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I INTRODUCTION 

A Background 

Over the past twenty-five years, Afncan agncultural research and natural resources 
management (AR/NRM) mstltutIOns have relIed on mternatIOnal donors and natIOnal governments 
for the largest part oftherr research program and operatmg support Under pressure from structural 
adjustment polICIes to decrease publIc spendmg, many natIOnal governments startmg m the late 
1980s began to cut fundmg for research mstItutIOns At the same tIme the publIc flow of resources 
to research became mcreasmgly unrelIable (Pardey, Roseboom, & Bemtema, 1997) The 
mternatIOnal donor communIty filled some of the fundmg gap, but for several years has faced 
changmg pnontles and reduced levels of foreIgn aSSIstance for agncultural research Most AfrIcan 
countrIes, however, stIll rely heavIly on theIr natural resources base and agncultural productIOn for 
the lI~ehhoods of the maJonty of the populatIOn Agncultural research and technology development 
and transfer remam CrItICal to theIr economIc development 

The development of AfrIcan agncultural SCIence and technology, and espeCIally the VIabIlIty 
of Afncan agncultural research/natural resource management (ARlNRM) mstItutIOns, contmues to 
be heaVIly mfluenced as well by other global forces The globahzatIOn of finanCIal markets, WIth an 
emphasIs on export trade and competItIve advantage, and the search for new products and new 
market OpportunItIes, makes research and technology transfer all the more Important for AfrIca's 
development PartICIpatIon m the global economy for agnculture/natural resource-dependent AfrIca 
depends upon effectIve lmkages among research and technology producers, consumers, and funders 

The SustaInable Fmancmg ImtIatIve (SF!) addresses these lmkages, takmg the fundmg Issue 
as the startmg pomt SFI IS mtended to promote experImentatIOn WIth new financIal mechamsms 
to support research and technology transfer The ObjectIves of SFI are 1) to strengthen and dIversIfy 
the finanCIal base of AfrIcan ARINRM mstItutIOns, and 2) to promote ARlNRM mstItutIOns' 
capaCIty to manage therr research and technology transfer programs m a sustamable manner 
AccomplIshmg the first ObjectIve reqUIres IdentIfymg alternatIve sources of fundmg, partIcularly 
from the pnvate sector, and explonng new financIal mechanIsms Addressmg the second objectIve 
mvolves mstItutIOnal reforms to reonent ARlNRM mstltutIOns to manage strategIcally, Improve 
finanCIal systems and accountabIlIty, IdentIfy and respond to key stakeholders and chents, and lmk 
research and technology transfer programs to prIOrIty needs 

SFI pursues Its ObjectIves through a vanety of actIVItIes 1) analytIcal and conceptual work, 
2) coalItIOn-bUIldmg WIthm the mternatIOnal communIty on the Importance of ARlNRM and of 
finanCIal restructunng of research and technology transfer, 3) plannmg and technIcal aSSIstance for 
ARlNRM mstltutIOns engaged m reform, and, 4) networkmg and mformatIOn-sharmg of SFI 
expenence among current and prospectIve SFI partners and mternatIOnal donors The U S Agency 
for InternatIOnal Development (USAID), Bureau for AfrIca, Office of SustaInable Development, 
ProductIve Sector Growth and EnVIronment DIVISIOn (AFRISDIPSGE) has taken the lead on the first 
and thrrd actIVItIes The DIVISIOn works jomtly WIth the SpeCIal Program for Afncan Agncultural 
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Research (SPAAR), housed at the World Bank, on the second and fourth actIVItIes For contractor 
support for SFI, AFRiSD IrutIated a bUY-In to the Global Bureau's Agncultural Pohcy AnalYSIS 
Project, Phase III (AP AP III) 

Early SFI actIvItIes focused on IdentIficatIOn and analysIs of finanCIng mechanIsms PrIor 
to the AP AP III bUY-In, AFRiSD had commIssIOned several studIes that Informed the dIscussIOns 
and prehmInary plannmg of SFl's field component, whIch was launched at a workshop held In 
MaastrIcht m September 1995 attended by the leadershIp of AfrIcan ARlNRM mstitutIOns, donor 
offiCIals, and technIcal experts (see Dunn, 1997, GIlles, 1997, Kalrutzandonakes, 1997, and 
USAIDI AFRiSDIPSGE, 1996) The workshop reVIewed experIence from other parts of the world 
WIth InnovatIve fInanCIng mecharusms, and helped partICIpants to clanfy the finanCIng problem 
confrontmg AfrIcan ARlNRM mstItutIOns and to develop prehmmary SFI workplans to search for 
solutIOns At the SPAAR plenary meetmg m Uganda m February 1996 three mstItutIOns were 
selected for aSSIstance m Implementmg theIr SFI workplans the Southern AfrIca Centre for 
CooperatIOn In AgrIcultural Research and TraInIng (SACCAR) m Gabarone, the Network for 
EnVIronment and Sustamable Development m AfrIca (NESDA) m AbIdJan, and Ghana's CouncIl for 
SCIentIfic and IndustrIal Research (CSIR) m Accra Subsequently two addItIOnal mstItutIOns were 
mcluded for SFI aSSIstance ASARECA (ASSOCIatIOn for Strengthenmg AgrIcultural Research In 
Eastern and Central AfrIca) m Entebbe, and the AgrIcultural Research CouncIl (ARC) and the 
Department of Research and SpecIahst ServIces (DRSS) m Harare Some asSIstance was also 
proVIded to the Madagascar EnVIronmental Endowment Fund, Tany Meva Begmnmg m 1998, SFI 
worked WIth two commodIty research networks m Southern AfrIca, the Sorghum and MIllet 
Improvement Program (SMIP) and the Southern AfrIca Root Crops Research Network (SAARNet) 

B OrgamzatlOn of the Paper 

In the few years smce SFI has been actIve, there has been a growmg wave of mterest and 
experImentatIOn relatmg to the financmg of development goods and servIces Around the world, as 
well as m AfrIca, donors, governments, NGOs, and foundatIOns are lookmg for ways to assure that 
the resources for these goods and servIces wIll be avrulable on a sustamed baSIS ThIS paper has a 
trIple focus FIrst, It looks at a selected sample of thIS experImentatIOn and related actIVItIes and 
trends m mnovative financmg mecharusms for agrIcultural research m other parts of the world, and 
draws lessons relevant for SFI Second, It focuses retrospectIvely, takmg stock of SFI technIcal 
aSSIstance and analytIC support actIVItIes, and summanzes the lessons from the SFI experIence base 
Thud, the paper looks forward, and prOVIdes some thoughts on future SFI Issues, actIOns, and 
potentIal paths 

ThIS analytIC reVIew serves several purposes It should help to 1) achIeve a clearer 
understandmg of current and new finanCIal mecharusms and fundmg optIOns for agrIcultural and 
NRM research m sub-Saharan AfrIca, and of what IS reqUIred to make these mecharusms operatIOnal, 
and, 2) IdentIfy the next generatIOn of SF I Issues, challenges and OpportunItIes Fmally, the paper 
should help m sohcItmg new Ideas and practIcal mSIghts on how to strengthen the finanCIal 
sustamabIhty of ARlNRM mstItutIOns m sub-Saharan AfrIca 
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Includmg tills mtroductIOn, SectIOn I, the paper IS orgarnzed mto SIX sectIOns SectIOn II 
outlmes an analytIc framework for revIewmg the expenences, accomphshments and Issues raised 
to date m the ImplementatIOn of the SFI Usmg tills framework, SectIOns III and IV focus on 
US AID-funded SFI actiVItIes and on other expenences With financmg mecharnsms SectIOn V 
summanzes lessons learned from both SFI and broader expenence, and Section VI seeks to IdentIfy 
possIble next steps for the next generatIOn of the SFI analytIc and techmcal assIstance program 
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II REVIEW FRAMEWORK 

A ThmkIng About the Challenges to Agricultural Research 

As the SP AAR ExecutIve Secretary stated at the Apnl 1998 Intenmmstenal Meetmg m 
AbIdjan, agncultural research throughout sub-Saharan IS "m cnsls" Program fundmg levels per 
researcher are declImng, unrelIable, and rarely lmked to perfonnance Research pnontIes tend to be 
Irrelevant to, or poorly understood by natIOnal chentele, and aVailable program fundmg relIes largely 
on bIlateral and multIlateral foreIgn asSIstance programs Governmental admllllstrative and finanCIal 
regulatIOns are Ill-adapted to the operatIOnal reqUIrements of agncultural research, and publIc 
personnel polICIes are Ill-SUIted to the development of a sustainable cadre of natIOnal research 
SCIentIsts (T oure, 1998) 

ThIs cnSlS traces ItS ongms m part to a senes of polIcy and program ShIftS among foreIgn 
asSIstance agenCIes that were dnven by concepts of market lIberalIzatIOn and reduced publIc-sector 
employment m the 1980s After a penod of growmg foreIgn publIc mvestment m agncultural 
research throughout the 1970s and mto the early 1980s, research program budgets began to stagnate 
or declme as donors reexammed theIr support for pubhc mstitutIOns and state control m agnculture 
(EIcher, 1989) It IS also clear that the mitial enthusiasm generated by UNESCO's SCIence polIcy 
aSSIstance program for establIshIng and promotmg natIOnal SCIence polIcy and mstitutIOns 
throughout sub-Saharan Afnca dunng the 1960s and 1970s had waned conSIderably by the mld-
1980s (DaVIS, 1983) Moreover, WIth few exceptIOns, lIttle or no attentIOn was gIven to bUIldmg and 
sustammg sources of domestIC polItICal support for agrIcultural research (8yerlee, 1998) 

Nevertheless, both foreIgn aSSIstance agenCIes and AfrIcan governments contmue to be 
commItted to findmg more effectIve ways to assure the development and aVailabIlIty of Improved 
agncultural technology that helps to promote economIC growth and sustaInable development As the 
AbIdjan Intennmistenal Conference concluded, It IS Important to elaborate and Implement "the 
necessary polIcy mstruments to support effectIve agncultural research and technology systems" 
(Intennimstenal SummIt, 1998) In contrast to the past, however, when research polIcy mIght have 
focused largely on the means to encourage the contmuous flow of technologIcal InnovatIOns from 
agncultural research through extenSIon, thIs generatIOn of pohcy mstruments must confront at least 
four more sophIstIcated challenges to agncultural research (8yerlee & Alex, 1998b) 

FIrst, the lIberalIzatIOn of trade that has accompanIed a new era of globalIzatIOn reInforces 
the need for each country to use ItS comparatIve advantage and to assure that Improved agncultural 
technology IS avaIlable to explOIt thIs advantage Second, the next generatIOn of mcreased 
productIVIty m agnculture mvolves more effiCIent mput use WIthout JeopardIZIng the resource base 
ActIVItIes to achIeve these ObjectIves are more knowledge and skill mtensive Consequently, 
agncultural research WIll need to develop the capaCIty to move away from a top-down relatIOnshIp 
WIth producers In order to proVIde more speCIfic and tailored techmcal mfonnatIOn that responds to 
the varIOUS needs of dIfferent producers 
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ThIrd, agrIcultural research must find ways to mcrease productIvIty m areas that have 
benefited lIttle from past mvestments, mcludmg attentIOn to Improvmg the aVaIlabIlIty and use of 
knowledge and practIces that enhance the qualIty of natural resources Fourth and finally, research 
must be m a pOSItIOn to deal WIth, and take advantage of new bIOtechnologIes as well as new 
mformatIOn technologIes ThIS mvolves much more than havmg the capaCIty to undertake 
bIotechnology research It also means recogmzmg and actmg upon the new realIty that foreIgn aId 
IS no longer the only "game m town" GlobalIzatIOn and advances m bIOtechnology research create 
opportunItIes for mternatIonal prIvate sector collaboratIOn WIth natIOnal entrepreneurs to mvest m 
a range of agncultural technology development schemes (Pray & UmalI-DeImnger, 1998) In other 
words, an mcreasmg number of AfrIcan governments now have potentIal opportunItIes to attract both 
publIc and prIvate capItal to promote agrIcultural research and technology transfer 

B An Analytic ReVIew Framework for SFI 

It has become mcreasmgly clear that respondmg to these challenges IS much more than a 
questIOn of mcreasmg and stabllIzmg finanCIal resource flows to ARlNRM mstItutIOns The 
dIverSIficatIOn of fundmg sources for agrIcultural and NRM research ImplIed by the challenges 
mvolves pohcy questIons far beyond the agrIculture sector, and a broad range of mstltutIOnal 
conSIderatIOns regardmg the varIOUS actors partIclpatmg m ARlNRM far beyond the publIc sector 
CapaCIty Issues loom large m thmkmg about the use of varIOUS finanCIal mechanIsms to faCIlItate 
Improved functIOnmg wIthm mdlvldual mstItutlOns, foster competItIon and demand-drIven 
performance, and Improve complementary efforts among the dIfferent mstItutlOnal actors The 
mterconnected nature of these conSIderatIOns reqUIres shlftmg from the macro- to the mIcro-level 
and back For example, polIcy deCISIOns to generate new sources of revenue through the marketmg 
of research-related servIces must be accomparued by the approprIate organIzatIOnal structures and 
personnel qualIfied to assure and prOVIde these servIces SImIlarly, proposals to pursue Jomt 
research ventures WIth mternatlOnal prIvate mvestors reqUIre government pohcles that prOVIde the 
necessary mcentIves and mvestment protectIon to attract foreIgn capItal mvestment 

To gam fresh mSlghts and perspectIves on sustamable financmg for agrIcultural and NRM 
research, thIS paper uses an analytIC framework that SItuates the mechanIsms for mcreasmg the 
sustamablhty of financmg WIthm the overlappmg organIzatIOnal and pohcy envIronments that 
mfluence the selectIOn, use, VIabIlIty, and effectIveness of these mechanIsms These three categorIes 
of varIables (SFI mecharusms, orgaruzatlOnal components, polIcy Issue areas) can be thought of as 
nested systems, each of whIch SItS WItlun a larger system (see FIgure 1) ThIs perspectIve, depIcted 
as three concentrIC CIrcles, faCIlItates thmkmg about what mfluences the VIabIlIty of any SFI 
mechanIsm, as well as how VarIOUS mecharusms raIse related orgaruzatlOnal and pohcy ImplIcatIOns 
ThIS type of framework draws our attentIOn to the IteratIve and mter-related nature of declSlon
makmg related to sustamable fmancmg 

The VarIOUS mechamsms for finanCIal sustamabIhty that SFI IS explOrIng and elaboratmg are 
located at the center of the framework These optIOns mclude two groups of actIVItIes those 
deSIgned to moblhze resources, and those deSIgned to allocate resources For the mobIlIzatIOn of 
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fmancIaI resources, the most commonly used mecharusms revIewed m thIs paper are commercIal 
actIVItIes, user servIces, research contracts, levIes, checkoffs or cesses, corporate Jomt ventures, and 
endowments For the allocatIOn of financIal resources, the prmclpal mecharnsms revIewed m thIS 
paper mclude block or formula fundmg and competItIve grants that can be admlmstered through 
natIOnal or regIOnal foundatIOns, or through vanous regIOnal or global programs 

The second CIrcle comprIses the orgaruzatIOnal settmg WIthIn whIch financmg optIOns are 
deSIgned and Implemented ExperIence suggests that It IS useful to dIVIde thIs settmg mto four 
component categones strategIC planmng and prIonty settmg, operatIOnal and management capacIty, 
research polIcy and SCIentIfic leadershIp, and mter-mstItutIOnal collaboratIOn and lInkages These 
types of organIzatIOnal components WIll mfluence the effectIve ImplementatIOn of SFI finanCIal 
mecharusms selected by an ARINRM mstltutIOn Vanous SFI mecharusms, m turn, can be deSIgned 
m order to strengthen varIOUS orgarnzatIOnal components of an ARINRM mstltutIOn 

The thIrd CIrcle contams the pohcy Issue areas that mfluence the effectIveness of, and 
pOSSIbIlItIes for Implementmg selected finanCIal mecharusms, as well as feaslblhty for a gIven 
ARINRM mstItutIon to operate WIthIn, and to address components of ItS orgaruzatIOnal settmg The 
empmcally grounded polIcy categones used for thIs reVIew mclude SCIence and technology, finance 
and budget, economIC and trade, and publIc admlmstratIOn and governance 

The prelIm mary elaboratIOn of thIS framework, as presented above, draws from our 
mterpretatIOn of SF I expenences to date as well as a broad range of dISCUSSIOns concemmg financmg 
for ARlNRM mstItutIOns and for the successful dIffuSIOn of agrIcultural technology (e g , Noor, 
1996) The framework IS based on the assumptIOn that exammmg the mterplay among the polIcy 
Issue areas, the varIOUS optIOns for finanCIal resource mobIlIzatIOn and allocatIOn, and the 
organIzatIOnal components helps to sharpen thInkIng about the Issues of concern for polIcy makers, 
donor agenCIes and research leaders related to sustamable financmg For example, deCISIons 
concernmg the use of one or more financmg optIOns can be mformed by explonng the "degree of 
fit" among polICIes, financmg optIOns and organIzatIOnal components 
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Figure 1 SustaInable FInancIng Analytic Framework 

