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The mandate of the International Service for National Agricultural Research (ISNAR) is
to assist developing countries in bringing about lasting improvements in the perfor-
mance of their national agricultural research systems and organizations. [t does this by
promoting appropriate agricultural research policies, sustainable research institutions,
and improved research management. ISNAR’s services to national research are ulti-
mately intended to benefit producers and consumers in developing countries and to
safeguard the natural environment for future generations.

ISNAR offers developing countries three types of service, supported by research and
training;

¢ For a limited number of countries, ISNAR establishes long-term, comprehensive part-
nerships to support the development of sustainable national agricultural research sys-
tems and institutions.

» For a wider range of countries, ISNAR gives support for strengthening specific policy
and management components within the research system or constituent entities.

» For all developing countries, as well as the international development community
and other interested parties, ISNAR disseminates knowledge and information about
national agricultural research.

ISNAR was established in 1979 by the Consultative Group on International Agricultural
Research (CGIAR), on the basis of recommendations from an international task force, It
began operating at its headquarters in The Hague, the Netherlands, on September 1,
1980.

ISNAR is a nonprofit autonomous institute, international in character, and apolitical in
its management, staffing, and operations. It is financially supported by a number of the
members of the CGIAR, an informal group of donors that includes countries, develop-
ment banks, international organizations, and foundations. Of the 16 centers in the
CGIAR system of international centers, ISNAR is the only one that focuses specifically
on institutional development within national agricultural research systems.
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In 1994, funding for ISNAR was again tight and the fiscal outlook
remains uncertain. We therefore allowed our ocverall staff strength
fo decrease slightly through attrition. We also simplified our orga-
nizational structure to integrate better the delivery of our aduvisory,
research, and training services fo the national agricultural research
systems (NARS) that are our partners.

We are optimistic that ISNAR will be able to come back up to full
staff strength in 1995 so that the institute can respond better to the
many service requests from the NARS.

Despite continued concern over funding, staffing, and our response
capacity, ISNAR moved ahead on several fronts during the year.
First, we reinforced our training activities around the world, mostly
through regional workshops and seminars, but also via single-coun-
try events. This reflects, in part, the maturation of ISNAR research
on various themes of research policy and management, as well as a
growing emphasis on the transfer of “technology” — management
tools, methods, and approaches — to the NARS. During the year we
stepped up work on translating these products into training mate-
rials and modules and delivering them to both NARS managers and
.national and regional trainers.

Second, we strengthened our links with several regional bodies in
Latin America and sub-Saharan Africa. The aim is Lo promote
stronger South-South cooperation and to multiply the impact of
ISNAR's knowledge and services. In one instance, ISNAR was in-
strumental in the creation of a new regional association to serve the
needs of national research organizations in Eastern and Central
Africa.

Third, at the international level, ISNAR played a key role in
promoting better links between NARS and the CGIAR global
network of research centers. With the International Fund for
Agricultural Development (IFAD), ISNAR cosponsored an
important consultation between NARS leaders and international
center directors in December in Rome. It was an occasion for the
NARS to set out a vision of their future role in international
agricultural research.
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ISNAR believes that the voice of national research needs to be much

- louder within the CGIAR. The NARS need stronger representation
in the global governing structure of the donors, in the guidance of
research programs by the boards and management of individual in-
ternational centers, and in the day-to-day interactions among prac-
ticing research scientists around the world. Helping developing
countries to alleviate poverty, increase food and fiber production,
and protect the environment is the raison d'éire of the CGIAR.
Without strong NARS to participate in the global research effort
and to translate its results into practical solutions, this goal is no
more than a mirage.

In 1994, ISNAR worked directly with 43 countries — in most cases
assisting with specific management and policy problems or docu-
menting national experiences, and in a few cases establishing links
for future cooperation. These achievements are recorded in the fol-
lowing pages. But although ISNAR is fully dedicated to serving the
national systems, it is a small actor within the global development
community. Qur task exceeds our resources and we therefore look to
the donors and to all international centers, both members and non-
members of the CGIAR, to share in the work of strengthening the
NARS. '

On behalf of ISNAR's Board of Trustees, management, and staff, we
take pleasure in presenting the institute’s annual report for 1994.

