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The Irstituticomaiizatiern of the Agricultural Resesarch System  arn

the Domirnicarn Republic.

INTRODUCTION

Mature western demccracies developed with anm eocuilibrium of
power relations bhetweern the city and rural areas. Moere, 1in many
1nstances. rural areas were able to daminate the urban centers to
demand and obtain favorable i1rmstitutional arrangemernts and
ecomcimmic  policies. Thig does rnot follow .n the case of rew
gemocoracies i1irn  the developing world, particularly in Latirn
America, where rural irnhabitants have suffered discrimimaticr.
In Lativm fAmerica, agriculture i1s noet important tao legislatorsg
they da rnot respornd to rural reeds. Unfavorable policies to
agriculture have nothing to do with their termure in  Corgress.
The Dominican Republic bhas rnat bteern immure ta this problem and we
carn nct oreternd to charnge this situatior. HWhat we have tried to
da 1 cur courtry is to develop a mechanism for communicaticon,
for discussiar, with goaverrnment, executive and legislature, te
1rnfarin these determining poawers of rural rieeds, and
Justificatiorns for the reeds. I enpect to emphasize taday how
the means for influerce was develaped and how, irn the case of the
Demrrmicar research system, the Interrnatiornal Service for Naticrmal
Rgriculture Research {(ISNAR) recagrized the toal amd used it to

advartage.



flackground to  the Develcpment of the Agricultural Research
System of the Domirnican Republic.

Over the last fifty vyears the econiomic growth of the
Doamimicarn Republic could be described as dramatic, althcocugh the
widespread rural paverty has not disminished. Rural urban
migratiorn has tempered poverty-creating policies. While poverty
could be attributed in part to disruptive marketiwng, price and
credit policies, the praincipal causes are intricately inter-—
waver: imeffective techwrnclogy gereraticorn, lack of acrcess ta larnd,
lack of access to aorn farm employment, arnd excessive population
grawth. It is rnow almoast arxicmatic that rural poverty is
imdicative of & deficiernt or stagrnant or decreasing per capita
agricultural producticorn. This 1is the case of the Doaminican
Republic with & particularly interesting excepticon: rice. (There
are several other exceptions, due probably ta the lack of
gaevernmernt interverticon.) In 1363, a rice research center, which
by 1375 was to beccome arn effective techwnology gernerating program,
was founded. In 13972, the Daomimicarn govervment begarn a vigorous
lamd reform program, concerntrating efferts in areas of rice
producticnm. Rice price policies have gererally beewn respornsive to
this simgular political interest of the differenmt goverrments,
thus cainciding with growers! interests. The result of this
cambimaticon of techrniclogy, credit, prices, and accegs to land,

has beer increasing rice productivity and praducticor.
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The exaerisnce with rice was to contribute much later, after
1331, to the buiridimg of a political base for support ofan
et fective rnatiomal research systemnm. How that experience was used
inm the rmaticnal research 1mstituticrn buildaing process ta  be
sescrabed, explarnations of a Ffavorable envirormernt &mcng
iegislators armd now palitical support have beer achi1eved durivig a
moast  difficult ecornomic depressiarn are the main  objectives of
this paper.

The history of agriculitural education ard research, like all
asopects of Damirmican life, were deeply affected by the thairty ane
vear dictatorship of Rafael Trujilla 1138330-1361). The first
agricultural schaoal of the country, cpened in the 1320's, was
clused by Trujillc 1rn the early years of his regime and the first
1mportant agricultural research effort (early SU's), a rice
research center initiated with Trujizlla's approval, was
imterrupted  brusguely two years later when that rice research
center was closed. Arcther initiative, suppcarted by the Paint IV
Pragramn, guickly avarted wherr Trugillc crdered the suspersicn aof
all activities. I the last years of the dictatorship,
farturnately, three agricultural bigh schoals were founded by
religicus orders (Salesians arnd Jesuits).

The pericd 1361 to the presernt is the pericd of the fournding
af wmumercus agricultural cclleges, perhaps tco many for the size
arnd poapulation of the ccountry, ard the imitiaticon of a1mportant
ard permarnent agricultural research praograms. Rgricultural
educatiorn and research, inn this pericd, received irmitial impulse

and assistarce frcm the Ford Foundation arnd U.S5.R.1.D.