Fmance 
+ 

Budget 
PolIcy 

CD Resource MobilIzatIOn 
-CommerCIal ActIvItIes 
-User Services 
-Research Contracts 
-LevIes 
-Checkoffs 
-Corporate & Jomt Ventures 
-Endowments -- Research Funds 

SCIence + Technology 
PolIcy 

PublIc 
AdmInIstratIOn 

+ 
Governance PolIcy 

7 

EconomIc 
+ 

Trade 
Pohcy 

® Resource AllocatIOn 
-Block Grants/Formula Fundmg 
-CompetItIVe Grants Systems 
-RegIOnal Networks & Funds 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

III OVERVIEW OF SFI ACTIVITIES 

ThIS sectIOn looks at what USAID-supported SFI actIvIties have accomplIshed smce theIr 
mceptIOn It reVIews progress and results to date With mstitutIOnal field support and analytIc efforts 

A Progress wIth SFI FIeld Support ActIVItIes and Results AchIeved 

The folloWing dISCUSSIon summanzes aSSIstance actIvIties and results to date for the five 
mstitutIOns that SFI has been collaboratmg With smce June 1996, and for the two commodIty 
research networks Start-up offield assIstance began m the summer of 1996, folloWing refinement 
ofSFI workplans and the development oftechmcal aSSIstance plans The workplans contamed five 
components, wmch reflect the core elements of SF I strategIC planmng, mstitutIOnal reform, finanCIal 
mecharnsms development, coalItIOn-bUlldmg, and management of the change process Further detaIls 
on the specIfic actiVIties undertaken for these mstitutIOns are elaborated m the reports prepared by 
the SFI consultants, lIsted m the bIblIography 

The applIcatIOn of SFI tools and approaches, and the provlSlon of T A, have had POSItIve 
results on a varIety of fronts, and represent an Important part of the ImtIatlve's value-added For 
example, the marketmg surveys conducted have demonstrated that alternatIve fundmg optIOns, 
partIcularly commerCIal opportunItIes, do m fact eXIst, these are real and not hypothetIcal The 
varIOUS types of analyses-- stakeholder, organIzatIOnal, finanCial, and human resources-- have 
contnbuted to clearer problem defimtIOn and IdentIficatIOn of constItuencIes, and thus have mformed 
the deSIgn of mstitutIOnal strategIes for sustamabilIty Subsequently, they have contnbuted to 
refinement of polIcy prescnptIOns and donor actiVIties m support of SFI Further, the coacmng 
component ofTA asSIgnments has asSIsted staff m mstitutIOns m tranSItIOn to mamtam confidence 
and motIvatIOn whIle confrontmg reform tasks 

1 Southern AfrIca Centre for CooperatIOn In AgrIcultural Research and TraInIng 

The SFI TA ObjectIves developed With SACCAR mclude a) asSISt SACCAR to demonstrate 
and commumcate the value of ItS actIVIties and programs to key stakeholders, b) refine and elaborate 
the proposed endowment fund (SAFAR) and explore pOSSIble donor contnbutIOns to thIS 
mechanIsm, and c) remforce SACCAR's capaCIty to manage the SFI ImplementatIOn process 
strategIcally TA tasks m support of these ObjectIves focused on a) analYSIS and modIficatIOn of 
SACCAR's finanCIal and budgetmg system, b) development of new reportmg systems, formats, and 
"publIc relatIOns" matenals, c) conduct of a stakeholder analYSIS and development of a coahtIOn
bUlldmg strategy, and d) operatIOnahzatIOn of SAFAR 

The first task was undertaken m July-August 1996 An SFI consultant worked closely With 
SACCAR staff to analyze the Centre's finanCial operatIOns, develop a methodology to enable 
SACCAR to dIstrIbute costs across programs/projects and across the dIfferent components of ItS 
mstltutlonal mandate, prepare fmanclal prOjectIOns for future revenues, recurrent and capItal costs, 
and IdentIfy a set of management deCISIOn cntena to help set SACCAR pnontles by program and 
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functlOnal area m the face of pOSSIble reduced fundmg, staff losses, etc These analyses fed mto 
documents submitted to the SADC CouncIl of Mmlsters m August, whIch was consldenng 
SACCAR's future 

In November-December 1996 and contmumg mto January-February 1997, work began on 
the stakeholder analYSIS and coalitlOn-bmldmg strategy, supported by an SFI consultant ThiS was 
ImtIated as a questlOnnaIre-based exerCIse A three-day workshop m March 1997 of a large number 
of SACCAR stakeholders from the reglOn prOVIded an opportunity for face-to-face consultatlOn 
Dunng the penod March-Apnl 1997, another SFI consultant conducted a reVIew of SACCAR's 
pubhclty matenals, pubhcatIons, and dlssemmatlOn, and made recommendatlOns regardmg revlsmg 
SAC CAR' s matenals, targetmg products more closely to stakeholder audIences, and mcreasmg the 
effiCiency of matlmgs and matenals dlstnbutlOn 

Subsequent to the March workshop, discusslOns among SAC CAR, the SACCAR Board, the 
donors, SADC members, and the Government of Botswana (GOB) mtenslfied regardmg the future 
of SACCAR, spurred by the confluence of several factors the Impendmg termmatlOn of the USAID 
mstitutlOnal strengthenmg project that had created SACCAR m 1984, the strategIc plannmg exercIse 
to chart SACCAR's post-USAID project path, the clanty regardmg SAC CAR operatmg costs 
mtroduced by the SFI finanCial and budget consultancy, and debate over SACCAR's most 
appropnate role and Its lack ofvlablhty as a COnUTIlSSlOn The future of SAC CAR was suffiCIently 
uncertam durmg thIS penod that SFI workplan actIVItIes were put on hold By the fall of 1997, 
stakeholder delIberatlOns led to a declSlon to reconstitute SACCAR as a reglOnal sector coordmatmg 
umt operatmg as a semi-autonomous entity attached to the GOB's mmlstry ofagnculture 

In December 1997 the SACCAR Board chrurman, the ExecutIve Director, and USAIDIRCSA 
and USAID/W staff conferred regardmg transitlOn plannmg for the new SACCAR From those 
meetmgs a workplan emerged, orgaruzed around five tasks 1) mstltutlOnal analYSIS and reform to 
facIlItate the effective tranSItIon to a sector coordmatmg unIt wlthm a GOB admmistratIve 
framework, 2) broademng and bmldmg a new SACCAR coalItlOn, 3) strategIc plannmg and program 
development, 4) new fundmg mecharusms and sources to harmomze and sustaIn reglOnal programs, 
and 5) retoolmg of the operatlOns of the reglOnal research networks SFI prOVIded TA for the first 
task In Apnl 1998, an SFI consultant worked Wlth the Board chaIrman, and conducted an 
mstltutlOnal study that IdentIfied a) orgaruzatlOnal placement optIons Wlthm the GOB for SACCAR, 
b) the admmlstratlve and financial authontIes for the SCU, and c) key actlOns to be taken by the 
GOB to fully estabhsh the new SCU 

The study recommended that SACCAR be constituted as a unit of the Botswana College of 
Agnculture, lmked to but outSide of the Mlmstry of Agnculture The GOB, however, favored 
housmg SAC CAR wlthm the Mmlstry, and subsequently proceeded with tlns option At the 
moment, SAC CAR IS m flux, essentially startmg anew as a SCU SADC IS m the midst of 
addressmg the larger Issue of program coordmatlon Wlthm the current SCU structure across the 
entIre food, agnculture, and natural resources sector It IS hkely that several components of the old 
SACCAR's mandate Will be redistributed to other SCUs, and It remams to be seen what 
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responsIbIhtIes SACCAR retaIns and how the new SCU fares SADC and the donor commuruty are 
at present reservmg Judgment on the effectIveness of the GOB's efforts to assume SACCAR's 
functlOns and to buIld support for the SCU 

Results SFI TA has been a core factor m the transformatlOn of SACCAR The analYSIS of 
SACCAR's admlmstratlve and operatmg costs placed the orgarnzatlOn's finanCial sustamablhty m 
clear rehef for the first tIme ThIs contnbuted to the deCISIon to reengmeer SACCAR as an SCU 
The strong focus of the debate and dehberatlOns on financIal VIabIlIty was a dIrect result of SFI 
aSSIstance An Important process dImenSIOn of thIs result IS that the defimtIOn of problems and 
Issues was conducted collaboratIvely and Jomtly With SACCAR and ItS stakeholders Other 
outcomes attnbutable to SFI mclude a) recogmtIOn by SACCAR staff and stakeholders of the 
Importance of fulfilhng the baSIC coordmatmg and mformatIOn-shanng functIOns of SACCAR as 
a way to demonstrate value and effectIveness, and b) clearer focus on the Importance ofbUlldmg and 
mamtammg a regIonal coahtlOn of natlOnal and local stakeholders (not Just mternatIOnal) who 
support SACCAR's role and mISSIOn 

2 Network for EnVIronment and Sustamable Development m AfrIca 

An mitIal SFI workplan for NESDA was developed m June 1996, but start-up was placed 
on hold for a year, preempted by a reVIew of the organizatlOn's structure, staffing, mandate, and 
operatIOns that led to a near total personnel turnover and restructurmg WIth a new Coordmator m 
place m November 1997, dIscussIons regardmg SFI were revIved m the context of strategIc planmng 
for the future In January 1998, an SFI consultant spent a week m AbIdjan working mtenslvely With 
NESDA staff, and prepared a revIsed SFI workplan plus some recommendatlOns on the dIrectIOn of 
NESDA's strategIc VISIOn for the orgarnzatIOn, and on steps to take to better market ItS servIces to 
foundatIOns Next steps for NESDA With SFI were pursued under another USAID proJect, 
Implementmg Pohcy Change, whIch proVIded TA support to facIhtate a four-day strategIc plannmg 
workshop for NESDA staff, board members, and donors m October 1998 Sustamable financmg 
retams an Important spot m NESDA's thInkIng about the future 

Results The preparatIon of the ImtIal SFI workplan helped to focus NESDA's attentIOn on 
sustamablhty Issues, somethIng that the organIzatIon's donor partners were becommg mcreasmgly 
concerned about Thus SFI contnbuted to the retlnnkIng ofNESDA's leadershIp and dIrectIOn The 
hmng of the new NESDA Coordmator gave the orgarnzatIOn a renewed sense of mISSIon and more 
focus m terms offulfillmg ItS mandate to proVIde servIces to ItS AfrIcan membershIp SFI aSSIstance 
for strategIc plannmg helped NESDA to begm to plan for the future With an ongomg emphasIs on 
finanCial sustamabIhty It IS too early to look for concrete results 

3 CouncIl for SCIentific and Industrial Research-Ghana 

The SFI TA objectIves developed With CSIR mcluded a) to buIld effectIve partnershIps With 
prIvate sector agrIcultural producers, NGOs, or other government entItles to commerclahze CSIR 
research products and servIces, b) to develop mechanIsms and tools that support and promote 
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mnovatIve collaboratIOn wIth partners, and c) to seek out and enter mto "deals" wIth selected 
partners T A tasks were sketched out for each ObjectIve 

Four SFI TA assIgnments for CSIR were undertaken, all focused on helpmg CSIR to fulfill 
ItS mandate to commercialIze ItS technologIes and servIces and to generate a mlrumum of 30 percent 
of ItS budgetary needs through R&D commerCialIzatIOn An SFI consultant spent November 1996 
workmg With CSIR's newly hired marketmg officer to conduct a chent survey and set up a database 
for CSIR on partnershIp opportunItIes The survey demonstrated that current and potentIal chents 
have a number of servIce needs that CSIR mstItutes could respond to, thIS was Important m that It 
revealed to CSIR that commerCIalIzatIon optIOns eXIst For several of the CSIR mstItutes that were 
already market-onented, thIS findmg remforced theIr awareness 

The second assIgnment targeted capaCIty assessment CSIR mstItutes were surveyed by 
questIOnnrure on staff and organIzatIOnal capaCIty An SFI consultant developed the questIOnnaire 
and then m January-February 1997 worked With the CSIR marketmg officer to analyze the survey 
results, reVIew mstItute busmess plans, and conduct semmars at eIght mstItutes to dISCUSS human 
resource Issues, the skills reqUIred for effectIve commerCIalIzatIOn, CSIR plans for transitIonmg to 
commerCialIzatIOn, and the estabhshment of busmess deVelopment unItS (BDUs) m the varIOUS 
mstItutes The consultant also provIded some mtroductory trammg on marketmg for seruor mstItute 
staff, drafted a Job descnptIon for a seruor marketmg officer pOSItIOn, proposed trammg to fill m 
IdentIfied skill gaps, and suggested ways that the CSIR SecretarIat could better faclhtate the research 
mstitutes' tranSItIOn to commerCIalIzatIOn and the creatIOn ofBDUs 

The thIrd SFI consultancy focused on supportmg the establIshment of the BDUs m each of 
the CSIR research mstitutes A two-person SFI team went to Ghana m Apnl-May to 1) meet WIth 
seruor managers to reVIew BDU staffing and proposed POSItIon descnptIOns, 2) work WIth each 
mstItute mdividually to develop the best approach for establIshmg ItS BDU and a timelIne for that 
process, 3) aSSIst them where necessary to target potentIal sources of candIdates for pOSItIOns, and 
4) generally prOVIde momentum to the process of estabhshIng the BDU at each mstltute The team 
VISIted rune mstitutes and helped them to develop a strategy for BDU development, or m cases where 
a BDU had recently been estabhshed, to develop actIOn plans and begm to thmk about theIr 
marketmg actIVItIes The team also adVIsed mstitute staff and management on polIcy and 
operatIOnal Issues concermng relatIOns between the mstItutes and the CSIR SecretarIat and ItS BDU 
The team, along WIth the CSIR ExecutIve DIrector, VISIted the USAID mISSIOn to dISCUSS progress 
WIth SFI and explore the possIblhty of mISSIOn support for CSIR stafftrammg from an eXIstmg AID 
project 

In the course of the three SFI consultancles, the need for better cost accountmg and finanCIal 
management emerged as a concern of CSIR managers The fourth SFI aSSIgnment m October
November 1997 prOVIded two consultants to work With the marketmg officer and the newly
appomted CommerCIal DIrector for the Secretariat VlSltS were made to nme mstItutes to buIld 
understandmg of the concepts of cost estImatmg, pncmg, and cost accountmg The consultants 
helped mstltute staff to explore procedures for applymg these concepts, determirung how and where 
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to allocate costs, defirung overhead expenses, and nnplementmg cost contamment measures They 
made recommendatIOns for modIficatIOn m CSIR's commercIalIzatIOn manual and advIsed the CSIR 
Secretanat on BDU-Secretanat relatIOns and hnkages Further SFI-related TA was proVided as part 
of the World Bank's NatIOnal Agncultural Research Project (NARP) and the Pnvate Sector 
Development Project (PSD) ThIs asSIstance focused largely on makmg CSIR's BDUs operatIOnal 

Results CSIR IS a complex mstltutIOn composed of a multitude of research InstItutes, whose 
products, servIces, stakeholders, and potential for ViabIlIty vary sIgmficantly What may make for 
finanCial sustamabllIty m one mstitute may not be appropnate or pOSSible for another Thus the 
meanmg of finanCial sustamabIlIty for CSIR as a whole IS open to mterpretatlOn TransltlOmng to 
Implement the commercIalIzatIOn pohcy set by the Ghanman government mvolves a long-term and 
frequently pmnful process of InstItutIOnal change for CSIR The SFI asSIstance proVIded to date has 
been a catalyst m movmg the change process along However, the nnportance of some kInd of short
term payoff was rughlIghted when the CSIR ExecutIve DIrector, at a Washmgton meetmg With SFI 
m July 1998, mdlcated that rus staff were unwIllmg to mvest more tIme and effort m SFI plannmg 
and organIzatIOnal change m the absence of some new fundmg 

SFI aSSIstance helped CSIR to grapple WIth the operatIOnal ImplIcatIOns of 
commercIahzatlOn The follOWing results can be attnbuted to the efforts of the SFI teams a) 
mcreased recogmtIOn and understandmg among CSIR staff of the OpportunItIes for 
commerCIalIzatIOn and of potentIal clIents for CSIR servIces and technologIes, b) tImely creatIOn of 
BDUs m the vanous CSIR mstItutes and theIr staffing, c) mcreased clanty m Issues and procedures 
for Implementmg commerCialIzatIOn, d) mstitutIOn-bUildmg for CSIR mstitutes actIvely purSUing 
commerCial OpportunItIes, e) Improved morale among mstitute staff regardmg commercIalIzatIOn, 
and f) mcreased skIlls and on-the-Job trmmng for the CSIR marketmg officer 

