the Tanzanian Agricultural 

Research Organization.­

~\
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de Lattre, Marie. 
1984 -Les Vehicules. 

de Lattre, 
1984 

Harie. 
"L'Approche du Programme National d'Amelioration de la 

Pomme de Terre au Rwanda II 

(Huntington Hobbs provides supervision in case study writing. 
Jean-George Doumbe serves as a research in case writing.) 



ISNAR TRAINING ACTIVITY
 

:--T_I_'l'LE ~~~---------_+_~:~~~T~IV-ITY--P-LAN----j 
DATES 

I 
TYPE OF ACTIVITY 

I , Conference 
i 
I ! Seminar 

! , 
i Workshop 
I Course 
i 

OBJECTIVE OF ACTIVITY 

I
I 

I 
CONTENT OF ACTIVITY 

PARTICIPANTS (EST) 
No. Countrv 

I 

I 
I 
I i 

Total .. 

I REMARKS: PLANNING PHASE 
I 
I 

SUMMARY OF ACTIVITY 
I 

Actual NU.'llber 
l?articipants 

of I 
Number of 
Participant-Weeks I 

I 

I :'l~a..oJ(:;: StlMMARY PHASE 

I
 

! 
I 
I 

I 
! 
I 
I 

t.QCATION 

GEOGRAPHICAL CATEGORY 

I International 
I Regional
i NationalI 

I lJ;)cal 
I 

DATE 

COORDINATOR 

OTHER STAFF 

LANGUAGES 

Enqlish 
I French 
Soanish 

I 

I 

MATERIALS 

Course notes 
Reference llIatls 
Case studies 

Source 
BUDGET 

Amount (US$) 
CO-SPONSORS 

INSTRUCTORS 

ACTIVITY REPORT 
Activitv (USS) 
Cost per 

Total Cost of 

I BY·
 
Participant
 
Cost per
 DATE
 
Particicant-Week
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ISNAR 

ISNAR 

ISNAR 

ISNAR 

ISNAR 

ISNAR 

ISNAR 
1982 

ISNAR 
1983 

ISNAR 
July 1983 

ISNAR 
1984 

ISNAR 
1984 

ISNAR 
April 1984 

Korten, David C. 
1983 

Paul, Samuel 
1983 

Grant Agreement with Attachrrents AFR-044S-C-SS-2077-00 
dated 9/30/82 as Modified 3/18/83. 

Various 'NOrking budgets arxi/or 'NOrkinq papers. 

First Technical Report - Grant 00. AFR-044S-G-SS-2077-00 
Period Covered: Beginning Of project Through Sept. 30, 198: 

Second Technical Report - ACC-S06/S11/02
 
Period Covered: OCtober 1, 1983 - December 31, 198"'.
 

'll1ird Technical Report - Grant No. AFR-0445-G-SS-2077-00
 
Period Covered: January 1, 1984 - March 31, 1984
 

Fourth Technical Report - Grant No. AFR-044S-G-SS-2077-00
 
Period Covered: April 1, 1984 - June 30 1984.
 

"A Proposal: To Strengthen the Manaqem:mt of Agricultural 
Research in Africa". 

"Training R~ements for Agricultural Research 
Management in Africa: A Case Study of the Department of 
Research arxi Specialist Services in ZiJnI:::a.bwe" The 
Hague, Netherlands 

Workshop Evaluation Sumnary. Agricultural Research 
Managanent. 'ESAMI-ISNAR. 

"Profiles: The Professional Staff of ISNAR, 1984" 
The Hague, Nether1arxis . 

"1983 Annual Report" The Hague, Nether1arxis 

"ISNAR in the Eighties (ISNARls medium-tenn program 
projected fran its first three years. International 
Service for National Agricultural Research. The Hague, 
Netherlands • 

"'lbe Management Institute in Transition." In 
Bureaucracy arxi the Poor, ed. by David C. Korten arxi 
Felipe B. Alfonso. West Hartford, Connecticut: 
Kumarian Press, pp. 224-237. See also "JlJddendum: A 
Ccmnentary by Henry Garez," pp. 238-240. 

"Training for Public Administration and Management in 
Developing Countries: A Review." World Bank Staff 
Working Paper Number 584 (Management and Devel~t 

Series Number 11). 

Waterhouse, Price Quarterly Financial and ProgI'ess Reports. 
March, 1984 Audit Statement 12/31/83 
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Wyckoff, Barbara 
July, 1984 

Wyckoff, Barbara 
July ll, 1984 

"StateN!nt of Work for Mid-Project Evaluation." 
A.I.D. Project No. 698-0445 "Strengthening the 
Managell1ent of Agricultural Research in Africa: A Staff 
Developnent Awroach" executed by the International 
Service for Agricultural Research (ISNAR) 

"Trip Report - Intet'l1<!1".ional Service for National 
Agricultural Research (ISNAR) - Strengthening African 
Agricultural Research: A Manpower Approacp (698-0445). 