Bt e Q}\Cm&qb T. WYean

Ao

Christian Bonte-Friedheim Charles Hess
Director General Chairperson, Board of Trustees
May 1995
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The overall level of investments in re-
search is something over which individ-
ual research managers have little control.
Even the imbalance between operating
funds and staff salaries typical of many
research systems is largely out of their
hands. What research leaders can do is
carefully manage the funds they are
given, as well as the human and physical
resources purchased with those funds.
Sound resource management, combined
with methods for ensuring the scientific
quality and relevance of research pro-
grams and projects, can improve perfor-
mance. Such resource and program
management requires an institutionalized
cycle of planning, monitoring, and evalu-
ation, based on good management infor-
mation and feedback from the users of
research, especially from farmers and ex-
tension. These are a few of the topics on
‘which ISNAR provides assistance to
NARS in the form of advice, management
tools, and training,.

The second key management function
is managing interactions and maintaining
linkages with partners and stakeholders.
Relations with investors are particularly
important for sustaining institutions.
Over the past three decades, investors
have made major contributions to the
creation of an agricultural research infra-
" structure in the developing warld. These
include construction of research facilities,
provision of technical assistance, and
training for tens of thousands of scientists
and technicians.

Yet donors and lenders have often
been insensitive to the institutional reali-
ties of the recipient country. Foreign con-
sultants are often used to design the
research programs and projects, with
minimal regard for national priorities and
absorptive capacity. In short, the inves-
tors’ own agenda and interests may domi-
nate the institutional design and the
research effort. Investors may also impose

restrictive conditions on how moeney is to
be spent, and the actual research is often
led by expatriates with a short-term com-
mitment, particularly in Africa,

The national research institutions des-
ignated to execute investor programs do
not necessarily have the trained staff to
continue the work or the domestic fund-
ing to sustain efforts once the investor
pulls out. Top-down planning of exter-
nally funded projects can actually
threaten true institutional development
and undermine long-term performance.

Sustained performance requires na-
tional ownership of research programs
and achievements. This means that local
scientists and managers should be in the
driver’s seat in research planning and im-
plementation. Investors should play a
supporting role.

NARS have many other partners in na-
tional research — universities, private
companies, NGOs, and regional and in-
ternational organizations, to name the
most prominent. These linkages are in-
creasingly germane to the sustainability of
national systems. This is because the
agenda of researchable problems is ex-
panding beyond the immediate capacity
of many NARS to respond, at a time
when funding is getting tighter. Regional
and subregional cooperation, and partici-
pation in the so-called ecoregional initia-
tives of the CGIAR, are two examples of
partnerships that can, with proper joint
planning, alleviate the burden on NARS
through the sharing of research tasks, re-
sources, and information. Without such
sharing, many NARS will be unable to
sustain the research effort needed to serve
the varied needs of their clients. A “cul-
ture of cooperation” — among NARS,
their research pariners, and investors —
needs to be promoted to ensure the long-
term performance of national research.

10
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A change in ISNAR's structure

Dhring the year, in which the financial out-
look was rather dim, ISNAR moved toward
an internal organizational structure that
more fully integrates the delivery of its three
services — advice, research (on policy, or-
ganization, and management), and train-
ing. Activities are now organized into two
client-oriented programs: (1) Policy and
System Development and (2) Management.
Program 1 responds to the system-level
problems faced by ministers of agriculture,
ministers of finance and planning, regional
organizations, and donors. Program 2 re-
sponds to the daily concerns of managers
running research organizations.

The activities of the two programs are
supported by four specialized units: Pub-
lications Services, Computer Services, the
Training Unit, and Library and Documen-
tation Services. These units serve not only
ISNAR’s in-house needs, they also pro-
vide support to NARS in their respective
areas of expertise.