4 ASSOCiatIOn for Strengthemng AgrIcultural Research In Eastern and Central AfrIca 

ASARECA, a regIOnal coordmatmg entIty created m 1994, has an Important role to play m 
establIshmg and supportmg regIOnal approaches and mechanIsms for agncultural research among 
NARSs and IARCs In addItIon, donor agenCIes are eager to work With mdlgenous regIOnal entItles 
to mcrease the relevance, coordmatlOn, and effectIveness of aSSIstance to agncultural research and 
extenSIOn SFI aSSIstance to ASARECA focused on strategIC plannmg, analytIC support m the 
development of a competItIve grants system, and research program Impact assessment 

Begmnmg m October 1996, SFI proVIded aSSIstance to ASARECA to reVIew the 
ASSOCiatIOn's mandate, operatIOns, and current programmatIC responsIbIlItIes, dISCUSS WIth the 
ExecutIve Secretary Issues relatmg to ASARECA's future plans and sustamabilIty, reach consensus 
WIth the ExecutIve Secretary on the scope, onentatlOn, and operatIOnal lOgIStICS of a strategIC 
planmng exerCIse and an SFI workplan, and prepare terms of reference for T A to ASARECA for the 
strategIC plan and the SFI The October VISIt to Uganda laId the groundwork for a follow-up TA 
mISSIon for further work WIth ASARECA on strategIC plannmg m November-December 1996 
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A two-person team assisted ASARECA to develop a strategic plannmg operatIOnal 
framework that reflected both a VISIOn for the future and the steps reqUIred to attam that VISIon The 
framework mcluded a component to address financial sustamablhty The team faCIlItated Imtial 
discussIOns of the actIOn plan, drafted terms of reference for additIOnal techmcal assistance for 
follow-on analytic work, and made recommendatIOns for ItS ImplementatIOn Based on thIS, 
ASARECA began to develop a strategIc plan SFI supported the process by provIdmg five Afncan 
semor-Ievel experts as core members of the strategic planmng taskforce and a separate but mtegrated 
two-person team, one African and one Amencan, to address sustamable financmg The combmed 
team worked mtenslvely dunng Apnl-June 1997, and produced a draft plan by the end of June The 
team along With key ASARECA stakeholders convened m NaIrobi m July for a vettmg and 
discussIOn of the strategic plan 

At the July 1997 stakeholders meetmg to reVIew the strategIc plan, the donors reaffirmed 
theIr commItment to supportmg ASARECA, and to helpmg the ASSOCiatIOn develop a sustamable 
mode of operatIons The financmg mecharusm that had the hIghest ImmedIate pnonty was a system 
of competitIve grants for agncultural research, a longer-term, secondary pnonty was an endowment 
fund Developmg and operatmg a competItIve fundmg mechanIsm thus became the first step on 
ASARECA's road to sustamabIhty Followmg dIScussIons m WashIngton WIth the ASARECA 
ExecutIve Secretary, SP AAR, and AID! AFRiSD m September and October 1997, SFI assistance was 
prOVIded to develop a concept paper laymg out best practIces WIth competItive grant mechamsms 
and elaboratmg the apphcatIOn of these practices to AS ARECA An SFI consultant began work on 
the paper m November, traveled to Uganda m December to mterview AS ARECA staff and varIOUS 
NARSs personnel, and prepared a draft paper m January 1998 The paper was reviewed and endorsed 
at the ASARECA meetmg of Network Coordmators and NatIOnal Steenng CommIttee Leaders m 
February 1998 Follow-up assistance was proVided m June 1998, when a consultant worked With 
ASARECA to develop a plan for operatIOnahzmg the competItIve grants system 

SFI also prOVided ASARECA With assistance m commodIty research program Impact 
assessment and momtonng In June 1998 an SF! consultant particIpated m the meetmg of 
AS ARECA research networks, where staff worked on theIr next round of fundmg proposals The 
consultant gave a presentatIOn on Impact assessment and worked WIth mdIvldual networks to 
mtegrate the concepts presented mto theIr proposals In July he completed a draft concept paper for 
ASARECA on thIS tOPIC, and m October 1998 a short AS ARECA "VISIOn statement" on the 
economIC Impact of agncultural and NRM research In November-December 1998, he developed 
an operatIOnal plan for ASARECA' s coordmatIOn and management of Impact momtormg 

Results SFI aSSIstance has been mtegral to ASARECA's progress over the past two years 
The results of the strategIc plannmg exerCIse, and ItS SF! component, set the course both for 
agrIcultural development m the regIOn and for ASARECA as an organIzatIOn SFI's support was 
a dIrect contnbutor to these outcomes The preparatIOn of the concept paper and the operatIOnal plan 
for a competItIve grants system has laId the groundwork for a tranSitIOn to performance-based 
program fundmg m ECA that can coordmate donor resources for mcreased Impact and synergy It 
appears lIkely that a regIOnal research fund WIll be created m the near future SFI's aSSIstance WIth 
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Impact assessment and momtonng, along With the competItIve grants T A, has contnbuted to 
mcreasmg ASARECA's capacIty and reputatIOn as an entIty With the abIlIty to manage for results 
both programmatIcally and financIally 

5 ZImbabwe's AgrIcultural Research CouncIl and the Department of Research and 
SpecIalIst ServIces 

The Agncultural Research CouncIl (ARC) and the Department of Research and Speciahst 
ServIces (DRSS) are key players m the publIc sector agncultural research system of ZImbabwe 
Both orgaruzatIOns are currently undergomg major refonns and restructurmg Refonns at DRSS are 
centered on addressmg the sIgmficant declme m financIal resources and m servIces, a drop m staff 
morale, and greatly reduced Impact of the department Turnmg these problems around constItutes 
the core ofDRSS's mstitutIonal strengthemng plans The ARC, on the other hand, has for most of 
Its eXIstence been an meffective advIsory body, and current refonns are rumed at strengthemng the 
organIzatIOn, first as a natIOnal-level forum for agncultural sector stakeholders, and second as a 
pohcy gmdance orgaruzatIOn capable of fonnulatmg a strategIC VIsIOn and mfluencmg the natIOnal 
research agenda for agnculture and natural resources SustamabilIty Issues are central to the 
reengmeenng of both ARC and DRSS 

In January 1997 ARCIDRSS requested support from SFI to aSSIst m the analysIs and 
planmng for the sustamable financmg of the restructured organIzatIOns An SFI VISIt m February 
revIewed the status of the ARCIDRSS reengmeenng exerCIse and dIscussed what kmds of assIstance 
SFI mIght provIde m support of the planned refonns The outcome of thIs VISIt led to further 
dIScussIons between the SFI management team and the head of the ARC regardmg the fit between 
the ARC's and DRSS's, partIcularly the latter's, refonn objectIves and SFI's In the meantIme the 
ZImbabwe government and the World Bank began preparatIOn for the Agncultural ServIces and 
Management Project (ASMP), mtended to asSISt ARC and DRSS to Implement theIr reengmeenng 
reforms In June 1997, another SFI VISIt to Harare was scheduled to work With ARC and DRSS to 
more fully develop an SF! workplan that would mtegrate SFI aSSIstance With ASMP resources to 
address sustamabIhty concerns for both organIzatIOns ThIS aSSIgnment resulted m a draft SFI 
workplan, whIch ARC and DRSS subsequently modIfied and then submItted to SPAAR for 
conSIderatIOn 

T A to support ImplementatIOn of the workplan was mcluded, WIth actIVItIes spht between 
SFI resources and those antICIpated to be avaIlable through ASMP In the fall of 1997 ARC 
proposed a set ofTA actIVItIes to be supported by SFI, but the proposal overestImated the resource 
levels avrulable The preparatIOn process for ASMP was sIgmficantly delayed, thus the mtended 
complementanty With SF! was Impeded An SFI VISIt to Harare m Apnl 1998 reVIewed the SItuatIOn 
and led to an agreement that SFI would fund the completIOn ofa cost recovery study for DRSS that 
had been started but halted due to a lack of ZImbabwe government fundmg Work began on the 
study over the summer and a final report was submItted m November 1998 
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Results It IS premature to talk about results from SFI asSIstance at thIS pomt, gIven the 
delays expenenced Most Immediately, the completlOn of the DRSS cost recovery study helps the 
ZImbabwe government meet one of the conditlOns of effectIveness for ASMP 

6 Southern AfrIca RegIOnal AgrIcultural Commodity Research Networks 

Research partnerships among mternatlOnal donors, the mternatlOnal agncultural research 
centers, and natlOnal agncultural research systems have been formalIzed m network structures to 
address research and technology transfer These networks are Important mechamsms for both 
mobIhzmg and allocatmg resources Among the Issues facmg the commodIty networks IS the need 
to clearly demonstrate the contnbutlOn of network actIvItIes to achIevmg ObjectIves and generatmg 
Impacts SFI provIded T A to two reglOnal networks m preparmg five-year plans wIth targeted 
objectIves, mdicators, momtormg plans, and demonstrated Impact hnkages A related Issue IS to 
mcrease the extent to which research and technology transfer IS demand-led Dunng the penod May
July 1998, an SFI consultant worked With the Sorghum and MIllet Improvement Program (SMIP), 
based m ZImbabwe at ICRISAT's Matopos Research StatlOn, to develop a strategIC plan for ItS 
Phase IV actIvItIes over the next five years SFI provIded sImIlar assIstance m September-October 
1998 to the Southern AfrIca Root Crops Research Network (SARRNet), headquartered m MalawI, 
whIch deals wIth cassava and sweet potato IITA and CIP manage the Network ThIS assIstance 
contrIbuted to the preparatlOn of a strategIc plan for SARRNet's Phase II (1999-2004) 

Results SFI aSSIstance to SMIP and SARRNet helped these networks respond to the 
reqUIrements of theIr funders, and contrIbuted to theIr capacIty to manage for results and Impacts 

B SFI AnalytiC and Conceptual Work 

SFI undertook four actIvItIes m thIs arena analYSIS of a NR endowment fund m Madagascar, 
conceptual rethInkmg of the overarchIng strategy for movmg ARlNRM mstItutlOns m the dIrectlOn 
offinancIaI sustamabIhty, analYSIS of the ImphcatlOns of SFI for NGO sustamabIhty, and analYSIS 
of competItIve grants systems for reglOnal ARlNRM programmmg 

1 Madagascar EnVironmental Endowment Fund, Tany Meva 

A USAIDlMadagascar request for SFI aSSIstance led to a jomt MisslOn-SFI funded VISIt to 
Madagascar m November 1996 The SFI consultant undertook a rapId analytIC appraIsal of the 
status of the polIcy development actIVItIes undertaken WIth support from USAID's KEPEM 
(Knowledge and EffectIve PolICIes for EnVIronmental Management) Project and Non-Project 
ASSIstance, one of which mvolved the creatlOn of an envIronmental endowment fund, known as 
Tany Meva Tany Meva IS managed by a Malagasy foundatlOn and proVIdes a mechanIsm for 
sustamable financmg for envIronmental and natural resources management (EINR) actIVItIes The 
endowment fund seeks to faCIlItate mnovatIve partnerships among government, local NGOs, 
mternatlOnal NGOs, bIlateral and multIlateral aSSIstance agenCIes, and the pnvate sector 
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Results TIns assIstance helped USAIDlMadagascar prepare the next IteratIon of assIstance 
m the enVIronment sector The analysIs ofTany Meva and KEPEM fed mto the MIssIOn's pnonty
and target-settmg for StrategIc ObjectIve No 3 

2 SFI Conceptual Framework 

In the sprmg of 1997 the SFI management team decIded It was worthwhile to clarIfy and 
refine the conceptual boundanes of the ImtIatIve for several reasons Among these were a) to 
reassess the elements of SFI actIvItIes for natIOnal agncultural research systems m terms of the 
cntIcal areas requmng attentIOn, and b) to proVIde a basIS for momtonng and evaluatmg progress 
With SFI A consultant undertook this analysIs and completed a draft report by the end of July 1997 
The report, "The Road to Fmancial SustamabIhty," was revIewed and finalIzed for pubhcatIOn m 
September 1997, first appearmg as an AP AP III Research Report, and then m January 1998 as one 
of the AFRiSD SFI report senes 

Results TIns paper was Widely dIstnbuted among SFI partners, and IS frequently requested 
by mdIVIduals and mstitutIOns mterested m Issues of fmancial sustamabillty A major result of thIS 
SFI conceptual work has been a reframmg of the purSUIt of finanCIal sustamabIhty that accords a 
central role to mstitutIOnal change as a precursor to the deSIgn and mstallatIOn of new finanCIal 
mechamsms The paper has had an Important Impact on the thInking of donor agenCIes, ARlNRM 
mstitutIOns, NGOs, and country governments It shapes the thrust and onentatIOn of SFI TA and 
prOVIdes mIlestones for trackmg and momtonng progress With SFI assIstance efforts With mdividual 
mstItutIOns 

3 SFI and NGO FmancIaI SustamabIlIty 

SFI was mVIted to partICIpate m a semmar sponsored by the European Centre for 
Development PolIcy Management (ECDPM) m Maastncht that focused on the role of sustamable 
finance m development, With a partIcular focus on NGOs The semmar, held m May 1997, bUIlt 
upon the SFI Maastncht meetmg of September 1995 (hosted by ECDPM), mcorporated key elements 
of SFI thinking, and sought to apply It to a broader development arena An SFI consultant prepared 
a background paper for the semmar on the ImphcatIOns of SFI expenence for NGO sustamabIhty, 
and gave a presentatIOn to the partICIpants on SFI 

Results The paper and the presentatIOn were well receIved by ECDPM and the semmar 
partICIpants The edItors of a Dutch Journal, Derde Wereld, requested that It be mcluded, m Dutch 
translatIOn, m a special Issue devoted to alternatIve financmg and NGOs, which was publIshed m 
the fall of 1997 As a result, SFI Ideas and expenence have been more wIdely dissemmated m the 
European development communIty 
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4 Competitive Grants Systems 

TIns work was earned out as part of the assIstance to ASARECA The concept paper reVIews 
the features of successful grantmakmg and dIscusses how ASARECA could orgaruze to manage a 
competItIve grants system 

Results The concept paper produced for ASARECA remforced the acceptance by the board 
and the donor commumty of the Idea of regIOnal fundmg for agrIcultural research allocated VIa 
competItIve grants There has been consIderable mterest m the paper by others lookmg at 
possIbIhtIes for competItIve grants systems m other parts of Afnca, as well as beyond the contment 
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IV OVERVIEW OF OTHER EXPERIENCES 

Usmg the analytIc framework presented m SectIOn II, thIS sectIOn reVIews a WIde range of 
expenences With sustaInable financmg from sub-Saharan Afnca as well as selected cases from ASIa 
and Latm Amenca As mdicated earlIer, lookmg at sustamable financmg mechamsms m terms of 
the mterplay of several polIcy and organIzatIOnal features, Illustrated m FIgure 1, helps to sharpen 
our thmkmg about sustamable fmancmg, and to generate fresh InsIghts and new Ideas for future SFI 
actIvItIes ThIs sectIOn IS dIVIded mto four parts FollOWing a reVIew of the selected polIcy and 
organIzatIOnal Issues that anse m the deSIgn and ImplementatIOn of any partIcular financmg 
mechanIsm, thIs sectIOn reVIews speCIfic Issues related to resource mobIlIzatIOn Parts C and D 
survey expenences With, and Issues raIsed by selected resource mobIlIzatIOn and resource allocatIOn 
mecharnsms deSIgned to promote sustamable agncultural and NRM research 

A Policy and OrganIZational ConSIderatIons 

There IS broad agreement that for agncultural research, an understandmg of polIcy constraInts 
should mform deCISIons on research planmng and mstitutIOnal reforms (Byerlee & Alex, 1998) 
Research leaders and managers are qUIte aware of the Importance of findmg the fit between theIr 
agncultural research programs and dIfferent mmIstenallevel pohcles In addItIon to executmg 
research, "bUIldmg and mamtammg lmks With pohcy makers" IS also a cntlcal management task 
(EllIott, 1998 115) Moreover, at the mImstenallevel, espeCIally m West Afnca, there IS a growmg 
awareness of, and appreCiatIOn for the contrIbutIOn of agncultural research to development (Terry, 
1998a) DespIte such WIdespread agreement, the establIshment m the early 1980s of the Bureau of 
Macro-EconOmIC AnalYSIS WIthm the Senegal Agncultural Research InstItute (ISRA) may stand as 
a unIque effort to mcorporate a capaCIty for dealIng dIrectly WIth a broad range of agncultural 
marketmg and trade polIcy Issues (Bmgen & Crawford, 1989) 