Sub%éﬂuent government fumding for bath educaticrn and research has
beer significanf, althcocugh rict adeguate; there have beewn very
substantial dorncr furding, bina;ional and interrwaticnal lcanms and
dorations. In the case of research, 1364 ard 1365 mark the
ivittiation of & small but effective Ferd Fourndation financed
private research program at Instituto Supericr de Agricultura
(ISR, in Santiagoey, arnd the large U.5.R.1.D. {contrated by Texas
A&M  Umiversity) fimnarced research program that led to the
creaticon of a matiormal research center at Sarnr Cristobal. The
Firerst, in Sarntiagoc, later evalved, with FAO assistance, intca the
Secretariat of Agriculture's research center for the rnorthern
part of the caountry {taoday CENDA)Y and the second into the
principal research center for the scauth (CESDA). With the rice
research center previcusly alluded ta, CEDIA, CESDR ard CENDA,
the three principal research cernters, constitute the basis of the
Dcminican system. The systemn, as it enists today, was mocyre o
less complete by 1381. Prirvrcipally concerrned with research on
the basic food craops of the country, the ratiormal system, by then
was already interacting rather effectively with part of the
irternaticornal system, CIAT, CIMMYT and CIP. But 1381 alsc marked
the begirming of a prafound fimancial crisis for the Dominiican
ecancamy and goverrnmernt, which persists to this day, a crisis
first felt more severely in the Secretariat of Agriculture; (5EA)
more precisely in the Departmernts of Research and Extension, as
operaticmal funding was gradually reduced to meet mcre immediate
demands irn other more political departments of the Secretariat of
Agriculture, such as Productiorn,; Seeds and Mechanization.

The Daminicar pecople arnd goverrment agree that the waticorm's



-

experiernce with sc called automomous instituticorms has been all

but felicitcous. The traumatic charnge Ffrom the =asutccratic
Trugille regime to democracy in 1361-1362 was accampanied, i

public sector irnstituticorns by charnges in many cases from tight
well marnaged goverrnmental departments ta  anarchic, chactie
ividependent automamous administraticns. The results have led to

arv  arnimadversion to decertralized inmstituticomal arrangemernts.

For this reascr, as the Damiwmicarm agricultural research
structure pegarn ta mature, the Latin Americarn autconomous
imstitute model was not adopted. The extremist pcalitics of the

tUrmiversidagd Autdricma de Sarnta Damirnga, the university that might
be carnsidered the state university, o the other hand, st eered
the prircipal dornor clear of impasing its land grant model, ever
though svery adviscr with a U.S. passport who ever tcouched Sanmto
Damirngo has dreamed the laﬁd grarnt dream.

The precaricus marnmer by which the Dominicarn research system
became inserted cr attached c¢r formed part of the Secretariat of
Agriculture, as it developed, made the system particularly
vulrmerable, powerless, as we will see, whemn the firnarcial crisis
begar. Why did the 1381 crisis hit the Department of Research
ard, of caurse, the Secretariat of Agriculture with such force
ard  why have they not been able ta react, ta take corrective
acticr. The causes lie in the political histery of the courntry
after 1361.

The Dominicarn political scere has beern dominated by twao main
poalitical parties for the last twenty five years, a maoderately

rightist Refcrmist Party led by Jocaguirnn FEalaguer and the



mmde:aCEly leftist populist Domirnicarn Revolutiamary Party {PRD)
1ed by slightly moare ta the ieft (of his party, that is) Josk
Framcisca Pefia Gomez. The Damimican Revaiuticrary Party was the
coposition until 1378, sixteen years fighting from the cutside.
Wher the FRD wer the electioms of 1378, goverrment employmernt was
the reward desired 'by the marny thousamds of urnemplayed layal
party workers, Rrnd the goverrmernt ministry with most  "loose”
operaticnal funds was the Secretariat of Agriculture. The mumnber
of emplayed ivm SEA wernt from 8,000 ta 17,000 in three years,
that is by 13813 +the gavervrment increased the Secretariat's
budyget correspondingly. But, whery the crisis hit and goverrnment
reverues decreased, the Secretariat's budget was cut. How could
the PRD poverrment permit it's layal party members? emplayment
carncelled? And it still hasrn't.

Operaticnal furids have still rnat beernn forthcecoming and the
Secretariat has became paralyzed, practically rnon cperaticnal.
Rrid, i the course of everts, it has lost its credibility with
dovaer and  lending institutions. Doricrs don't want tao give
assistarce to Research because they fear that the Secretary will
sypharn off rescurces to meet palitical pressures.