Policy and system development

The Policy and System Development pro-
gram deals with research policy, system
structure, and the linkages that a NARS
must maintain with its external and inter-
nal environments. Abrief description of its
major themes and activities follows:

m ThroughitsIndicator Series, ISNAR is a
source of information on resources (re-
searchers and funds) for national agri-
cultural research throughout the world.
With support from Italy, SPAAR, and its
own core budget, ISNAR has continued
this work with a project on sub-Saharan
African countries, which includes data
up to 1992, Statistical briefs on nine Af-
rican countries were finalized in 1994;
drafts were prepared on five others.

m The SARMAC project to strengthen ag-

ricultural research in the Arab coun-
tries has been ajointeffort of ISNAR and
the Arab Organization for Agricultural
Development. ISNAR organized a
workshop in Beirut to share the experi-
ences of the SARMAC project with re-
search leaders from 12 Arab countries.
Lessons and experience from earlier re-
views of the NARS of Algeria, Iraq, Su-
dan, and Yemen were presented and
discussed.

A collection of conceptual papers, case
studies, and lessons from NARS’ experi-
ences with structural adjustment was
completed. The final two country case
studies examined linksbetweenagricul-
tural research and structural adjustment
in Burkina Faso and in East Africa. The
Italian government, CIDA, and the
World Bank’s Economic Development
Institute (EDI) provided additional
funds for this ISNAR project.

The first phase of research into the com-
plementary roles of the public and pri-
vate sectors in agricultural research
ended in 1994 with the completion of
case studies on Colombia, Ecuador, and
Jamaica. A further study in Chile will
serve to validate the approach so that it
becomes part of ISNAR's tool kit for sys-
tem reviews and other work.

ISNAR completed a long-awaited book
onagricultural research evaluation and
priority setting. It will be published by
Cornell University Press in early-1995
under the title Science under Scarcity. The
book willbe astandard reference foraca-
demics and for advisors in planning and
research ministries who have a sound
knowledge of economics. [ISNAR also
held an internattonal consultation on re-
gional priority setting and continued
collaborative work on research evalu-

11
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ation in East Africa in three projects in-
volving KARI, Humboldt University of
Berlin, and ICRAF.

The Intermediary Biotechnology Ser-

‘vice (IBS) provides developing coun-

tries with information and advice on
complex policy and planning issues sur-
rounding agricultural biotechnology.
ISNAR published and disseminated an
IBS report that outlines a four-stage
process and framework formaking deci-
sions about biotechnology-based agri-
cultural research. It also organized a
major regional workshop in Singapore
for research policymakers and public-
and private-sector research managers
from six Asian countries.

ISNAR hired two consultants to review
its previous studies and advisory work
on organizational models for agricul-
tural research. A Briefing Paper on the
topic was published.

Amultiyear project to study theresearch
priorities and organizational strategies
of 50 small countries came close to com-
pletion in 1994. A synthesis of experi-
ences and lessons coming out of several
in-depth country studies willreach pub-
lication in 1995,

ISNAR began a joint research project
with the Overseas Development Insti-
tute (UK) on promoting and sustaining
the role of farmers’ organizations in in-
fluencing research agendas and priori-
ties. Case studies in Zimbabwe, Mali,
and Bolivia are in progress. With sup-
port from the Dutch government, the
project on linkages between research
and technology transfer was extended.
Case studies of research links with farm-
ers’ organizations in Burkina Faso,
Ghana, and Kenya werecompleted. This
created the basis for action research to

improve thecapacity of researchmanag-
ers and leaders of farmers’ organiza-
tions to strengthen links between them.
Further case studies by local teams in
Mali, Zimbabwe, Senegal, and Tanzania
are planned.

w A two-year project to reinforce the role
of universities in NARS in sub-Saharan
Africa continued in 1994. Case studies
were launched in Benin and Nigeria by
nationalresearchers. The projectisbeing
carried out with the University of Ho-
henheim in Germany. ‘

Management

The Management program aims to bring
about sustained improvements in the per-
formance of national agricultural research
organizations, primarily those in the public
sector. Three themes give direction to the
program’s work: management of research
programs, management of resources for re-
search, and organizational change.