AttentIOn to natIOnal polIcy and polIcy-makers and the abIlIty of research leaders and 
SCIentIsts to artIculate how agncultural research contrIbutes to natIOnal development goals IS clearly 
an Important step toward assunng some level offundmg for agncultural research In fact, as Tabor 
suggests, ''the abIlIty to formulate, artIculate, and gam consensus on such a VISIon, and to translate 
It mto a demonstrable realIty, mcreasmgly determmes whether agncultural research fundmg has been 
set at a level commensurate WIth the development challenges posed for It" (Tabor, 1998b 22) 
Equally, If not more sIgmficant, the abIlIty of research leaders to address natIOnal polIcy Issues and 
deal successfully WIth polIcy-makers may be the cntIcal first step toward "shIftmg accountabIlIty 
from donors" and movmg toward "conSIstent domestIc fundmg of research" (Badlane & DIOne, 
1998) Clearly, research leaders across sub-Saharan AfrIca must take the InItIatIve to bUIld domestIc 
polItIcal support for agncultural research (Rukuru, Blackle, & EIcher, 1998) 

The abIlIty to work across multIple polIcy arenas IS a commonly overlooked, but essentIal 
polIcy skIll for research leaders To develop and pursue multIple optIons for more sustamable 
financmg, research leaders must be prepared to move beyond theIr "home" mmlstrles and mto the 
domams of finance and commerce Such polIcy skills are an Important, but commonly neglected, 
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element m forgmg Improved research-extenslOn relatlOnsillps to assure that the results of research 
actIvItIes can be more readIly attnbuted to mvestments m agncultural research (ISNAR, 1998, 
KrumoWltz, 1990) SImIlarly, as research leaders explore new types of publIc-pnvate sector research 
allIances, they also need to be aware of the ways m WhICh bankmg and credIt polIcIes provIde 
mcentIves for busmess to mvest m agnculture market and rural actIvIties as well as for farmers to 
mvest m Improved agncultural technology (Echeverna, 1998a) Recent mternatlOnal trade and 
mtellectual property nghts agreements also suggest that successful research leaders must be able to 
operate m the mternatlOnal polIcy arena (Brenner & Serpa, 1997) Agncultural research leaders 
cannot be expected to "carry all the water," but enhanced polIcy awareness WIll be Important for 
those concerned WIth IdentIfymg optlOns for sustrunable financmg Each polIcy area has Its own 
polItical structure and networks, mteractlOn processes, mfluentIaI actors and bIases toward 
agncultural research (LoWl, 1964) Consequently, agncultural research leaders (and donor agenCIes) 
need to apprecIate and craft strategIes for SFI optlOns that respond to the dIfferent mterests and 
actors m each polIcy area 

1 StrategIc Plannmg and PriOrity Settmg 

It IS clear that the success of SFI Wlll depend upon the abIlIty of research leaders to pay 
attentlOn to pohcy, but natlOnal SCIence and technology polIcy statements rarely prOVIde research 
managers Wlth the level of speCIfiCIty needed to develop clearly conSIstent research programs The 
absence of a clear statement of government objectives often leads to mIxed and sometimes 
contradIctory statements to the SCIentIfic communIty (BeattIe, 1998) 

Faced Wlth tills type of situatlOn, It IS useful for research leaders to dlstmgUIsh between 
questlOns that mvolve what the government or the pnvate sector mIght finance and those that mvolve 
how finanCIal resources should be allocated or managed In the first mstance, economIC theory and 
concepts of pubhc goods mIght offer some useful pnonty-settmg tools Such concepts can help 
deCISIon-makers reVIew the amenabIlIty of research to vanous excluslOn mechanIsms and thereby 
dIstmgUIsh between the types of research that mIght attract pnvate and pubhc mvestment In realIty, 
however, the boundary between pubhc and pnvate research goods IS blurred and IS mfluenced 
sigruficantly by mstltutlOnal factors that vary Wldely between countnes (Beynon, 1996, Echeverna, 
1998a) Regardless of where declSlon-makers draw the Ime between pubhc and pnvate goods, they 
must engage m a separate, but related, pnonty-settmg exerCIse concernmg how to Improve the 
management and allocatlOn of avaIlable finanCial resources DeclSlons on Improved cost 
effectIveness or the dIstnbutlOn of benefits from research cut across both publIc and pnvate research 
mvestments and actIVIties 

The absence of clear government ObjectIves for research has also led many donor agenCIes 
to promote natlOnal research pnonty-settmg exerCIses that sometimes even exceed those followed 
m many mdustnahzed countnes The ratlOnale for engagmg m natlOnal research pnonty settmg 
seems compellIng As the finanCial resources for agncultural research declIne, settmg pnontIes can 
be a first step toward achIevmg mcreased research effiCIency and relevance Such exerCIses are a 
way to structure mformatlOn on envIronmental, productlOn, and market conditlOns and to focus 
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attentIon on chent constramts and the potentIal of research to address those constramts Moreover, 
pnonty settIng allows research leaders to take a proactIve role m sohcItmg government and donor 
support for areas IdentIfied as vItal to agncultural development efforts As recent expenence from 
Berun Illustrates, an IdentIfiable natIOnal pohcy for agncultural research strengthens and supports 
research It helps to outhne research approaches and IdentIfies resource reqUIrements and 
mechamsms for financIal and mstItutIOnal support The preparatIon of such a pohcy, however, 
reqUIres that pohcy-makers concerned WIth SCIence and technology, as well as those m finance and 
commerce, acqUIre some knowledge of the agncultural sector, and develop an awareness of the 
comparatIve advantages of research as a pohcy mstrurnent (Janssen, Perrault, & Houssou, 1997) 

More often than not, however, the ImplementatIOn of the plans ansmg from pnonty-settmg 
exerCIses has faltered from lack of attentIOn to vanous polIcy and cntIcal organIzatIOnal Issues, 
mcludmg research SCIentIst salary scales, condItIOns of servIce, and the lack of research operatmg 
funds In addItIOn, It has proven dIfficult to formahze research pnonty-settmg processes m several 
mdustnalized countnes Instead, m several countnes, grower assOCiatIOns have played mcreasmgly 
Important roles m IdentIfymg and settmg research pnonties WhIle thts mvolvement has tended to 
lead to a focus on shorter-term and more adaptIve research m the Umted States, m Germany the 
mfluence of farmers has led to new mitIatives m NRM research (Basler, 1998, Clarke, 1998) At 
the same tIme, "a common thread m the evolutIOn of agncultural pohcy processes m developed 
economIes has been the mcrease m the mfluence of non-farm mterest groups [such as food 
processors, consumer groups, and envIronmental and conservatIOn groups] on agncultural polIcy" 
(Alston, Pardey, & SmIth, 1998 75) These cases rughlIght the Importance ofbroadenmg the base 
of stakeholder support for research financmg They also remmd us of the multIple relatIOnshIps 
among a country's SCIence and technology polIcy, mternatIOnal marketmg and export polIcy, as well 
as natIOnal admmistrative and governance polIcy that mfluence the desIgn and ImplementatIOn of 
sustamable financmg mechanIsms 

2 PublIc AdminIstration and Governance 

Expenences WIth sustamable financmg ImtIatives around the world suggest that the desIgn 
and ImplementatIOn of financmg mechanIsms must be adapted to government pohcles concernmg 
the admimstrative structure, functIOns and roles of publIc agencIes as well as natIOnal polIcIes 
concernmg governance There IS no bluepnnt for restructunng ARlNRM mstitutIOns m order to 
Implement sustamable financmg actIvItIes Each IS at dIfferent level of human capacIty and SCIentIfic 
development (EIcher, 1989, Rukuni et al , 1998) 

Governments everywhere are questIOrung the publIc sector status of research Smce publIc 
orgaruzations cannot rely on profits as a measure of performance, It has become mcreasmg popular 
to try to IdentIfy vanous management practIces and arrangements that could proVIde mformatIOn on 
the performance and Impact of pubhc mstitutIOns The "new pubhc management" m pubhc 
admIll1stratIOn assumes that the performance of pubhc agenCIes can be defined through pnvate sector 
measures of chent onentatIOn and preferences (Terry, L, 1998) The dIstmctIveness or 
"separateness" of natIonal research agenCIes from most other government agenCIes, makes research 
especIally susceptIble to the apphcatIOn of new pubhc management pnnciples (Busch & Bmgen, 
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1994) Based on these pnnclples, many governmental research mstltutIOns m Great Bntam have 
been reorgaruzed as "agencIes" that are now responsIble for full cost recovery (BeattIe, 1998, see 
also Roseboom & Rutten, 1998, for a dISCUSSIOn of changes m the organIzatIOn of agncultural 
research m the Netherlands) Nevertheless, thIs approach IS based on two assumptIOns that weaken 
ItS apphcablhty for most research leaders FIrst, It assumes that the pohcy process IS separate from 
program ImplementatIOn As a result, and second, It SIdesteps the need for research managers to deal 
With Issues of pohtlcal acCOuntabIhty and responsIveness to both domestIC and mternatIOnal pohtIcal 
mterests 

Rather than movmg mto a wholesale mcorporatlon of pnvate sector pnnciples, and gIven the 
long-term nature of most agncultural research, It may be more useful to examme how mcentlve 
systems and profeSSIOnal Opporturnties mIght help Improve agrIcultural research (Bunngunza, 1996) 
As found m the Federal Research Centers m Germany, employment relatIOnshIps for sCIentlsts vary 
from unhmlted aSSIgnment to long-term employment contracts and fixed-term collaboratIOn 
contracts for specIal research projects Instead of seekmg to apply neoclaSSIcal economIC pnnclples 
to agncultural research, the use of van able employment relatIOnshIps permIts the Centers to reduce 
costs, attract specIal fundmg, and respond to the government's mandate to undertake research that 
meets speCIfic mformatIOn needs of the mInIStry (Basler, 1998) 

A varIety of expenences WIth organIzatIOnal change m agncultural research mdicate that 
there IS a range of orgaruzatIOnal models to conSIder Some efforts to ratIOnalIze pubhc agncultural 
research and financmg mvolve the estabhshment of varIOUS types of apex bodIes to govern or 
coordmate agncultural research admmistratIOn and financmg The role of agncultural research 
counCIls varIes Widely as some have moved beyond a polIcy and coordmatmg role to undertake 
research themselves Expenence, espeCially from ASia, however, suggests that research generally 
may not be well served by thIs type of mstltutIOn The councIls that have prolIferated for most part 
have faIled to lIve Up to expectatIOns Instead of servmg to streamlme research, they have become 
another bureaucratIC layer (lSNAR, 1998, Mentz, 1998) SImIlarly, the NatIOnal CommIttee for 
AgronomIC Research m Benm (CNRA) acts as a consultatIve body to coordmate agncultural 
research and formulate annual budget proposals, but It has been unable to mfluence natIOnal research 
budget or to coordmate agncultural research among mstitutIOns (Janssen et al , 1997) In southern 
Africa, ZImbabwe's Agncultural Research CouncIl IS an example of such an apex organIzatIOn, It 
has suffered from a weak and narrow support due to ItS mabillty to reach out to stakeholders wlthm 
the small farmer maJonty (Rukuni et al , 1998) 

Govermng boards raIse another set of Issues They commonly represent an effectIve means 
for IInkmg a research agency to ItS external envIronment and can proVIde strategIC gUIdance to 
management But most have been generally problematIC, espeCIally because frequent changes m 
board membershIp undermme research mstitute performance (lSNAR, 1998) VarIOUS efforts to 
mtroduce major changes m finanCial management and audItmg, mcludmg consolIdated fundmg 
mechanIsms, have proven equally dIfficult Just as donor agenCIes have been reluctant to gIve up 
control of theIr own projects through consohdated fundmg, varIOUS formal and mformal mterest 
groups With tIes to research agenCIes create constramts on change (Alston et al , 1998) 
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LIttle mformatlOn IS aVailable concermng the relatIonslnp between these vanous models and 
responsiveness of agncultural research to new technological demands and pnontIes Nevertheless, 
the pressure to make agncultural research more clIent-onented, cost-consclOus, and performance
dnven has been remforced by renewed concerns Wlth Improved governance through democratIzatlOn 
and decentralizatlOn As farmers and pnvate mdustry become more vocal m expressmg theIr 
technologIcal needs, thIS renews attentlOn to the decentralIzatlOn of agncultural research and 
partIcipatlOn m research planmng 

To aclneve a greater measure of chent onentatlOn, groups, and especIally farmer 
orgamzatlOns, must have the constitutlOnal nght to assOCIate and to make demands upon government 
pohcymakers Moreover, pohtIcalleaders and admimstratIve offiCIals must recogmze and accept 
cItIzens' demands for accountabIhty as legItImate The effectIveness of ZImbabwean commerCIal 
maize farmers m successfully mfluencmg and supportmg the research agenda for maIze Illustrates 
the kmd of contnbutlOn that can occur from alhances duectly Wlth farmers On the other hand, as 
Rukum observes, It has proven much more dIfficult to get ZImbabwe's smallholders mvolved m a 
meamngful way (Rukunt et al , 1998) SpeCIfic governmental regulatlOns that encourage the creatlOn 
of smallholder groups may, m fact, undercut theu autonomy As the establIshment of the reglOnal 
research committees m Mah suggests, the operatlOn of such groups IS often removed from local 
conrutlOns and as a result they are frequently only reluctantly accepted by farmers (Colhon, 1994) 
Consequently, many government-sponsored farmers' orgamzatIons fail to mobIlIze effectIve demand 
and commonly appear as empty shells at the local level 

In sum, "decentralIzatlOn can contnbute to buIld more responSIve and accountable 
mstItutlOns from the bottom up But to do thIS, effectIve governance arrangements that foster 
accountabIlIty at the local level are needed, as well as an appropnate level of SCIentIfic and finanCIal 
oversIght from the center" (ISNAR, 1998 10) PartICIpatory models from elsewhere cannot be 
applIed wholesale At a mmimum, mvestments m SOCIal capItal to create a vocal, educated publIc 
are reqUIred 

Once a locally adapted or mternally-dnven, decentralIzed and more partICIpatory model IS 
deSIgned, as ZImbabwe appears to have done (Rukunl et aI, 1998), then research leaders and 
pohcymakers need to rustmgUIsh between the payoffs to the research agenda and those to the deSIgn 
of more successful financmg mechamsms Farmers' group mvolvement m programmmg and 
momtonng can help broaden and refine the research agenda WIth respect to SOCIal, economIC and 
envIronmental ObjectIves In additlOn, enhanced communIty mvolvement could help research 
agenCIes deSIgn more cost-effectIve responses to the SIte-speCIfic nature of resource use, 
management and conservatlOn (Beynon et al , 1998) On the other hand, decentrahzatlOn does not 
necessanly optImIze research mvestments The cases of both the Umted States and India mdlcate 
that a range of mtergovemmental relatlOns mfluence reglOnal or local mvestments, and m some 
situatlOns contmued undermvestment, m agncultural research (Mruthyunjaya & Ranjitha, 1998, 
Schwelkhardt, 1989) 
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B Resource MobilIZatIOn and PolIcy Issues 

Fundmg mechamsms to mobIbze resources for agncultural research vary wIdely dependmg 
upon the geographIc focus and commodIty onentatIOn of research (Alston & Pardey, 1998, 
Echevema, 1998a) Resource mobIlIzatIOn IS also strongly mfluenced by natIOnal pohcy declSlons 
m several sectors In addItIOn, the organIzatIOnal settmg wIll SIgnIficantly mfluence the success of 
resource mobIlIzatIon strategIes and mechamsms Consequently, research mobIlIzatIOn requIres the 
SIgnIficant mvolvement of research leaders ExercIsmg such leadershIp IS challengmg, however, 
even under the best of condItIOns As the expenence m Kenya Illustrates, gettmg finanCIal 
management and admmIstratIve practIces m order IS an Important first step toward successful 
resource mobIlIzatIOn (Beynon et ai, 1998) The SFI expenences dIscussed earlIer mdIcate the 
contmuIng and problematIc nature of these kInds of organIzatIOnal changes Moreover, research 
leaders must conSIder fundIng strategIes to cover research needs as well as recurrent costs VIable, 
alternatIve fundIng mechanIsms must satIsfy the need for regular and contInUOUS resource flows 
(ldachaba, 1998), as well as the needs of polIcy-makers for hIgher-qualIty research and 
accountabIlIty (Janssen, 1998) SImIlarly, as Tabor states, "the resolutIOn of the recurrent-cost 
finanCIng problem reqUIres the full support and cooperatIon of the maIn agncultural research system 
finanCIers The true challenge IS to Involve the finanCIers In a frank and transparent reVIew of the 
Issue, and to arrIve at a shared VISIOn of the correctIve steps to be taken" (Tabor, 1998a 55) For 
example, the development of natIOnal agncultural research polIcy In BenIn depended heavIly on 
agreements reached WIth both the treasury and agnculture mInIstnes concernIng cost recovery as 
well as a broader government comnntment to promote natIOnal pnontles Instead of speCIfic project 
or donor agency Interests (Janssen et ai, 1997) FInally, successful resource mobIlIzatIOn depends 
upon contmued Investments In profeSSIOnal traInIng for SCIentIsts and In assurIng the development 
of SCIentIfic research capaCIty (Echevema, 1998a, Mruthyunjaya & RanjItha, 1998, RukunI et al , 
1998) 