By 1388&, wher there was a charge of govervment, althcough of
the same party, the situaticorm iv the Department of Research,
while a political praoblem, and obvicusly a mamagement and
crgamizational orisis, prompted a recommerndaticornn that outside
assistarce be saught, im this particular case fram the
Irternatiorial Service for Naticormal Agricultural Research (ISNAR).
The Department of Research, through the Secretariat of

Agriculture, requested assistance freoam ISNAR inm  October, 1388&,



arsd 2y Noovember I5NAR agreed to crparnize a review, analysis arnd
olarmivyg missicrn early irn 1383. For historical reasons already

mernti1oned, ISNAR's recommendaticrns for adapticon of the Latin
Americarn  auvwtomonmous  institute model were not initially well
received arnd the 1lorng process of convincing, of consersus
buildirmg begar. Why was +this process successful? What
techrnigues were used by the several Secretaries of Rgriculture,
corce convinced  themselves, to cvercome deep resistarnce ta any
supgesticn of imstitutional auvtorcmy, particularly in the
Dominicar Corgress where, irm additicr, the Presidercy has had
particular difficulty irn obtarrnirng passage of legisliaticn? Will

this methodology bDe applicabkle ivn the future developmert of the

r1CW constituted Irmstituta Daminicanc de Investigacicres
AgropeCcuarias (IDIA, the Domimican Agricultural Research
Imstitutel ? How will these techrnigues be used ta maintaim the

hard earrned palitical suppocrt that IDIA bas mow gained?

11

Pracess of Building Consersus for IDIA3; the Adaptation of a

Methcodalony

He The Adopticon and Adaptaticrs of the Case Method in
Institutc Supericr de Agricultura.

The Institutca BSupericr de RAgricultura (I5A, ivw Bantiago) is

a prestigious Damiwicarn agricultural educational armd research

instituticr, small, underfunded, but staffed with well traired
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aynd highly motavated mcrentists. Early in its histary, founded
ars 1363 by a grouo of BSantiano busirnessmen, 15A begar tao zearch
fer a methodalogy for teaching management to  its students, By
1372, with a small Feod Fourndatiowm grant, ISA began usivg the
Harvard directed intermatiornal Teachers Program to familiarize
ard  train professcrs withh and 1n the case methad. Althcugh
there was a slow start, by 1380 15A had develaped the capacity,
Tacilities and personmel, with Fard, Kellcgg ard U.S8.RA. I.D.
agssistance, to train agronomists in management and  agricultural
pelicy in  past graduate courses and seminars, and over time,
witn cases and materials specifically developed fram amd on
Damirmcan agriculture.

A  break—-through came early in 1381 when CIMMYT joiwmtly

sponscred  with 18R ars agricultural palicy seminar in the
Daminicarn Republic. This exercise praoved the case method as  a

valuable methadoalagy fer the discussiorn and rescluticn of policy
proolems inm Damirmican agriculture and established I1I85A as an
impartant scource of collaboration for the public sector. Wby ?
What is there about this mode of the case method that makes it
effective as a means of cammunicaticr, information arnd comsernsus
building?

1n prinmciple, I am nrnot referring to what is commonly
dencminated a case study in apricultural educaticn, the history,
that is, of same successful projgect or program. That Kirnd of
case study is what I am presemting today. I am referring,
instead, toe the expasition of a situwaticor, actually faced by

decisicon makers, "with surroumnding facts, opinions and prejudices



wuonﬂwhi:h..... decisiaorn ¢or dec153iciS. .. .. desenid. Teoe real
arid particuiarized cases are presented..... for considered
analysis, apen discusslar, arnd Firal decisiorn as ta the type of
acticr that should be taken”. (%)

The case method, as described above, snid carefully
mogerated, met  damimated By the orguestrator, irvalves the
sarticipants dywnamically. They feel they carn have their say arnd
fight for their opivmion and they do. They accept the weakrness
t2s) af their ideas when exposed and accept the strength(s) aof
those of their colleagues. They feel they conmtribute, are
cansidersd. The pracess 15 a maturing confidernce building means
of  conveying informaticn and arriving et comsidered agreement.
It 18 a demccractic, dignified means of discussicrn and learving,
o equal terms, pspecially oermitting commurnicaticorn among and by
oecple from very different academic levels and backgrounds,
scacial origins anmd pgolitical learmings. it teaches participants
ta laister. Ar abservation or intervernticon that i1rndicates lack of
atterticor to a woreviocus interventicrn can be embarassing ir
extrema. I additicrn, the case method reguires very special
traimirng for case writing and careful irvestigaticn and research.
The rearly twae hundred cases developed at I5A orn Dominican
agriculture have led to & broad institutional uriderstarding of
praoblems of techrnology gereratiacr, tramsfer armd diffusiorn,
inputs, prices, marketing, land tenure, the role of wanen,

health, conservat iarn, interrnatiornal trade, food techrnolagy, and

{#) Gragg, Charles 1.3 "Hecause Wisdom Canmt't be Told"”j Harvard
ARiummi Bulletir, Octaber 13, 1340, The faollowing paragraph
alsca relies heavily onm the paper by Gragg describirng the
dvyriamics of the Harvard Busirness Schocl case method.