The first two themes relate to the per-
formance of agricultural research organi-
zations — namely effectiveness (high-
quality, relevant programs) and efficiency
(economic use of resources). The third is
related to technology and knowledge
transfer to NAROs — assessing the im-
pact of ISNAR’s outreach efforts and find-
ing new ways to disseminate knowledge
and institutionalize management innova-
tions. The following are highlights of the
program’s 1994 achievements:

m A multicountry project to improve re-
search planning, monitoring, and
evaluation (PM&E) in Latin America
and the Caribbean was completed. It
was funded by national, regional, and
international agencies, with the largest
contribution coming from IDB. PM&E
training materials based on Latin
American experiences have been trans-

12
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lated into English and arebeing adapted
for use in Africa.

ISNAR continued implementation of its
management information system,
INFORM. Designed in the Asian context
by ISNAR as a program planning and
budgeting tool, INFORM was extended
during the year to several African coun-
tries: Ghana, Kenya, Senegal, and
Uganda. Training materials have been
translated into French and Spanish. An
evaluation of INFORM by consultants
recommended further development to
make it a more user-friendly tool for
monitoring and evaluation.

Activities in financial management
were stepped up in 1994. Procedures in
the Benin NARS were assessed, budget-
ing procedures were reviewed in Mo-
rocco, and a first meeting of NARO
financial managers was held at ISNAR.
An assessment of station management
conditions in Benin included recom-
mendations oninventory controland on
the maintenance of physical resources.

A workshoep on strategic planning for
humanresource developmentwasheld
in Swaziland for managers from Bo-
tswana, Lesotho, and Swaziland, and
work continued on the assessment of re-
searcher performance in Morocco. The
program also started investigations into
the link between human resource man-
agement in NAROs and the expansion
of research on natural resource manage-
ment.

A conceptual paper outlining a method
for assessing organizational perfor-
mance, based mainly on the scoring of
research outputs, was completed. At a
workshop in December atheadquarters,
NARO leaders from nine countries ex-

amined the model and then took itback
to their organizations for testing.

m  The first benchmark study, an examina-
tion of methods used by INTA in Argen-
tina for selecting research managers,
was conducted. ISNAR hopes such
benchmarks will provide NARO man-
agers with credible models for change
drawn from similar institutional envi-
ronments.

Cross-program initiative on natural
resource management

ISNAR continued to examine the organiza-
tional and management implications of the
growing emphasis that developing coun-
tries and donors are putting on natural re-
source management (NRM) research. This
subject cuts across ISNAR’s two programs.
In December, ISNAR hosted an interna-
tional workshop on research policy and
management for agricultural growth and
sustainable use of natural resources. Partici-
pants included national research leaders,
policymakers, donors, and representatives
of regional and international research or-
ganizations. The meeting was a joint effort
by ISNAR and Germany’s DSE. ISNAR also
continued its assistance to Bhutan in the or-
ganization and management of NRM re-
search, follow-up to an earlier planning
exercise.

Highlights from five countries

m  InBenin,ISNAR worked withanational
team to draftanew national agricultural
research policy. Approvedby thecabinet
in December, this is just the first step in
a master-planning exercise for research.

B The comprehensive institutional devel-
opment (CID) prograin continued with
NARO in Uganda, supported by two
outposted ISNAR staff. Work covered

13
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salary structure, staffing patierns, train-
ing needs, and recruitment; the organi-
zation and management structure;
research priorities and programs; scien-
tific and management information, in-
cluding INFORM development and
training; and links with extension, other
ministries, and Makerere University.

m In India, ISNAR played a lead role in
drafting a strategy to set up a nation-
wide agricultural research information
system to link some 240 sites, allowing
the exchange of scientific and manage-
mentinformation. Thestrategy hasbeen
accepted by ICAR, the main coordinat-
ing agency for agricultural research.

m ISNAR signed a memorandum of un-
derstanding with Ecuador’s lead insti-
tute for agricultural research, INIAP,
establishing a three-year CID program.
Together, ISNAR and INIAPformulated
an integrated program of activities for
strengthening agricultural research.

m  ISNAR continued its collaboration with
Egypt under a program supported by
CEMARF. A national research strategy
was dratted, along withannual and five-
year program plans for oasis-related re-
search. ISNAR also provided training in
data base development for staff of the
Agricultural Research Center and the
university faculties of agriculture, The
data bases contain information on re-
searchers, academic staff, graduate stu-
dents, and their research activities,