GIven thIS vanety of polIcy and InstItutIOnal conSIderatIOns, expenences WIth sustaInable 
finanCIng offer several cntena that research leaders mIght use In assessIng alternatIve fundIng 
mechanIsms 

• AddItIonalIty, or how many new resources can be added WIthout dnvIng out old resources 
(Janssen et al , 1997) 

• AccountabIlIty, or the extent to whIch dIfferent finanCIng wIll Improve the organIzatIon's 
goal onentatIOn, qualIty of research, cost effectIveness and responSIveness to key 
stakeholders (Byerlee & Alex, 1998) 

• AdmInIstratIve costs, and what extra resources would be reqUIred to manage new resources 
• Research fleXIbIlIty, that IS, whether alternatIve mechanIsms Increase optIons for respondIng 

to needs beyond treasury-based block fundIng (Janssen et ai, 1997 146, also see Terry, E, 
1998) 
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Expenence suggests that a separate senes of consIderatIOns are useful for the mobIlIzatIOn 
offundmg from the pnvate sector DIfferent types of firms (multmatIOnals or domestIc) WIll mvest 
dIfferently m the development of agncultural technology Consequently, research leaders must be 
prepared to IdentIfy the a) actIvIties, technologIes and resources mIght be of mterest to the pnvate 
sector, b) market for these actIVItIes, c) mstItutIOnal mecharusms for lmkmg public and pnvate 
resources, and d) costs and potential problems of obtammg pnvate fundmg ThInking about the 
mobIlizatIOn of pnvate sector resources mvolves consIderatIOn of polIcy and organIzatIOnal Issues 
As one recent study notes 

There are many ways ofusmg the assets and outputs of publIc agncultural research 
to generate revenue from the pnvate sector To cash m on these possIbIlItIes, research 
mstltutes must have eIther productive research programs or valuable assets under 
theIr control At the same tIme, there should be a SIzable market of orgaruzed farmer 
groups or profitable agnbusmesses WIllmg to pay for research and technology Laws 
to protect mtellectual property, combmed WIth effectIve enforcement of those laws, 
are also key mgredlents for successfully earnmg money from research (Pray & 
UmalI-Demmger, 1998 225) 

C FmancIaI Mechamsms for the MobIlIZatIOn of Resources 

ThIS sectIOn reVIews expenences and Issues related to the use of five dIfferent finanCial 
mechanIsms for mobilIzmg fundmg for ARlNRM These mechanIsms mclude commercIal 
actIVItIes/user servIces, research contracts, checkoffs/cesses, corporate and Jomt ventures, and, 
endowments/research funds 

CommercIal ActlvloesfUser Services CommerCialIzatIOn and fee-for-servlce mechanIsms 
can remforce the lInk between research pnontles and user needs In the Umted States, for example, 
the current system of state agncultural expenment statIOns traces Its ongms to commercIal or user 
servIces that were offered to farmers through state-level "chemIsts shops" Pnor to the establIshment 
of eIther the land-grant colleges or the agncultural expenment statIons, researchers ("chemIsts") 
focused on servIces for SOlI and fertIlIzer testmg In other words, state-level agncultural research 
emerged from, and subsequently mcorporated, several types of commerCIal actIVIties or user servIces 
(Rosenberg, 1976) 

The contemporary SItuatIOn throughout sub-Saharan AfrIca and elsewhere dIffers 
sIgmficantly from thIS bottom-up, demand-dnven model Instead of emergmg from a senes of 
decentralIzed fee-for-service actIVItIes closely lInked to farmer demands, most natIOnal ARlNRM 
systems embody a range of organIzatIOnal tradItions and pnontIes that can be traced to the colomal 
era Consequently, many ofthese systems now struggle WIth forgmg better connectIOns to farmers 
and other constItuenCIes and WIth reshapmg theIr mandates ThIs struggle creates multIple tradeoffs 
between the goals and pnonties of SCIentIfic and technology polIcy and the concern WIth developmg 
sustamable financmg mechanIsms GIven the limIted SCIentIfic research mfrastructure m many 
countnes, most natIOnal research agenCIes confront tremendous pressures from many sources to 
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commercialIze and make therr facIlItIes and servIces more broadly avaIlable Research leaders thus 
must try to balance the use of fee-for-servlce mechanIsms and varIOUS commercIal actIvIties to 
generate revenue WithOUt sacrIficmg the capacIty to realIze broader SCIence and technology 
objectives (Byedee & Alex, 1998) In the drIve to recover costs and mamtam mfrastructure, 
ARINRM mstItutIOns may be motIvated to sacnfice long-term basIC research functIOns m the search 
for short-term financmg 

Once thIS type of orgamzatIOnal plannmg and pnorIty settmg occurs, the abIlIty to benefit 
from the resources mobIlIzed through commerCIal actIvIties and user servIces depends upon 
government finance and budget polIcy With respect to cost recovery In Kenya, government approval 
of cost recovery has allowed KARl to raIse revenues through sale of seeds and other products as well 
as levy user charges for certam adVISOry and regulatory servIces (Beynon et aI, 1998) In 
neIghborIng Uganda on the other hand, a serIes of government pohcles rangmg from ownershIp of 
NARO faCIlItIes to mtellectual property rIghts, has hampered efforts to pursue varIOUS 
commerCialIzatIOn OpportunIties (Burmgurlza, 1996) Stable governmental fundmg for recurrent 
costs IS also CrItIcal, because the abIlIty of ARINRM mstitutIOns to offer Viable commerCial servIces 
depends upon a functIOmng mfrastructure and SCIentIfic capacIty (ldachaba, 1998) 

Research leaders also confront another set of related organIzatIOnal and polIcy Issues 
MultIple organIzatIOnal optIOns to Implement commerCial actiVItIes eXIst The establIshment of 
separate entItles or orgamzatIOnal urnts WIthm research departments that are responSIble for servIce 
and commerCial actIVItIes, such as the Central VeterInary Laboratory m Mall or the lIvestock 
servIces m Senegal, represents one approach Ghana's CSIR has set up busmess development urnts 
for each of ItS mstltutes as well as a Secretariat-level BDU The successful operatIOn of such urnts 
reqUIres management capaCItIes and skIlls dIfferent from those reqUIred for successful SCIentific 
research (Pardey, Alston, Roseboom, & Wyatt, 1998a) These organIzatIOnal optIOns raise at least 
two dIfferent types of polIcy concerns FIrst, separatmg commerCIal servIces mto a separate urnt 
tends to msulate the rest of the orgamzatIOn from the chent-focused and performance OrIentatIOn that 
IS one of the mtended benefits of thIS mechanIsm Second, the mcentIves to pursue 
commerCIalIzatIOn as a way to mobIlIze resources are closely lInked to the allocatIOn of resources 
At Issue IS the creatIOn of "have" and "have-not" unItS wlthm the same agency Umts WIth readIly 
commerCIalIzed servIces reSIst SUbsIdlzmg non-commerCIal umts Consequently, efforts to achIeve 
more sustamable financmg may JeopardIze mstitutIOnal sustamabilIty, not to mentIOn provoke mter
unIt conflIct 

Research Contracts Contracts are a varIant of fee-for-servlce mechanIsms Where 
commerCIal opportunIties With cash and/or export crops eXIst, VarIOUS types of research contracts or 
agreements offer OpportunIties to pursue a varIety of both polIcy and management ObjectIves 
Throughout most of West and Central AfrIca where cotton IS a major export commodIty and source 
of foreIgn exchange earmngs, for example, most cotton research IS financed through agreements With 
natIOnal cotton companIes A major polIcy Issue concerns the extent to whIch the cotton company 
and research agency are prepared to allow growers a more dIrect role m settmg research prIOrItIes 
(Bmgen, Carney, & Dembele, 1995) 
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In an example from East Afnca, a research contract between KARl and a flonculture 
producer, the Osenan Development Company, has helped an nnportant Kenyan export mdustry, and 
also served a means for operung up the export market to more small-scale producers Moreover the 
contract has facIlItated traIrung Opporturuties for both KARl and ODC researchers and led to the 
Investment m new and speCIalIzed research facIlItIes (KalaItzandonakes, 1997) 

WhIle contracts can address broader SCIentIfic and socIal polIcy concerns, they can also be 
used where appropnate, as a means to address orgaruzatIOnalissues such as research mcentives 
CORPOICA, the ColombIan parastatal research agency, for example, not only has the freedom to 
do contract research, but research staff on tenured employment arrangements must obtam part of 
theIr fundmg from contracts (Nestel & McMahon, 1998) 

Checkoffs/Cesses Checkoff or cess systems are Widely used to fund commodIty-specIfic 
research when a commodIty IS commercially Important and when market structure facIhtates the 
collectIOn of the stIpulated checkoff or cess Under these condItIOns, checkoffs can be relatIvely 
effiCIent and faIr mechanIsms for achIevmg speCIfic SCIence and technology goals With respect to 
speCIfied commodItIes (Alston & Pardey, 1998) Checkoffs, however, may not be the most 
appropnate mecharusm for mobIhzmg resources to pursue research on multIple, related commodItIes 
or on agro-environmental Issues 

WhIle finance and budget pohcy deCISIOns are usually suffiCient to estabhsh a checkoff 
system, such a system may also be a means to deSIgn major mstitutIOnal changes In Austraha, the 
establIshment of Research Development Centers (RDCs) m 1985 and 1989 to manage research 
funds generated by mdustry leVIes substantIally mcreased the share of funds for pubhcly conducted 
agncultural research and development In New Zealand, statutory bodIes (marketmg boards) have 
used leVIes to support market development and research programs smce the 1920s The 1990 
CommodIty LeVIes Act, however, not only permItted mdustry groups to Impose mandatory leVIes 
to fund sector-specIfic research and other (market-development) actIVItIes, but led to the 
establIshment of new commodIty group funds for several agncultural products (Alston et al , 1998) 

Checkoff systems have been used successfully as well to achIeve broader governance goals, 
mcludmg the creatIOn of an awareness among producers of the Importance of agncultural research 
and a concern With how theIr money IS bemg spent In Columbia, new commodIty productIon leVIes 
are recycled to the commodIty aSSOCiatIOns to be managed and m some cases to fund theIr own 
research or to negotIate contracts (Nestel & McMahop, 1998) SImIlarly m AustralIa, the checkoff 
system has mcreased mdustry representatIOn on RDC boards and project selectIOn commIttees Most 
checkoff systems, however, cannot be assumed to represent all growers In most case, larger, more 
hIghly capItalIzed growers dommate deCISIOn makmg m the management of these systems 

Nevertheless, checkoff systems can be used to strengthen research across a range of 
mstItutIOns Jomt fundmg has been a key pnnciple m the Netherlands for years, and m the mId-
1980s, legIslatIOn enabled the creatIOn of commodIty-specIfic statutory bodIes m Great Bntam In 
Australia, the establIshment of CooperatIve Research Centers m the early 1990s has lInked "research 
by government, uruversitIes, and the pnvate sector, [and thereby] fostered a revItahzed growth m 
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total fundIng for agncultural R&D" (Alston et ai, 1998 71) In Uruguay as well, INIA has been 
able to use resources avadable m part through a checkoff to take advantage of avaIlable facIhtIes at 
other mstItutIOns, tap mto research at other orgamzatIOns and help create a "true natIOnal agncultural 
research system" (Hobbs, Indarte, & Lanfranco, 1998) 

DespIte the use of checkoffs as one means to bmld and strengthen a truly natIOnal research 
system composed of multIple (pubhc and pnvate) InstItutIOns, the full IncorporatIOn ofumversItIes 
Into natIOnal agncultural research systems remams problematIc NeIther AustralIa nor New Zealand 
have achIeved full IntegratIOn of theIr umversItIes Into the natIOnal research and extensIOn systems, 
Just as relatIOns between extenSIOn and research remaIn hmIted In Germany (Basler, 1998, Byerlee 
& Alex, 1998, Henzell, Crawley, Johnson, & Walhs, 1998) ThIS IS a well-recogmzed problem In 
Afnca as well, and IS compounded by the contInued weaknesses In the SCIentIfic capacIty of many 
Afncan unIverSItIes 

Corporate Jomt Ventures The emergence of an mcreasmgly global agn-food mdustry 
raIses mcreased pOSSIbIlItIes for many governments to conSIder Jomt ventures to mvest m 
agncultural research WIth mternatIOnal firms ExperIence to date mdIcates that a varIety of polIcy 
condItIOns mfluence mvestments by pnvate capItal m agncultural research a potentIal for large and 
groWIng markets, locatIOn-specIfic technology, guaranteed apprOprIabIhty of R&D benefits, and 
SupportIve government polICIes, mcludmg tax mcentIves More speCIfically, several types of 
legIslatIve measures appear to be Important m attractmg prIvate sector mvestment These mclude 
abohshmg natIOnal monopohes m plant breedmg, provIdmg tax conceSSIOns for mvestments m 
research, changmg seed and patent laws to encourage local mvestment, and allowmg mstItutes to 
partICIpate In JOInt ventures In addItIOn, conSIderable publIc mvestments that assure the aVaIlabIhty 
of skIlled and expenenced profeSSIonal cadres of researchers are reqmred to attract prIvate 
mvestments In agrIcultural research (Pray & Umah-Demmger, 1998) Fmally, governments need 
to apprecIate that some kInds of research mvestments are more attractIve than other kInds to prIvate 
capItal (Carney, 1998) 

Pubhc-prIvate Jomt research actIVItIes have become relatIvely WIdespread throughout Latm 
AmerIca and the CarIbbean Nestel and McMahon, for example, CIte cases of "synergy through 
Jomt ventures" WIth maIze m Guatemala, nce m ColombIa, and cattle m JamaIca (Nestel & 
McMahon, 1998) They also IdentIfy several examples where prIvate sector research IS expandmg, 
e g , hortIculture research m MeXICO, espeCIally as many SCIentIsts leave pubhc servIce and estabhsh 
theIr own research faCIlItIes, and maIze and soybean research carned out by prIvate BrazIlIan seed 
productIOn companIes 

The case of barley research WIth the Kenya Brewenes offers an example of a successful J omt 
venture m East AfrIca In 1975, the BrewerIes estabhshed theIr own barley research center, and 
SInce 1978 the KB has funded all barley research YIelds have more than doubled At same tIme, the 
KB's practIcal monopsony on the purchase ofmaltmg barley, hIgh tanffs on Imported lager and the 
marketIng reform and Plant VarIetIes Act of 1994 have sIgruficantly reInforced mcentIves for the 
KB to undertake research 

27 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Clearly, consIderatIOn oftlns fundmg mechamsm depends heavIly upon a senes of economIC 
polIcy declSlons that dIrectly affect OpportunItIes for greater or dIfferent relatIOnshIps wIth pnvate 
sector As the Afncan Development Bank recommends, "AfrIcan governments need to urgently 
Implement polICIes that create the nght mvestment enVIronment whIch wIll encourage mcreased 
partICIpatIon by the pnvate sector ill agncultural R&D" (Badlane & DIOne, 1998 11) The challenge 
for AfrIcan governments, however, lIes m a clear artIculatIOn of theIr SCIence and technology 
pnontles and the explOItatIon of what Byerlee and Alex call research "complementantIes" (Byerlee 
& Alex, 1998) In other words, where economIC and finance polIcy proVIdes the necessary 
mcentIves for pnvate sector mvestment, the outstandmg Issue anses m Identlfymg how publIc-sector 
resources can then be used for the more dIfficult and long-term tasks atmed at poverty alleVIatIOn, 
natural resource management and enVIronmental protectIon In addItIon, research managers confront 
a senous orgarnzatIOnal dIlemma to the extent that a government IS successful m attractmg pnvate 
capItal mvestment m agncultural research, these mvestments Will lIkely dram SCIentIsts from 
natIOnal mstItutes Consequently, the success of pnvate mvestment m research Will depend upon 
sIgmficant publIc mvestments m profeSSIOnal tratmng and m strengthemng the SCIentIfic capaCIty 
of multIple orgamzatIOns, mcludmg UnIverSItIes 

Endowments- Research Funds Expenence suggests that endowment funds have been 
establIshed most successfully m support of a range of envuonmental actIVItIes rather than to fund 
agncultural research (see GEF, 1999) In more than 24 countnes, envIronmental funds help to cover 
the recurrent costs of parks and protected areas, strengthen envIronmental mstItutIOns and promote 
sustamable development Such funds are usually mdependent of government They tend to be created 
as NGOs or foundatIOns, they receIve fundmg from a varIety of sources mcludmg debt-for-nature 
swaps, grants and leVIes The appeal of endowment funds lIes m the assurance of long-term fundmg, 
WhICh allows for stable and predIctable resource flows, long-term planmng, and retentIOn of 
qualIfied professIOnals At the same tIme, when these funds are lInked WIth stakeholders m 
governance and management, they can help to promote democracy and accountabIlIty (Interagency 
Planmng Group on EnVIronmental Funds, 1995) The West AfrIcan Rural FoundatIOn (WARF) 
represents an mterestmg case to watch m terms of ItS abIlIty to foster collaboratIve, farmer-based 
research (West AfrIca Rural FoundatIOn, 1998) 