1mompt suustrtatyarn.

The CIMMYT-I53R 138! Seminar cerntered ocn  several extremely
sernsitive palicy and contraoaversial publaic copinicon matters. ir
retraspect, Five vears later, it iz clear that the decisioans
gmanating frcom that experience were determirnant 10 the resclution
of the auvesticrns that served as motivatioms for the choice of the
cases, rice, edible cils, pirneapole for export. Arnd that seminar
served as the 1mitiaticem of cur use of the case method as a
methadoulony for accelsrating a decisicon making process, the
resciuticn of a difficult policy prablem. et me explain. In
genaral, the case methoad system is used to repraoduce situations
that have actually cccurred, i busiress as well as in law. At
i8R, im Domimican Republ:ic, that is cur more gernerally practiced
made, Foorr teaching purososes, ferr  trarsmitting experience,
inmfermaticon and reinforcing the capacity of analysis and  for
decisicrs making. But we have alsa adapted the method extensively
tae pose a felt praoblem saituation, as yet undecided cr umrescalved,
it the gresence of the orinmcipal actars, the President of the
courntry, the Secretaries of Agriculture, legislators, important
public officials, with the relevant backgrournd infcormaticwn to
facilitate the process of amnalysis and decisicn making.

After the CIMMYT-I15A seminar early in 1381, the Secretariat
cof Apriculture and the Agrarian Reform Institute have repeatedly
asked I5° to corndunet seminars om specific agricultural poalicy
issues, a relaticmship and service by I5A comtiviwing to  this
date. In 1382, the Secretariat of Plarming, specifically the
Departmernt of Science and Techrcalagy, requested I5A to corduct &

seminar  orn  techrnalogical policies as tools for agricultural



Devglagmenc. This <eminare  was an impoetant miiestone 1m0 the
process of building & consensus on the difficulties suffered oy
the agracultural sector and prepared the road tao the request
irnvitaticn extended to ISNAR ta assist the Department of Research
of the Secretariat of Agriculture late in 1382

e The IDIR Instituticanalization Process and ISNAR's
Assistance (1382—-1388).

What did I5NAR's  presence in the Domirnicarn Republic's

agricultural scene accamplish? What did ISNAR reccmmernd? Why
has the process takern so long — three vyears to aobtain the
reccommended  irnstituticrmal legitimization? What else has been

achieved and what carn e expected?

The grincipal elements of ISNAR's diagmesis of the Daminican
agricultural research situaticon were of conmflicting rnature:
positive, such as  good physical infrastroture, trained humnan
TESGUrCRS, decemtralizatién, a balarnced coaverage of subsigtence
and expcrt craps reflecting the rmcuntry's proablems; and negative,
such as & weak cormectiorn or relaticonship with  and in the
Secretariat of RAgriculture, lack of adequate and stable Furding,
a low prcoductivity image, lack of persanmel palicy, plarmirig,
follow up arnd evaluatiorn mechanisms. (%)

These shortcamings have effectively preverted the Department
of Research (DIA) froam Fulfilling cother furncticonms irncumbernt uporn

the central urnit of the system. Without control over the

{%) ISNAR's report to the Daminican Republic "The Agricultural
Research System of the Dominicarn Republic: Analysis,
Evaluationn arnd Praoposal for its Strengtherningy ISNAR,
August, 1383.
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essential maragemsnt instrunments, persarrmel palicy and management
of  rescurces, it has lacked the basis for cocrdivating  the
y
activities cF the system and establishing chanmels of
communication with the political leaders, and with the current
ard paterntial clienmts of research. Furthermnore, its poasiticr in
a third-level mierarchy within the Mirastry has placed it on the
sidelives ir crucial decisiorn processes, such as those coricerned
with rescurce allacaticrns. (%)

Given the decentralized rnature of the system and the high
degree of cperatioral irndepernderce allowed to the centers, full
contral aver gersonrmel and rescource marnagemernt, arnd the plarnrming
and coardinating furnctiorns are esserntial for the efficient
aperaticon of the system. The non—fulfilment of these furncticars
is the main reason for the loaw  productivity image, and for the
fact that the courtry 1s wét receiving the bernefits which sheould
accrue from the Domirnican agricultural research systemn.