As Pardey has noted, however, endowment funds reqUire sIgmficant admimstrative and 
finanCIal skills operate (Pardey et al, 1998a) Other organIzatIOnal conSIderatIOns mclude 
mImmIzmg the proportIOn of government representatIOn on the boards of funds, mamtatnmg a 
measure of SCIentIfic and technIcal mdependence, and keepmg only a small secretariat Thus far, 
many donors have been reluctant to commIt to settmg up endowment funds, partly due to concerns 
regardmg several of orgarnzatIonal concerns, mcIudmg the management capaCIty to handle the funds, 
to assure accountabIlIty, and to preserve the capItal (Ellsworth, 1998) Consequently, endowment 
funds rematn more of a long-term goal to be aspIred to than an ImmedIate real optIOn as a finanCial 
mechamsm for agncultural research However, It may be that POSItIve expenence With competItIve 
grants systems could lead to more openness m consldenng endowments for agncultural research as 
the mstItutIOns managmg the grants gam a track record for successful management and donors 
become more comfortable WIth a lesser degree of duect operatIonal control 
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D Fmanclal Mechamsms for the AllocatIOn of Resources 

Tlus sectlOn bnefly reVIews three types of mechanIsms for allocatmg financIal resources 
These mechamsms are dIscussed separately from the mechanIsms for resource mobIlIzatlOn 
pnmarIly to hIghlIght some of the dIfferences between these types of mechamsms In realIty, 
research leaders and polIcy-makers commonly consIder mechamsms for the mobIlIzatlOn and 
allocatlOn of resources together Moreover, many resource mobIllzatlOn mechanIsms, such as 
research contracts and check-off systems, can also be used to allocate resources 

Each of the mechamsms revIewed here could be desIgned m the context ofnatlOnal or federal 
systems as well as on a reglOnal and mternatlOnal basIs GIven the renewed attentlOn to reglOnal 
approaches to research m sub-Saharan AfrIca, reglOnal funds are dIscussed below as a separate 
category 

Block/Matchmg Grants and Formula Fundmg The declIne m the aggregate fundmg 
levels, and the uncertaIntIes of tImely allocatlOn, of block grants are among the key reasons for the 
current attentlOn to alternatIve and more sustamable fundmg mechanIsms for agncultural research 
Moreover, as dIscussed earlIer, block grants and formula fundmg do not provIde a straIghtforward 
way to lmk fundmg and performance Nevertheless, some type of publIc fundmg WIll contmue to 
be cntIcal m supportIng agncultural research, and It IS useful to conSIder at least three key features 
of block and/or matchmg grants that deserve further consIderatlOn m dIscusslOns of sustamable 
financmg 

FITst, one of key concerns WIth block grants stems from governmental finance and budget 
polIcy and procedures SImply, natlOnal budgetary polIcy and allocatlOn procedures are not 
necessanly consIstent WIth research program needs for access to relIable resources on a tImely basIS 
As Idachaba convmcmgly demonstrates, the effects ofmstabilIty, fluctuatlOns, and delays m fundmg 
wreak havoc on the capaCIty of ARlNRM systems m AfrIca to operate effectIvely, WIth mcreasmgly 
severe consequences over tIme (Idachaba, 1998) Fmance minIstnes usually tum a deaf ear to 
demands to accord research agenCIes greater finanCIal autonomy or to establIsh a system of advance 
fund releases (Byedee & Alex, 1998) However, such dIscusslOns need to take place, and 
uncertamty mInImIZed to the extent pOSSIble 

Second, block grants need to be VIewed not Just as central allocatlOns to ARlNRM 
mstItutlOns ReglOnal and local JunsdIctlOns can also be components of thIS fundmg mechanIsm 
For example m the US and AustralIa, a system of matchmg grants has been developed to 
complement block grant fundmg between the federal government and state agncultural research 
statlOns ThIS system has helped both to assure a fit WIth local needs and to address broader Issues 
related to agncultural SCIence and technology As Pardey suggests, m the absence of federal 
government support tIed to matched state support, the nature of agncultural research and 
development at the state level would probably be much more narrowly focused (pardey, Roseboom, 
& Fan, 1998b) These types of arrangements mean that block grants are not necessarIly the "blunt" 
fundmg and polIcy mstrument that many conSIder them to be 
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TInrd, thIs type of fundIng system, especially In Its applIcatIOn In the US, appears to help 
achIeve certaIn orgaruzatIOnal or admllllstratIve ObjectIves that mIght not otherwIse be possIble The 
formula funds from the U S Department of Agnculture are key In establIshIng and maIntaInIng 
effectIve networkIng ThIs Involves a relatIvely small amount of money appropnated to each state 
mstltutIOn on a formula related to the SIze of the state's agnculture, but It represents the "glue" that 
holds the system together and faCIlItates forward plannmg between federal and state systems (Clarke, 
1998) TIns system IS also the means for optImIZIng research Investments (SchweIlrnardt, 1989) 

The ImplIcatIon for developmg countrIes IS that formula fundIng as a mecharusm can be used 
effectIvely to promote sustamable financIng and SCIence and technology polIcy ObjectIves It should 
not be regarded SImply as the least deSIrable alternatIve among the lIst of allocatIOn mechanIsms 
It IS an Integral element of any research and technology transfer finanCIng system 

Competitive Grants CompetItIve fundIng mechanIsms for agncultural research are 
becomIng WIdely used In developIng countrIes, espeCIally In LatIn Amenca When backed by 
slgmficant external support or by an endowment, natIOnal pohcy-makers and donors see these 
mecharusms as effectIve tools to achIeve a range of polIcy-level objectIves that range from pnonty 
settIng and fosterIng Inter-InstItutIOnal collaboratIon to lowenng research costs (see for example, 
Henzell et ai, 1998, Nestel & McMahon, 1998) However, as Echeverna POInts out, the 
CIrcumstances under whIch the use of competItIve fundIng IS most appropnate, ItS complementanty 
WIth more tradItIOnal InstItutIOnal fundIng mechanIsms, and the development of benchmarks to 
measure Its performance are stIll lackIng (Echeverna, 1998b) 

CompetItIve fundIng can be used to achIeve several management ObjectIves to help 
coordInate research across dIfferent InstItutIOns, to encourage productIve researchers, and to 
reallocate research resources by tyIng grants to hIgh pnonty research areas WhIle thIS type of 
fundIng can help to promote a measure of accountabIlIty as well as strengthen the lInks among 
natIOnal, regIOnal and InternatIOnal orgaruzatIOns, It IS not "a SubstItute for InstItutIOnal development 
and longer-term Investments In developIng research Infrastructure" (Byerlee & Alex, 1998 24, see 
also AGRTN, 1995, Anderson, 1998) At the managenal level, however, competItIve grants 
systems reqUIre good management skIlls If a grants system IS Intended to promote greater allocatIve 
efficIency, then grants must be allocated accordmg to effiCIency cntena, and not accordmg to 
polItIcal or personal preferences (Alston & Pardey, 1998) 

The Agncultural Technology Development Fund (FPTA) In Uruguay Illustrates a model 
competItIve fundIng mecharusm for clIent onentatIOn and effectIve resource use The fund finances 
agncultural research projects that the natIonal InstItute, INIA, carnes out In collaboratIOn WIth non
INIA researchers In other research orgaruzatIOns and mstItutes As such, It enables INIA to establIsh 
an Integrated natIOnal agncultural research system and to establIsh strategIC allIances In natIOnal and 
InternatIOnal players (Hobbs et al , 1998) 

In addItIon to the above polIcy and management concerns, competItIve grant systems raIse 
at least one polIcy Issue that reqUIres speCIal attentIOn These systems must be speCIfically deSIgned 
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to be poverty focused WIthout a delIberate effort to onent a competitive grant system to respond 
to Issues of research eqUIty, small-scale producers who constItute the poorest and least empowered 
sectors of SOCIety do not have the mstItutIOnal clout or economIC power to ensure that theIr 
technology needs are met (ISNAR, 1998) 

Regional Funds The use of regIOnal funds has recently captured the attentIOn of pollcy 
makers throughout sub-Saharan AfrIca At the AbIdjan Intermimstenal Conference m early 1998, 
the Afncan Development Bank suggested that a regIOnal fund could be one means for promotmg 
agncultural research as "a regIOnal or sub-regIOnal task, servmg the pnonty mterest of groups of 
countnes and not smgle states" (Badiane & DIone, 1998 11) SImIlar arguments have been made 
wIth respect to agncultural research m the European Umon One of the ImpllcatIOns of European 
mtegratIOn IS that separate natIOnal agenCIes or programs that cover everythmg can no longer be 
Justified, espeCIally smce the Umon should encourage borrowmg and sharmg of technology and 
research capaCIty (Basler, 1998) 

The mterest m creatmg (or re-creatmg) a more regIOnalIzed research system m sub-Saharan 
Afnca IS not new (EIcher, 1989) RegIOnal research, whether conducted on a competItIve grants 
baSIS or Via some sort of formula fundmg, has long been promoted as one means to take advantage 
of technology spIllovers, to faCIlItate borrowmg, and to deal With the small SIze problems of 
natIOnally based grants programs At the same time, regIOnal research teams offer a means for 
addressmg Important human capItal development concerns and for tappmg mto the SCIentific 
resource capaCIty of multIple mstItutIOns RegIOnal programs can also help to develop SCIentIfic 
skills of natIOnal researchers by facIhtatmg exchanges and mteractIOn among SCIentIsts With both 
natIOnal and mternatIOnal programs 

Latm Amenca's FONTAGRO may offer some useful lessons for the establIshment of 
regIonal funds m sub-Saharan AfrIca (Inter-Amencan Development Bank, 1996) ThIs relatIvely new 
fund IS deSIgned to encourage and finance strategIC research on a medIum- to long-term baSIS, and 
to produce technologIes With the charactenstics of regIOnal pubbc goods The fund seeks to promote 
the competItIveness of the rural sector m ways that contnbute to poverty reductIOn and the 
sustamable management of the resource base These mclude addmg a permanent flow of new 
resources to regIOnal agncultural research, acceleratmg applIed research at the natIonal level by 
supplymg publIc goods-types technologIes of cross-country relevance, and promotmg research 
cooperatIOn and collaboratIOn among orgamzatIOns at natIOnal and regIOnal levels and between Latm 
Amencan/Caribbean and mternatIOnal agncultural research organIzatIOns (Hertford, 1998) 

Global research programs, such as the Global Programme for Musa Improvement and the 
Global ImtIative on Late BlIght, offer addItIOnal models to conSIder Instead of begmmng WIth a 
fundmg mechamsm per se, these programs begm WIth a "global problem" and then develop a 
coordmated set of actIVItIes, carned out by Wide range of partICIpants and dIrected towards solvmg 
a speCIfic problem or set of problems (Fnson et al , n d , see also Anderson, 1998) 
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Several caveats concernIng regIOnal funds and networks, however, are In order A natIOnal 
strategy to capture the benefits of regIOnal or global programs reqUITes flexIbIlIty and the sCIentIfic 
capaCIty In the natIOnal system to act In response to developments elsewhere (Byerlee & Alex, 
1998) Moreover, regIOnal fundIng may SImply transfer the fundmg problem to another level 
(Eponou, 1998) Access to regIOnal fundIng does not mean that natIOnal fundIng IS not necessary 
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V LESSONS FOR FINANCIAL SUST AlNABILITY 

ThIS sectIOn presents several prellmmary lessons that emerge from expenence m workmg 
on SFI concerns With AfrIcan ARINRM mstltutIOns over the past several years and from the reVIew 
of other expenence dIscussed m SectIOn IV Followmg the categones IdentIfied m the analytIc 
framework m FIgure 1, thIs sectIOn dIscusses these lessons m terms of the financial mechanIsms for 
mobilIzmg and allocatmg resources, the ARINRM mstltutIOns and therr orgaruzatIOnal components, 
and the polIcy envrronment In addItIOn, thIs sectIOn reVIews some operatIOnal lessons that arIse 
from the expenences of assIstmg ARlNRM mstltutIOns WIth SF! Issues The lessons summarIzed 
here should help to mform a next generatIOn of SFI actIVItIes 

In bnef, the road to sustamable financmg takes tIme, Will, COmmItment and bold, mstitutIOnal 
mnovatIOn that mvolves finanCial, orgaruzatIOnal and polIcy reforms IndIVIdual ARlNRM 
mstitutIOns cannot travel thIS road alone, nor IS the path clearly marked 

A FInancial Mechamsms Lessons 

ChOices among financial mechamsms must take Into account orgamzatlOnal and polIcy 
contexts SImply, organIzatIOn and polIcy matter Expenence With vanous financIal mechanIsms 
clearly shows that, as FIgure 1 Illustrates, they functIOn WIthm dIfferent pohcy and mstltutIOnal 
settmgs that dIrectly mfluence successfullffiplementatlon SpeCIfically, the tranSItIOn to sustamable 
financmg depends upon a core management capaCIty for several actIVItieS, mcludmg program 
management, budgetmg/accountmg, and human resources development ARlNRM mstitutIOns face 
weak prospects for eIther mobIlIzmg or allocatmg financIal resources WIthout a mimmum capaCIty 
for finanCial accountabIlIty and transparency WIthout thIs capaCIty, the estabhshment of new 
finanCIal mechamsms wIll not be sustamable InstItutIOnal performance and sustamable fundmg 
cannot and should not be decoupled 

ThIs lesson means that research leaders must be prepared to operate WIthm several dIfferent 
pohcy arenas beyond the domam of mmistnes of agnculture or sCIentlfic research The successful 
mtroductIOn of mechanIsms for both resource mobIhzatIOn and allocatIOn WIll depend upon the 
abIlIty of research leaders to partICIpate m the polIcy arenas of finance, commerce and perhaps local 
admimstratIOn to the extent that government IS decentralIzed Research leaders must see themselves 
and theIr research agenCIes as polIcy actors able to speak the language of pohcymakers and to 
dISCUSS the ratIOnale for, and benefits of research m terms that varIOUS pohcy-makers understand 

SustaInable finanCIng reqUires a mIX of mechamsms for different purposes at different 
times Pubhc fundmg, through governmental agenCIes Will contmue to play an Important role m all 
agncultural research actIVItIes It IS overly SImplIstIC to thmk of SFI as a wholesale ShIft from one 
source (publIc) and one type (formula fundmg) of mechanIsm to another source and type On the 
contrary, as ARlNRM mstltutIOns seek to serve a Wider varIety of clIents and stakeholders, and 
proVIde a mIX of publIc and pnvate research and technology transfer goods and servIces, they need 
to draw upon several dIfferent types of mechanIsms for resource mobIhzatIOn and allocatIOn The 
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mIX of mecharusms may evolve over tIme, but research managers must be able to fashIOn 
mobIlIzatIOn and allocatIOn mechanIsms accordmg to a range of cntena, mcludmg the geographIc 
focus, the commodIty onentatIOn, and the SCIentIfic capaCIty for undertakmg a range of research 
from food processmg and safety, to cattle and agncultural chemIcals 

Moreover, vanous SFI optIOns WIll "play" dIfferently m dIfferent polIcy arenas For example, 
government finance and budgetary procedures affect the level and nature of publIc resources for 
research, mcludmg remuneratIOn for SCIentIfic staff In addItIOn, economIC and trade polIcy WIll 
mfluence the possIbIlItIes for Jomt ventures WIth foreIgn mvestors, for the establIshment of funds, 
or for vanous types of regIOnal collaboratIOn 

1 MobilIZation of Resources 

The establIshment of endowment funds represents Just one approach to generatmg 
resources for agricultural research Many donor agenCIes and ARlNRM mstItutions have 
conSIdered endowments as the hIghest and most ImmedIate pnonty for puttmg agncultural research 
organIzatIOns on a sustamable finanCIal footmg Assummg that an endowment IS the first step m 
sustamable financmg, however, reflects an unrealIstIc and lImIted VIew of the contnbutIOn that 
endowments can make to sustamable financmg In part, attractmg funds for an endowment depends 
upon eXIstmg capaCIty, credIbIlIty, accountabIlIty, and a performance track record These 
orgaruzatIonal prereqUIsItes are not created overrught, but result from a long and sometImes pamful 
reform process 

In part, regIOnally based endowment funds mIght be an effectIve means to strengthen natIOnal 
level research They offer a more VIable baSIS for entermg mternatIOnal capItal mvestment markets 
and mIght proVIde an opportunIty to address Issues that would be extremely dIfficult to support only 
at the natIOnal level In addItIon, regIOnal funds offer OpportunItIes for SCIentIfic exchange and for 
donors and research SCIentIsts to work together ConSIdered m thIS way, regIOnal funds can 
complement and enhance, rather than compete WIth, natIOnal programs 

CommercialIZatIOn must be balanced With research and development objectives The 
development offee-for-service actIVItIes, contract research and other commerCIal OpportunItIes IS 
not a panacea for publIc budgetary reductIOns Many agncultural research agenCIes have Important 
servIces that can be prOVIded on a fee baSIS to selected groups of producers Many may also have 
the SCIentIfic capaCIty to engage m contract research for selected clIentele The development of such 
servIces and contracts, however, must be balanced by at least two conSIderatIOns The first mvolves 
the ImplIcatIOns of servIces and contracts on the dIverSIOn of scarce SCIentIfic research personnel 
The second mvolves the ImplIcatIOns of servmg speCIfic producers or clIentele at the expense of a 
broader publIc In short, research leaders need to dIstmgUIsh between the appeal of commerCIal 
products and servIces for whIch there IS a market demand and the pOSSIbIlIty for partIal or total cost 
recovery and an agency's research and development mISSIon 
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Under pressure to dIversIfy fundmg sources and faced With pubhc budgetary reductIOns 
some mstItutIOns have sought to pursue the qUickest and easIest targets Often this means leasmg 
eqUipment, selhng agncultural produce from expenmental farms, and/or contractmg out staff 
However, these strategIes pose a nsk of weakemng, rather than strengthemng, an mstitutIOn's 
capacIty to fulfill ItS research, technology transfer, and dissemmatIOn ObjectIves There IS a 
dIstmctIOn between commercIalIzmg research facilItles-- that IS, usmg an mstitutIOn's phYSIcal plant, 
eqUipment, and staff for commerCIal purposes-- and commercialIzmg research Ie, developmg 
research products and servIces for which there IS a market demand and the pOSSIbIlIty for partIal or 
total cost recovery Too much emphasIS on the former could dIvert scarce operatmg resources away 
from research, and thus Impede fulfillment of the mstitutIOn's fundamental mISSIOn 
CommerCIalIzatIOn strategIes need to carefully balance short-term cost recovery and long-term 
sustamablhty 

The Issues rrused by attractmg corporate capItal for JOInt research ventures or for pnvate 
research actIVItIes are slIDllar to those rrused With respect to the marketIng of research servIces and 
facIlIties Pnvate capItal offers opportumtIes for movmg agncultural SCIence and technology In new 
and mnovative dIrectIOns and for bUIldmg a constItuency for research However, attractmg pnvate 
mvestment depends upon haVIng the SCIentIfic capaCIty already m place It also depends upon the 
economIC, commerCIal and SCIentIfic polICIes that make pnvate Investments m research attractIve 
Onentmg SCIentific staff m this dIrectIOn and gettmg such polICIes m place must be balanced agamst 
respondmg to non-commerCIal producers or to non-commerCIal enVIronmental and natural resources 
Issues 

Commodity checkoffs work Under certam condItIOns, commodIty checkoff systems have 
proven successful as a means to fund commodIty-specIfic research Checkoffs work where there are 
commodItIes that are commerCIally Important, where the research outputs are applIed, and where the 
market structure for these commodIties faclhtates collectIOn of the checkoff These systems are 
relatIvely effiCIent and faIr, and they can Improve grower awareness and support for agncultural 
research They not useful for pursumg research on multIple commodItIes or agro-environmental 
Issues, or for baSIC research 

2 Resource AllocatIOn 

Government block fundmg IS CritIcal to a Viable natIonal agricultural and NR research 
system DespIte the Widely recogmzed declme m natIonal budgetary allocatIOns for ARlNRM and 
the cntIcism that block fundmg as an allocation mecharnsm has encouraged non-responSIve and non
performmg research systems, there remams an Important place for continued block fundmg PublIc 
fundmg for core research capaCIty needs to be made avrulable, this IS necessary for mamtaInmg key 
SCIentific and support personnel, research and technology transfer mfrastructure and recurrent 
operatmg costs, as well as strategIC research decisIOn-makmg Block fundmg needs to be structured 
m order to enhance the prospects for supplemental pnvate fundIng and to make competItive 
mechanIsms functIOnal 
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Competitive grant systems can be used strategically and selectively to help develop 
sustamable research systems CompetItIve grant systems (CGSs) WIth theu bUIlt-m on entatIOn 
to performance, accountabIlIty, and some measure of qualIty control through a proposal reVIew 
process can be a constructIve mechanIsm for allocatmg research resources, especially If used as 
complementary to other mstItutIOnal fundmg mechanIsms Many natIOnal systems m sub-Saharan 
AfrIca cannot currently meet all the management condItIons reqUIred for a successful CGS Such 
systems can be bIased by personal and/or pohtical mfluences They tend to favor shorter-term 
research actIVitIes and reqUITe speCial efforts to assure that research IS duected towards the needs of 
smaller scale producers The hmitatIOns of natIonal CGSs can be potentIally mItIgated If the systems 
are adm1ll1stered on a regIOnal, or an mternatIOnal basIs RegIOnal CGSs can buIld credIbIlIty With 
donor agenCIes and the pnvate sector, leadmg to support for research that mIght not otherwlse be 
funded The aSSOCiated costs of the proposal preparatIOn and reVIew process, however, need to be 
closely momtored 

B OrgaDlzatlOnal Lessons 

Core orgaDlzatlOnal capacity IS central to financIal sustamabIllty As noted earher, 
ARlNRM mstitutIOns need a well-rounded set of basIC organlzatIOnal strengths m order to mobIhze 
and to allocate financlal resources WIthout attentIon to the orgamzatIOnal components presented 
m FIgure 1, no ARlNRM mstItutIOn can aspue to sustamabIhty Commonly IdentIfied strengths 
mclude basIc operatIOnal and management capacIty, the ablhty to plan strateglcally and to take a 
proactIve stance for lmkages and mter-mstItutIOnal collaboratIOn, and research and sCIentIfic 
leadersmp Key among these strengths lS sCIentlfic research capaCIty Agncultural sCIence reqUIres 
researchers, and researchers reqUIre contmued trammg and upgradmg Trammg researchers IS a 
"flow," not a "stock" problem In summary, ARlNRM mstitutIOns need a well-rounded set of 
strengths m order both to mobIhze and to allocate finanCIal resources, along wIth the stakeholder 
support that wIll lead to a contmuatIOn of resource flows m the future 

SFI mvolves change m orgaDlzatIonal culture WhIle thlS was recogmzed m the pamng 
of mstltutIOnal reforms wIth the search for alternatIve mechanIsms, m the early thmkmg of SFI It 
was underestImated Entrenched systemIC Issues (e g , cIvIl servIce rules, publIc sector procedures, 
etc ), the weIght of hIStOry and tradItIOn, and lack of expenence wlth the pnvatelNGO sectors 
remforce a sIgmficant cultural mmdset constrammg change SFI must confront thIS mmdset as It 
pushes researchers and mstItutIOn managers to ShIft from supply to demand-dnven research, to 
respond to new stakeholders, to thmk m terms of concrete targets and Impacts, and to take a hard 
look at current practIce Tills kmd of change reqUIres strong and commItted leadersmp, and ongomg 
effort on the part of all partICIpants 

OrgaDlzatlOnal change for SFI must be adapted to each mstltutlOn Related to the 
prevIOUS lesson, no smgle solutIOn or admmistratIve approach Will fit all research mstitutIOns 
Donors and natIOnal governments often underestImate the need to mold organIzatIOnal reforms to 
speCIfic clfcumstances OrganIzatIOnal change often appears easy and straIghtforward Such an 
approach, however, commonly overlooks the multIple and overlappmg mfluences and constramts 
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on ARlNRM InstItutIOns that FIgure 1 Illustrates DespIte the need for adaptIng reforms to each 
sItuatIOn, a crosscuttmg feature of orgarnzatIOnal change IS the need for Increased organIzatIOnal 
autonomy and fleXIblhty to deal more effectIvely With a multlphclty of Influences and constraInts 

OrganIzatIOnal change for SFI takes time If past expenence wIth efforts to change 
agncultural research helps to mform current practIce, then It IS gomg to take more than a change In 
donor pnontIes to bnng about long-term and sustamable changes In the research fundIng A phased 
approach and a clearly artIculated strategy that recogruzes the relatIOnsrup between short- and long
term finanCIal sustamablhty Will be an Important part of a transItIOn process Vanous finanCIng 
mechanIsms need to be tested on a pIlot basIs Overall, a long-term approach to transItIOn Will 
permIt a penod of polIcy and program SOCIahzatIOn by SCIentIsts, research managers and pohcy
makers to new finanCIng models 

New financmg mechanIsms that reqUIre extensIve organIZational change will be dIfficult 
to Implement Mecharnsms that call for Incremental changes from eXIstIng practIce are much easIer 
for mstitutIOns to Implement than those requmng more radIcal restructurIng or procedural reform 
For example, SCIentIsts accustomed to competItIve research grants can transItIOn more easIly to a 
broader system of competItIve fundIng than to a system of contract fundIng WIth the pnvate sector 
SFI expenence wIth helpmg InstItutIOns to deal With commerCIahzatIOn polICIes, whIch call for 
sIgmficant organIzatIOnal change-- structurally, procedurally, and attItudInally-- reInforces thIS 
lesson 

SFI for regIOnalmstItutlOns IS more complex than for national ones Several of the SFI 
partrlers prOVIde servIces regIOnally rather than to a SIngle country (SACCAR, NESDA, 
ASARECA) These entItles have dIffuse obJectIves, often face dIfficult pohtlcallssues, have less 
potential for mobIlIZIng non-donor support, and are less able to demonstrate dIrect pnvate sector 
payback for theIr servIces As noted above, however, the sustaInablhty of natIOnal and regIOnal 
ARlNRM InstItutIOns IS lInked At Issue IS how donor agenCIes can balance support for regIOnal 
efforts that can foster truly regIOnal actIVitIes and thereby strengthen research m mdlvldual countnes 
Without dlvertmg finanCIal resources mto a new layer of mstItutIons A successful regIOnal program 
reqUIres natIonal level capaCIty to understand and promote a regIOnal effort Each country must have 
the capaCIty at both polIcy and management levels to artIculate the contnbutIOn of a regIOnal 
approach 

Institutional pluralism strengthens finanCial sustamablhty and performance The 
strongest ARlNRM systems are those that combIne the efforts of pubhc research agenCIes, the 
pnvate sector, NGOs, umversitIes, and mternatIOnal entItles such as the IARCs Both the nature of 
the research problems that need to be tackled-- e g, envIronmentally sustamable agnculture, 
bIOtechnology, etc -- and the range of capaCItIes reqUIred call for the collaboratIve actIOns of several 
mstItutIOnal partners PluralIstIc InstItutIOnal arrangements are more effectIve and produce better 
results, thus they can allocate and use eXlstmg finanCIal resources more effiCIently Further, theIr 
mcreased performance leads to more stakeholder support and thus to more wIllmgness to mobIhze 
resources for research and technology transfer For the future, thIS lesson ImplIes more focus on 
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publIc sector ARlNRM orgaruzatlOns' abIlItIes to ltnk WIth other research and technology transfer 
partners, and more focus on the management capaCItIes of those partners 

C SFI PolIcy Issue Lessons 

Policy can serve as an Important Impetus for mitlatmg change, and as a pIvotal 
motivator for pursumg reform Tlns lesson emerges clearly from the broader lIterature on 
financIal sustamabillty as well as the SFI expenences of CSIR and SACCAR In the case of CSIR, 
the commItment and efforts made m settmg up the BODs, m pursumg commercIal optIOns, and m 
developmg new orgaruzatlOnal procedures can be lmked dIrectly to the mducement of the 
government's polIcy declSlon regardmg commercIalIzatIOn SImIlarly for SAC CAR, poltcy 
deCISIOns by the Botswana government and SADC have had a clear Impact on promptmg the Center 
to confront sustamabIhty and financmg Issues head-on ThIS lesson suggests that a poltcy 
component should be conSIdered as mtegral to SFI reform efforts 

Simplistic polIcy frameworks for ARINRM lead to poor polIcy deCISIOns Agncultural 
and NR research has many of the features ofa pure publIc good, however, slmphstIc and Ideology
based pohcy approaches to dealmg With the publIc goods nature of agncultural research are not 
particularly frUItful Such poltcy frameworks Will not create appropnate mcentlves for ARlNRM 
mstltutlOns to mamtam research and technology transfer servIces for small farmers, thus over tIme 
the pubhc goods component of research WIll dimimsh 

DISCUSSions of sustamable financmg mechanisms need to dIstmgUlsh clearly between the 
theoretIcal notIons of agncultural research as a pubhc good and a more empmcally-based 
understandmg BorrOWIng from WIdely used concepts m mstItutlOnal economICS, some of the SFI 
poltcy "solutIOns" mvolve the transformatIOn of agncultural research from a pubhc to a pnvate good 
A more emptncal VIew of agncultural research as a publIc good recogmzes the need to IdentIfy how 
research responds to publIc needs and especially to those who may not be otherwIse represented m 
polIcy dISCUSSIOns In other words, ARlNRM sustamable financmg depends upon elaboratmg a 
polIcy framework that IS Informed by both a theoretIcal and empmcal VIew of publIc goods Such 
a combmed approach would be suffiCIently fleXIble to IdentIfy OpportunItIes for prIVatIzatIOn whIle 
guardmg a concern for the dIstrIbutIOn ofbenefits/costs and the abIlIty of users to pay 

The debate over the need for legIslatIOn to protect mtellectual property rIghts (lPR) as the 
basIS for attractmg pnvate mvestment m bIOtechnology plant research Illustrates another dImenSIOn 
of thIS oversImphfied thmkmg about prIvate and pubhc goods WhIle IPR legIslatIOn IS Important 
to encourage certam types of prIvate mvestment m agrIcultural research, assummg that such 
mvestments can substItute for, or help to dIverSIfy, pubhc-funded research adopts a narrow, product
approach to agrIcultural research Such a VIew overlooks the trammg prOVIded through pubbc 
research (and educatIOn) and the need for pubbc funds to tram and educate SCIentIsts It IS commonly 
overlooked that the current role of pnvate mdustry m bIOtechnology grew from those tramed through 
pubbc and Jomt pubhc-prIvate relatIOnshIps 
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The polIcy Issue areas affectmg SFI are complex and mterlockIng As FIgure 1 
Illustrates, broad categones of polIcIes mfluence SFI, both m terms of what IS possIble and of the 
mcentIves for change Important connectIOns are found between finance and budget polIcy-- the 
most ObVIOUS category affectmg SFI-- and the research mstitutIOn expenmentmg With alternatIve 
financmg arrangements Connections eXist as well among the VarIOUS polIcy areas that mfluence the 
ImplementatIOn of SFI A clear example emergmg from SFI expenence mvolves the Impact of 
publIc management polICIes concernmg pubbc procedures and personnel on finance and budget 
polICIes NatIOnal cIvd servIce regulatIOns do not accommodate to the profeSSIOnal careers of 
research SCIentIsts SImIlarly, It IS well known that decentralIzatIOn creates challengmg and often 
new opportunIues for research admimstrators and programs such as the SFI to bnng research closer 
to clIents 

NatIOnal SCIence and technology polIcy mfluences many Important research declSlons that 
are dIrectly related to SFI Some Illustrative mstances mclude a) natIOnal research pnontIes that 
encourage natIOnal SCIentists to be mvolved m regIOnal and commodIty-based networks mstead of 
natIOnal programs, b) partnersrup between regIOnal or mternatIOnal research programs and natIOnal 
actIVItIes, mcludmg the promotIOn of profeSSIOnal, SCIentIfic exchanges and the development of 
long-term SCIentIfic relatIOnsrups among SCIentIsts, and c) profeSSIOnal trammg and educatIOn 

EconOmIC and trade polIcy declSlons also dIrectly mfluence many SFI optIOns, mcludmg the 
range and type of rural servIces (mput supply, marketmg, food processmg, etc) that are needed by 
farm famIlIes and rural entrepreneurs EconomIC and trade polICIes determme the OpportunIties for 
mternatIOnal agnbusmess mvestments m agncultural research and technology development as well 
as the mcentIves for the creatIOn of new busmess partnershIps among natIOnal actors (farmers, 
processmg mdustry, transport, research, etc) They affect the pOSSIbIlIties for promotmg new and 
mnovauve commerCIal processmg enterpnses and actIvIues that can mcrease the demand for speCIfic 
research products Fmally, they mfluence both the capaCIty ofpnvate and publIc sector m a range 
of agnculture market and rural actIVItIes as well as the pOSSIbIlItIes for farmers to mvest m Improved 
agncultural technology 