vy such circunstances, the strengthening strategy
emphasized structural change in the institutiomal envircorment, ta
obtairn a more efficienmt ard effective research process. The key
element in this strategy was the recaommerdaticn toa trarmsfer
research responsibilities from the Secretariat of Agriculture to

a rnew research institute, the "Irnstitutce Dominicana de

(#) This paragraph arnd the faollowing 3 pages draw heavily on, and
many paragraphs are direct gquotatiorns arnd are so irndicated,
from, ISNAR's Courntry Progress Report No. Ria/P1,"” Working
tae Develap Suppart at the Paolitical Level for Natiomal
Agriculture Research: the Case of the Doaminicarn Republic,” by
Eduarda Trigo; ISNAR, Jure, 13855 pp. 7, 8, 9 & 10,



Irnvestigacianes Agroapecuarias” (IDIA). The expectaticn was that
a new argarnizaticor, adnministratively irdependent from SEA, would
be able ta comtrol and link key managemernt pracesses, such as
versonnel palicy and administration, planmming  programning,
evaluatiorn arnd furnd administration, and thereby create conditicons
conducive ta effective research. The rnecessary increase in
furding support wauld come, ivm the lowmg-termn, from the increased
capacity ta sell research at the maticnal levely; with better
results, it is sasier to make a strong case for research. Iry the
short —termn, ars  autonomous instituticr will be better positicorned

tcs attract armd make mcre effective use of interrnaticornal

assistarce copportunities.”

"At the implemertation level, the strateny required
legislative acticrs to - ernsure decentralizaticn of the
administraticr., Operaticrnally, first there was the need to

develap a praposal fer the rew Institute, satisfactory ta alil
parties irvalveds SECCTId, it was nrecessary to prompt the
Daminican cangress ta aporove the law rneeded to create IDIRA, arid
tce secure the additiocrmal rescurces riesded to implement the rew
structures and programs. ”

"I regard to the first step, the irntenticor was ta cbtairn
agreement fram the different interest groups over the draft law,

arnd for the Secretary of Agriculture to forward it for approval

to the President” whao wculd, in turn, present the praoposal for
law te Congress. "Three areas of actiorn were invalved in
achievirg this cobjective. First, acceptarce of the idea had to

be gairned within BSEA and within the research system itself.,
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Secund, necause of high politaicizataian, tne top echelians of the
resegarch system had a rapid turnover rate. Cornsequently, there
was a reed to brief riew appointees om the role and importarnce of
the proposzsed Imstitute and ta abtain their cammitment. Third, as
the discussion progressed, riew partrners came intco the picture
{lumiversities, extensicry, dormcr agercies), arnd they had to be
briefed, and specafic adjustmerts had ta be made tca ensure their
suppcort. Activities irv this initial phase concentrated arcund
the improvement For the propeosal and the discussion of its
implicaticons. The respansibility foar actianm lay with a special
task force, which was to provide leadership and carntirnuwity of
actici. ”

"Twa methods were used to work with the legislatcos.
iratially, the task forece and cther officials under the Secretary
of RAgriculture contacted ;ome key law—makers, cavy arnn imndividual
basis, to brief them on the rnature aﬁd cbjectives of the praposal
far a rew research institute. Orce all parties irnvalved had
agreed orn the draft law, a rnaticornal werkshop was organized to
discuss the pros and cons. This event cerntered on the
agricultural committees of the House of Representatives and the
Sernate, and irncluded the oarticipaticn of the present and several
past Secretaries of RAgriculture, the present and past heads of
research and ektewsion, arid ather influerntial peuple corrected
with the agricultural sector.”

"The areas covered in the waorkshop agenda rarnged from
discussions o 4 the role of research and technolany in

develapmert, tc the consideraticrn of the proposal to ecreate IDIA.



lecﬁ debated were the pricvity areas for technalicogical
develapment, and same examples of how research could be used to
ivicrease productiar. The workshop methcdalagy relied heavily on”
the case methad, the cases beirng "constructed sa as ta highlight
the problems of the presernt structuwre of agricultural research
within the 5SER, ard the reascons why it was expected that the
proposed corgarnizaticrnal charnge would provide a basis  for  more
effective research.” ISNAR participated in  the workshaop, as
memnmbers of the arigimal missicn participated as rescurce peETSOnS.

"The workshoap proved highly successful, as the cases
presernted provided a good basis for discussion of the main issues
irnvalved, and gave the capporturmity to all interested parties to
express their views. The result of the event was the aopen
suppcort of the agricultural committees of both the House arnd the
Sernate, and an agreemernt to -the modificatiorns that should be made
in the propasal sernt by the Presidernt to Cormgress.” (%) Firal
and unanimous approval of the law {(No. '289~BS) by Congress taok
place on  July 23, 1385 and became‘law with the president’s
sigrnature arn August 14, 13985 and or March 17, 1286 the President
appainted the first Baard of Trustees of the Domiviican
Agricultural Research Institute.