D SFI OperatIOnal Lessons 

The SFI toolkit has proven to be useful SFI technICal aSSIstance shares a number of 
common elements across the VarIOUS mterventIOns to date, startmg WIth the development of an SFI 
work plan m close collaboratIOn WIth the SFI partner These work plans have had a strategIC 
management focus, and have targeted stakeholder analYSIS, an exammatIOn of msututIOnal strengths 
and weaknesses, and an IdentIficatIOn of OpportunItIes and constramts m the mstitutIOnal 
enVIronment (mcludmg a focus on polIcy) Most SFI partners have expressed at one tIme or another 
the VIew that thIS strategIC approach, along With ItS toolkIt, are useful, whIle sometImes also 
expressmg frustratIOn at the slow pace of progress, polIcy obstacles, and the lack of funds 
forthcommg for theIr mstItutIOns 
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CoordmatlOn among SFI donors IS Important One key operat10nallesson has to do With 
cooperatIOn and coordmatIOn among donors prov1dmg ass1stance to part1cular ARINRM mst1tutIOns, 
both natIonal and regIOnal SFI has expenenced a few "ghtches" m tills area For example the focus 
of the fourth CSIR T A team was to have been on system development for cost accountmg, but upon 
amval m-country the team learned that a computenzed accountmg system, supported by the World 
Bank, was due to be mstalled m early 1998 Another example comes from SFI expenence w1th 
ARCIDRSS, where there have been some gaps m commurucatIon between the SFI management team 
and the Bank staff m charge of developmg ASMP Smce most SFI efforts mvolve more than a 
smgle donor, the effect1veness of the mterventIOn 1S enhanced to the extent that donor act1v1tIes are 
m synch w1th each other 

An underlymg questIOn mvolves the extent to wh1ch donor agenc1es are prepared for long
term of sustamable financmg Th1s questIOn has been asked about donor agency comm1tment for 
over 20 years, but takes on added s1gmficance when 1t 1S reahzed that SFI 1S not s1mply an end but 
mvolves a capac1ty for contmued change and adaptatIOn As many observers have noted, donor 
agenc1es need to assure that theIr pohc1es des1gned m the name of SFI do not perpetuate the 
problems created by an outpourmg of fore1gn ass1stance 

SFI IS experlencmg mcreased demand for servIces from ARlNRM mstltutlOns SFI has 
Increasmgly been asked for help With vanous aspects of sustamable financmg The lesson here IS that 
the success achIeved to date has generated further demand However, the USAID resources 
allocated to techmcal aSSIstance and analytIC support are hmited Thus an Important operatIOnal 
Issue 1S how to make deCISIons regardmg whIch mst1tutIOns should receIve SFI asSIstance, and what 
kmd of targeted and strategIc aSSIstance can have the hIghest leverage and Impact on movmg 
mstitutIOns down the SFI "road" 
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VI THE NEXT GENERATION OF SFI 

Tlus sectIon offers some prehmmary programmatIc Ideas for consIderatIOn m developmg the 
next generatIOn of SF I lllitIatives Followmg a bnefpresentatIOn of two broad Issues or underlymg 
assumptIOns to a next generatIOn, the programmatIc Ideas are organIzed m four categones that are 
denved from our analytIC framework mechamsms, mstItutIOnal conSIderatIOns, partnershIps and 
polIcy conSIderatIOns These next steps are proposed m order to generate a dIscuSSIOn that wIll 
contnbute to a reconSIderatIOn or elaboratIOn of these and addItIonal proposals Our thoughts for 
the next generatIOn of SFI also buIld on Byerlee's exploratIOn of new models for agncultural 
research systems and on BathrIck's dIscuSSIOn of a new paradIgm for agncultural and rural 
development (Bathnck, 1998, Byerlee, 1998) There IS no perfect approach to sustamable financmg 
We wIll learn by domg and by acceptmg a new level ofnsk-takmg m ImplementatIOn 

A Underlymg Issues 

SF! expenence to date and other, related ImtIatives around the world that deal WIth 
sustamable financmg have evolved Within a changmg global context At least two mterrelated Issues 
have been central to thIS evolutIOn These Issues are not unIque to SF!, but they raise speCIal 
challenges for thmkmg about the future of the ImtIative 

One Issue concerns mternatIOnal donor asSIstance A major Impetus behmd SFI has been the 
declme m donor asSIstance for AfrIcan ARJNRM mstItutIOns, and the need to achieve demonstrable 
Impacts from asSIstance proVIded For over 20 years, there has been a debate over the effectIveness 
oflong-term mstitutIOn- and capacity-bmldmg asSIstance Moreover, an equally long penod of tIme 
has been spent m trymg to assess the Impact of agrIcultural research through a vanety of economIC 
analyses (e g , see Pee, 1977) The benefit of hmdsight, however, has exposed the POSItIve effects 
of, and neceSSIty for, contmued mvestments m human resources capabIhty and mstItutIOn-bmldmg 
that were started durmg the Green RevolutIOn era In today's world, open-ended donor 
commItments to thIS type of aSSIstance have all but dIsappeared Yet one of the repeated findmgs 
that anse from SFI actIVItIes around the world concerns the need not to overlook vanous mvestments 
m contmued human resource and orgaruzatIOnal capaCIty bmldmg The next generatIOn of SFI needs 
to conSIder ways to meet this challenge 

A second Issue confrontmg SFI IS of more recent ongm and mvolves understandmg the 
ImplIcatIOns and consequences of the tWin forces of democratIzatIOn and globalIzatIOn that have 
emerged anew over the last decade WhIle the boundarIes of thIS Issue are stIll bemg defined, It 
mvolves the ways m whIch SFI ImtIatIves can be used to assure the broadest access to global 
advances m knowledge for agncultural research and development strategIes that serve local needs 
We only dImly perceIve the ImphcatIOns of new mternatIOnal trade agreements on natIonal 
agncultural research In contrast to many current ImtlatIves, addressmg thIS Issue reqmres donor 
agenCIes and government pohcy-makers to reVIew research and development needs m a more global 
(non-natIOnal) context and to ask WhICh local mterests are served by addressmg these needs As 
dIscussed earlIer, SFI has mvested m several regIOnal actIVIties Many of these could be expanded 
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Together, these two Issues offer those concerned With SFI a basIS for respondmg to relatIvely 
recent calls to thInk more creatively and pluralIstically about ways m whIch to support and promote 
agncultural research and development m sub-Saharan AfrIca The challenge lIes m how to fashIon 
support for speCIfic research agenCIes and mstItutIOns from a systems perspectIve that places these 
organIZatIOns WithIn the mterrelated spheres of natIOnal, regIOnal and global SCIentIfic and 
technology development 

B New Mechamsms for ARlNRM Fundmg 

SFI field actIVItIes have focused more on the mstItutIOnal precondItIOns for mstallmg new 
finanCial mecharusms than on the mechanIsms themselves The next generatIOn of SFI IS pOIsed to 
focus more on the mecharusms Most countnes have some commercIal (export-onented) agnculture 
that mIght support the mtroductIOn of some type of competItIve grant or checkoff system As SFI 
helps to mtroduce these systems, research leaders and SCIentIsts can be asked to conSIder how the 
use and deSIgn of such systems can help respond to the needs and mterests of smallholder producers 
as well as assure a measure of natural resource management 

For those sectors and countnes that do not offer a Viable commercIal base (non-export 
onented With low levels of capItalIzatIOn), SFI mitIatIves WIll be pursumg new and unIque 
ObjectIves Histoncally, agncultural research agenCIes around the world have not responded 
successfully to farmers and producers who are not hIghly capItalIzed Under these condItIons, 
regIOnal approaches to SFI mIght help to advance natIOnal level agncultural research and 
development 

SF!' s actIVItIes m support of expenmentmg With new mecharusms need to focus on the mIX 
of mechanIsms that Will lead to sustamable financmg An overemphasIs on anyone mechanIsm 
could exaggerate already eXIstmg dIfferences between research programs that have access to 
dIfferent levels of fundmg Instead, the next generatIOn of SFI Will look at multIple mechanIsms as 
well as the mterplay among them and the vanous types of research and technology transfer goals that 
each ARlNRM system IS trymg to achIeve ThIS calls for ongomg attentIOn to the mIX of 
mechamsms that WIll preserve the prOVISIon of pubhc goods, e g , smallholder-relevant research, 
With the supply of pnvate goods, e g contract research for large commerCial farmers, or others WIth 
SIgnIficant levels of capItalIzatIOn 

Program Elements 

1 Two types of surveys should be undertaken The first survey should seek to compIle a 
relatIvely comprehensIve mventory of expenences-to-date WIth sustamable financmg Anecdotal 
eVIdence suggests that several ongomg expenences that do not go under the name of sustamable 
financmg mIght have much to offer those who are desIgmng SFI actIVItIes A second survey of 
commodIty sub-sectors that mIght support the development of a checkoff system to fund agncultural 
research should be undertaken m selected countnes The outlIne of such a survey should mclude an 
economIC and marketmg analYSIS, a pohcy-organizatIOnal analYSIS of commodIty or farmer 

42 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

organIZatIOns, and, an economIc-fiscal pohcy analYSIS SpecIfic actlons mIght mclude the 
preparatIOn of pohcy and operatIOnal gmdelmes to Implement a checkoff system, organIzatIOnal 
development support to commodIty/farm groups m order to enable them to playa role m and/or 
manage a checkoff system 

2 In countnes With relatIvely strong commercial agnculture agamst whIch a cess could be 
assessed, competltlve grant programs to encourage the mcorporatIOn of natural resource management 
and enVIronmental concerns mto more standard commodIty research programs should be developed 
Dependmg upon the country, such a program could be admInIstered by a range of mstltutIOns from 
a speCIal office withm a mmistry of SCIence and technology, or agnculture, to some type of Jomt, 
unIverSIty-research agency techmcal commIttee 

3 Modeled after the global research programs, SFI mIght help to develop a regIOnal 
competltive apphcatIOn program for a regIOnal research network to begm addressmg speCIfic 
problems or Issues that could not be supported by natIOnal producers or pursued by mdividual 
natIOnal mstitutes 

4 SFI could begm to work WIth natIOnal mstltutes m order to deSIgn strategIes for sohcltmg 
finanCIal mvestments from corporate foundatIOns m support of research actIVItIes and/or 
mfrastructure needed to deal dIrectly With Issues confrontmg smallholders WIth low levels of 
capItahzatIOn 

5 Withm donor agenCIes, SFI should stImulate both greater mformatIOn sharmg across 
departments and cross-sector program InItIatlVes-- e g, between economIC growth and 
democratIzatIon and governance-- that mIght be deSIgned to bnng research closer and more 
accountable to stakeholders who mIght not otherWIse be able to mfluence research program pohcy
makmg 

6 SF! could act as a catalyst for the estabhshment of regIOnally-based endowment funds 

c EffiCIency and Effectiveness of ARlNRM InstItutIOns 

Addressmg management Issues has proven to be one of the most dIfficult tasks confrontmg 
most SFI IrutlatlVes Whether SFI takes a more natIOnal or a more regIOnal approach m promotmg 
agncultural SCIence and technology, expenence to date remforces the centrahty of effiCIent and 
effectIve management to sustamable research and technology transfer systems WIthout effiCIent and 
effectIve management, ARlNRM mstltutIOns cannot a) produce valued research outputs, b) attract 
natIOnal support and resources, c) attract mternatIOnal donor confidence and fundmg, d) tap mto 
global SCIentIfic resources, and e) assure accountabIhty to stakeholders and the broadest dIstrIbutIOn 
of benefits m research actIVItIes SFI asSIstance to ARINRM mstitutIOns needs to contmue and even 
to expand m the future CreatIve ways to leverage the levels of SFI asSIstance avaIlable wIll need to 
be explored, thIs puts a premIum on contmued donor collaboratIOn and coordmatIOn, for example, 
between USAID and World Bank AgrIcultural Sector Investment Programs 
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Program Elements 

1 FmancIaI management systems Will reqUIre contmumg attentIOn, as they are essentIal to 
makmg all types of financIal mechanIsms operatIOnal PerIOdIC, short-term consultancy mISSIOns 
may be the most effectIve means to develop a local, sustamable capacIty for dealmg With finanCIal 
management Issues 

2 It IS not Just pubbc sector ARINRM mstitutIOns that need to be efficIent and effectIve The 
vanous partner orgamzatIOns need such capaCIty as well ThIS WIll be a new area for SFI attentIOn 
that WIll emphasIze mter-mstItutIOnallmkages 

3 Through regIOnal competItIve fundmg mechamsms or renewed attentIOn to global SCIentIfic 
research programs, SFI mIght be able to catalyze the development of more mstItutIOnahzed 
mechamsms to promote sCIentific exchange and professIOnal development among research SCIentIsts 

PartiCipatIOn of New Partners 

One of the bIggest challenges confronting the next generation of SFI anses from the need to 
begm thmkmg about agrIcultural research as part of a larger process of the development of SCIence 
and technology In a global era, research partners are found beyond natIOnal boundarIes and should 
mclude closer lInks With research groups across contments Tms change m perspectIve IS a key factor 
m realIzmg that SFI can advance agrIcultural SCIence and technology by encouragmg efforts to draw 
upon the SCIentIfic capaCIty from multIple governmental and non-governmental organIzatIOns 
NARSs need to reach out to, and tap the sCIentific capaCIty that reSIdes m the prIvate sector, m 
NGOs, m unIversIties, and m producers aSSOCIatIOns NatIOnal agrIcultural R&D systems of the 
future should be defined by a varIety of mter-related natIOnal, regIOnal and global resources 

Program Elements 

1 SFI should explore ways m wmch the research capaCIty withm unIverSItIes and agrIcultural 
trammg mstItutIOns mIght be encouraged and Jomed With that currently held m many natIOnal 
research mstitutes As m the US, prIvate foundatIOns are often espeCIally mterested m supportmg 
the estabhshment of new and mnovatIve unIverSIty-based mitIatIves 

2 Some type of UnIverSIty-research agency collaboratIOn may also be the way to explore new 
research areas, such as food safety and human nutrItIOn, that would, m tum, open possIbIhtIes for 
new types of fundmg 

3 SImIlarly, It mIght be useful to revlSlt how NGOs (mcludmg envIronmental groups) and 
commodIty or producer groups can play a more effective adVISOry and ImplementatIOn role m 
agrIcultural research 
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4 As wIth the first generatIOn, the next generatIOn of SFI actIvItIes needs to pay attentIOn to 
mnovatIve and cost-effectIve ways of mvolvmg partners and stakeholders m cntical operatIOnal 
aspects of the R&D system, bUIldmg ownershIp, understandmg, and commItment 

D PolIcy Development 

The polIcy dImenSIOn IS equally essentIal to the next generatIOn of SFI As the first 
generatIOn of SFI expenence has shown, new mechamsms and restructured mstItutIOns need 
mtegrated polIcy frameworks that supply appropnate mcentIves and reduce the ImpedIments to 
expenmentmg WIth new forms of financmg and dellvenng ARlNRM servIces More broadly 
sustamable financmg for research and technology wIll depend upon polIcy frameworks that 
faCIlItate access to regIOnal and global trade, mcrease the competItIveness of agncultural exports, 
and promote agrIbusmess development/mvestment and value-added processmg In other words, 
the polIcy onentatIOn for agncultural research needs to mcorporate "non-tradItIOnal" areas such 
as mvestment bankmg polICIes, mtellectual property nghts and mternatIOnal trade agreements 
ThIS means more mtegratIOn With economIC and fiscal polIcy as well, mcludmg exchange rates, 
tax rates, and mterest rates It also means more recogrntIOn of the lmks among ARINRM and 
polICIes relatmg to food securIty and nutntIOn 

Program Elements 

1 It may be tImely for SFI to catalyze another look at the commItment to SCIence and 
technology R&D throughout sub-Saharan AfrIca HIgh-level polIcy deCISIOns wIll be needed to 
address concerns that range from mtellectual property nghts to the reqUIrements for participatmg 
m global SCIentIfic lmkages and bemg able to access global advances m knowledge 

2 Based on several dISCUSSIOns of the multIple polIcy dImenSIOns that affect SFI and 
agncultural research, as well as a WIdespread appreCiatIOn that pollcymakers tend to overlook or 
under-apprecIate agrIcultural research, It IS tIme to take the next step beyond AbIdjan WIth a 
partICIpatory, multI-polIcy analYSIS of agncultural research m selected countrIes WIth the 
mvolvement of selected polIcy makers, such a cross-mirnsterIal survey mIght accomplIsh two 
Important ObjectIves FIrst, It mIght IdentIfy and clarIfy speCIfic polIcy areas m whIch SFI could 
develop new IrntIatIves Second, It mIght help educate some polIcy makers concernmg the 
contrIbutIOn of agncultural research to agncultural and rural development IndIcators 
development and Impact assessment methodologIes could be part of such efforts 

3 SFI could conSIder sponsorIng some type of polIcy trammg for agncultural research 
leaders and managers to aSSIst them m dealIng WIth polIcy-makers and other stakeholders 
Related to thIS type of trammg, SFI mIght want to examme cases m whIch polIcy analYSIS has 
been successfully mtroduced mto a natIOnal agncultural research system 
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