What was 1I5NAR's rale? Is an auwtorncmous institutiorn  an
accomplishmert? What's so great about that? Three years of work

to charge a structure? What does that represent?

a0 > U ot ey S e e D A 00 Ot e S St S

{(#) The previcus paragraphs marked by guotation marks are quoted
literally from Trigo's report, cited om page 12 of this paper.



iSNAR wevelooed a reccaniticen For gt oo ded an

urnderstanding  of the research orocess anc tihe structure and

requirements for a successful oraoductaive seif sustairning
techrncliogical imstitutiorn. The Domimcan =zyvsetem had wever
guesticned 1ts orgamizaticr nor the scources of i1ts weaknesses.

ISNAR assisted in bringaimg about an understarndioag of the rneed for
mobilization of political support. This was a .Iesson learned
which will nrever ke forgotter. The Damimicars agricultural
establishmert, aver last these three vears, has arrived at a
comsernsus  repgards the waticornal reseasrch system and is  committed

ter & coantimued suoportive role which, I am convinced, will assure

a rapid irmcrease inm the proaductivity of IDIA. That suppcrtive
rale irnvolves political support, fallow up on crgamizational and
technaological develiapmernt - arnd evaluation. It invalves

relaticomshios with the umiversities and the private sector.
Permnit me to ask you lack at the ISNAR's comtributiom to the
IDIA wroacess from ancother oerspective. Fraom a paper presented by
ISNAR  Maragemernt to the ISNAR Hoard Committess at  their recent
March meetirngs, "Introducticr of the Project Apprcocach as a Tool
far the Maragement of [SNAR Activities”, it is apparernt ta me
that, after six years of effort and experience, ari  ISNAR
paradigm, although not precisely the cbjiective of the exercise,
is emerging. The paper cutlines ISNAR's mode of marnaging its
activities with maticmal apgricultural research systems, and
suggests such activities will in all prabability, follaw an
irmitial missicn of review, arnalysis and plarming. The follow up

activities, which wouid be classed as prajects, irnclude: advice
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1 speciralized areas such &5 mamnpowsr training and develoopment,

mecgramming and Budgeting; cracraty wsettirg; assistances

w
5

preparaticorn of rmaticoral research strategies and nlans; proaject
praparaticny and others, according to the needs of the systenm.

I feel that am umarticuwlated conmtributice of I5NAR has beswn
cverlacked amd the pheviomerncr should be further studied. I the
case of the Damimicarn RAgricuitural Research Systemn, it is  my
convicticn that ISNAR served as a oacing device or pressure
mechariism. More, [ would like to advance the hypothesis that not
much meve than pressure  mechanisms  or pacing devices are
recessary for sigmificanmt improvement of natiomal agricultural
res2arch Systemns, and these could be crganized as prajects.
Agair, ivs the Dominlcan case, as in  Serendip, pernaps, ISNAR
camtributed ta the consclidaticon of & local group as  an
additicnal oressure mechanism treferred to in preceding
paragraphs). What do I mean by a pressure mechanism, a pacing ar
1nducing device? et me refer to Hirschman % who, iy a recent
review of his thinking on cevelopment over the years, refers to &
suggesticr ne made as early as 1354 that Yurnderdevel aped
courntries need special 'pressure mecharnisms' or 'pacing devices'
to  trimg forth their ootential.” He goes on to refer to Herb;rt
Simcarts wark on "satisficirg” as capposed to "maximizing”, Richard

Cvert and James March's work on "organizaticmal slack”. Natharn

Meier and Sears; Picneers in Develcpment s "A Dissenter's
Confessiaon”, chapter by Albert O. Hirschman; The Waorld BRark,
138843 pp B4 and 35.



Sosernoerg' s T @RCEINEnT mecharnism’? (epecial sverts sueh as
BLFIHES O WaTrS), and Leibernstein's "X-efficierncy thecry on  the
mot 1 that slack i3  ubiguitous and effoart sporadic and

urreliable, again in the absence of special pressure situaticons”.
Hirschman recagﬁized in his recent paper that hais 1384 insignt
had beern preceded im managemernt thinking, argd  mat only  for
cultures of develaping countries. e example of a pacing
mecharnisin: the World Hank oublishes yearly world development
yeparts (and, pericdically, courntry reparts). These are
carefully studied by and 1nfiusrnce Jentral Barik  authorities,
econcmists of  finanmcial mimistries and octher irmstitutions in
develcocoing miat 1o s the World Barnk repoarts serve as pressure
mechanisms and convert itocal groups and rnstituticons arntoa pacaing
gevices, inducing slack imstitutiorns to corrective action, tao
make impcortarnt colicy decaisions. The ISNAR report became in the
Daminicar Republic anm inducement mecharnismn. The pericdic visits
of ISNAR afficials comstituted ancather form for pacing progress.
I believe that ISNAR cr/and The Wcorld Bank, FRag, ard cther
dorncr imstitutions could do our imstituticns berefit researchirmg,
discussing and devising 1nducing mechanisms that are or might be
used ta 1nform and ccax policy makers of the develoaping world to
move ahead with the imoravemernt of their techrnolcogy gernerating,
adapting, adapting arnd transferring structures. I believe that
developed sccieties arnd their instituticms have mary built-—
iy formal and informal, inducing mecharisms. I do ricst believe

there 1s any essential or ivnherent irncapacity of developing



cmumgﬂv irstitutions ta oeefoorm, givern the necessary  CeESources.
what we arnd our socigties ilack are pressures ta Hesp  the
imstitutions and theisr leaders on track, varticularly the sublic
institutions. We doa wot have sufficienmt pacimg <o inducing
mechanisms to keep our leaders strivaing to mest respomnsibilities
and guals.

1 could visualize [BNAR's corm-—going efforts to cormstruct a
data base as the peresis of arn irnducement mechanism for mnaticrnal
agricultural research systems. If widespread ard effective
cammunicaticon with ovalicy makers 1n regard to ISMNAR's data o
NARS is achieved, ther, I believe we are in the preserce of the
begirnning of orne such devaice. We need many more.

The gseparaticn of tihe Deoartwmert of Research from the
Jecretariat of Agriculture 15 an accomplishment without orecedent
irvyi Damirnican palitical history. That this dismembermernt shoculd
have been initiated ard accamplished from withivi by am almaost
paralyzed system is a tribute ta an excellent exercise iwn
aralysis arnd evaluaticon of & naticnal research systenm, IBNAR's
mission ta the Domirnicarn Republic, arnd to the three years of
patient fallcw up.

111

IDIA ard the Future

Iri the past develcomernt of the research structure of the
Damirnicarn Republic there has been concentraticr orm expanding and
improving research proagrams through irmvestments 17y
infrastructure, equipment and humar rescources. The sirgular

cantributiorn of ISNAR was arn objective scrutiny and armnalysis of
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the  stracture as part of an effort to determine why toe  syshem

i

was infumctiornal and impraductive and to make recammerndations  as

tce what might be nee&ed to avercome the deficiesncies identified.

fhis ISNAR project is almust campleted. IDIA exists as an

e pevidernt decertralized aperncy of the Domimican goverrmment.

IDIA is begimnling  the rost crucial peraicod of the history  of

agricultural research v bhe  country. IDIR's imstituticral

culture (%) and persomality will, covld we say, crvstallize, be

shaped, over the mnext vear or twc. It is crucial that all of the
elements of a well management research structure be put inm place,

imitiated, projected, imolemented at the saarest.

What are these elemernts of the IDIA proup culture that must
be inculcated?  As e, Hertford inferred iv his words on the
Bariamb system, this marmimg, auvtoncamy alone does wcot assurs gocd
management rwnor  a salution of rescurce constraints. The other
impertant aspects are: conmsensus o the core mission, strategy,
goals, means ta accomplish goals, criteria to measure progress
arnd ta correct erros, imternal integraticn, traiming, power
relationships with goverrvrment, executive and legislature, private
sectcr and intermnational.

Is the Dominican research structure complete with the
creaticon of IDIA? How will the umiversities armd the private
sector relate to IDIA? How will IDIA respond ta the urgent reeds
aof the country for techrnaloagies that have rnot beern part of its
research agenda, for import substituticrms such as il crops and

(%) Schein, E.3 The Role of the Fournder in Creating
Orgarnizational Cultures; American Marnagement Associaticn, 1983,
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animal feeds arnag Fish, and for rnew export orags, suech as fruits
and vegetables and flowers? Heow will IDIA respond ta these reeds
rapidly whern its culture is cre af research onm basic Tocod craps?

How cars a small caurtry, with arm agricultural system as
comples as BErazil's, support & research system that should cover
almast every poassible ecclcgical situaticom amd could inclade
aimast all crops? Impcssaible. The country carnrnct afford that
Tuxury. Priorities? Ther, haw carn it mcoilize all of the
mnaticoratl instituticns, 1neivnding the private sector, soa that all
participate and accept responsibilities for research inm or on the
differernt areas of interest arnd reeds of the courtry.

Obvicusiy, ther, system—wide plarwving iz a first step. Can
IDIA carry out  this ccomples exercise alorne’ If the praivate
sector is to become involved with and take on public research
responsibilities, haw is this imrovative rale toa be plarmed and
carried cut? This is a long term process; it reguires comtinuity
intae the future. As part of, and a result of, the plarmnirng
process, financirng, its megotiaticr, praogrammning, cocrdivaticn,
use, armd  reporting, constitutes a moast difficuit arnd impertanmt
need ta be built intc the orm going responsibilities and
activities of IDIA's EBoard of Trustees and Mariagemnent.

Im additiern to short and larg term planrning and FfFimarncial
strategies there are a series of activities arnd capacities which
must be initiated and/cr develaped 1m the first momths of IDIA's
new instituticonal life, and irnclude:

"

al Maﬂpmdér Traipiwg arnd Develcpmert Plawn

b) Naticrmal Research Strateqgy



) Brosect Preoarat von Cacacity

) Socientafie Relatians, Naticonal and Intersaticnal

) BPBrogramnlng

) Review and Evaluation

g} Political Relations

Urder the strainm of recrganizaticon o, bettenr said,.
cvrgarnizat i, 1 ars ernviramnment characterized as highly
politicized and sufferarng sericus  finamcial constraints, C&
IDIA's inexseriernced Hoard of Trustees, irnexperienced as & gQroup,
ve expected tca make the dramatic tramsformatiorn into an effective
resgarch organizaticon without comsiderable expert assistarnce,
mananement and firnancial?

R first steh has beern completed. IDIN exists. A secand
shase is urnder wav. I amticipaticon of the poligy decisions
that the rew IDIA Board would confront, ISNAR desigrned a series
of studies that would facilitate an accelerated decisicrn  making
pProcess,. U.5./RA. 1.D. provided fumding for the foreign techmical
expertise arnd & lorcal coaordimator. It is expected that the
studies will alsa serve a bases for discussions with dornors  or
leviding imstituticons.

The intermnaticrmal commurnity coreated ISNBR with the purpose
ar marndate of assisting maticormal research systems in marnagement
and corganizatior. iembers of that same intermaticonal community
have pgreatly assisted the Dominicarn govervment amd  Domivacan
uriiaversities irvn the formaticon of their physical and humnan
irnfrastructures. PBarticularly prominernt have beern U.S.R.I1.D. arnd
the Interamerican Develoomnent Barnk. Ford and Kellogg

Fourndaticmns, Federal Republic of Germany, FAQ and UNDPR have also
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grvern invaluatie assistance &t cruclial perlods 1 the oast.
Wwhat does amn IDIR doa bo mobilize rheself aved argarmize its
relations with intermatiornal dorors and firnancial imstituticrns?

i

R conditicrm For their oasitive response will be that they be
assured of good governance, maragement, and crpamizaticorn in the
use of their funds. Where does ISNAR's rvespomsibility end? What
is implemerntation 1in ISNAR's organizational cuiture? What

remains to be donme in DIA is muchs most of this has to dao with

the reasans for ISNAR's existernce.



CONCLUSIONS
While describing a process of initiatiaon of
institutiormalizationn of & naticrnal research systen, I have

emphasized the reed for Finding means of positive palitical
cammurnicat icor, aof wirmmirng political suppoart  for  agricultural
research irn developing denmccracies where the power structures are
biased irn Favor of the uwrbarn populatiaorn. 1 have tried ta sxplain
the mecharnism we used, adapted for cur use, i Daminican
Republic. The Harvard Busirnegss Schoacl case methcod, as we have
modified it for commumicaticrn between political decision makers,
the academic world and farmers, is, I believe, cornceptually rct
distart from farming systems research and o farm research, much
closer thar might be inmitialliy appar-ent. I believe the lessans
we learrned are as applicable to other countries agricultural
research systems as are farming systems research and on  farm
research techrnigues. ' The cost in time, a long gestaticon pericd,
has beern more thaw Justified im the comscolidaticn of a powerful
group of IDIA suppocrters wha will be able toa assist the
instituticn ta move forward rapidly once financing has  been
cbtained. This group will apen the doors toa financing.

I have alsa irn this paper challernged ISNAR, USAID arnd
ather impcrtant doricrs toa couwr system. Withim the naticnal grocup
suppcrting IDIA in Damirnican Republic there is full realization
that ISNAR, USAID ard others are partmers in this soul searching
irstitutional building experiernce. IDIA and ISNAR and USAID, EID,

and others, have na cother alternative except making IDIA an

uwltimate success.
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