Regional collaboration

Active at the regional level during the year,
ISNAR contributed to the launching of a
new regional association in Eastern and
Central Africa called ASARECA. Work cen-
tered on the formulation of ASARECA's
constitution and governance structures. In

December ISNAR also signed a memoran-
dum of understanding with CORAF, a re-
gional association of agricultural research
directors. The association promotes coop-
eration among the NARS of the region, as
wellasbetween theNARS and international
and regional bodies. In Latin America,
ISNAR strengthened its links with the re-
gional agricultural organization, IICA. Ad-
visory;, research, and training activities in 12
areas of policy and management were iden-
tified for mutual collaboration for the bene-
fitof NARSintheregion. These arejustafew
of many 1994 activities whereby ISNAR
either promoted links among NARS or at-
tempted tomultiply its ownimpact through
dialogue and training,

Collaboration with other CGIAR centers

ISNAR collaborated with other CGIAR cen-
ters on six separate activities during the
year. Amajor highlight was ISNAR's contri-
bution to an intercenter strategy on infor-
mation, which was formulated at a meeting
at ISNAR headquarters attended by repre-
sentatives of 15 centers. Among other
things, the meeting endorsed the creation of
a high-speed integrated voice and data net-
work for the CGIAR system. '

A second highlight of intercenter coop-
eration was ISNAR’s participation in a
World Bank exploratory mission to the
Russian Federation, with inputs from CIP,
ICARDA, and IPGRI. The mission was in
preparation for a major World Bank proj-
ect to strengthen agricultural research and
training.

Information and training

Publications Services produced 25 formal
[SNAR publications and nine news releases
and assisted with the preparation or repro-
duction of 11 other major documents. The
unit surveyed readers on their subject mat-
ter interests and updated the mailing list,
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which stood at about 2600 entries at the end
of 1994.

Computer Services began preparing
for the profound changes in information
technology expected during 1995 in the
CGIAR system and beyond. In August,
the unit began replacing ISNAR’s 386-
type desktop computers with 486 PCs
with bigger hard disks, more memory,
and better monitors, which cost much less
than their predecessors. The replacement
cycle will take about one year.

Computer Services provided technical
advice and assistance to the NARS of
Egypt and Uganda regarding computer
services for researchers.

ISNAR’s Library and Documentation
Services added new literature to its collec-
tion during the year, bringing total hold-
ings to 18,000 books and documents. Full
access to the Internet was established for
the library, providing direct access to vast
amounts of information, including the
library catalogs of major universities and
libraries in Europe and North America.

Training assistance to NARS is inte-
grated with advisory work and research
carried out by the staff of ISNAR’s two
programs. The Training Unit helps in pre-
paring pedagogical materials on a variety
of management topics. It also advises and
supporis NARS in the development of
their own management f{raining pro-
grams.

The Training Unit's work in 1994 fo-
cused on Africa — in Kenya with KARI,
in Uganda with NARO, and with the
SADC countries in partnership with the
Eastern and Southern African Manage-
ment Institute (ESAMI).

Training modules were prepared for
testing in several of the workshops held
under the five-year KARI-ISNAR Man-
. agement and Training Linkage Project in
Kenya, funded by the European Union. In

Uganda, the head of the ISNAR Training
Unit teamed up with outposted ISNAR
staff and national managers to carry out a
training needs assessment for NARO,
done through a series of workshops in-
volving 122 research personnel. This was
part of a long-term collaborative program
of comprehensive institutional develop-
ment at NARO, The Training Unit also
provided support to ISNAR staff who
served as resource persons in manage-
ment training workshops held under the
SADC-ISNAR-ESAMI training project
funded by USAID.

Staff strength

ISNAR's staff included 82 employees at the
end of 1994, down from 85 a year earlier.
Thirty-six are internationally recruited pro-
fessionals, 15 are locally recruited profes-
sionals (research assistants and technical
specialists), and 31 are locally recruited staff
providing secretarial and office support. A
total of 37 employees are women, of which
nine occupy professional-level positions.

Consultants

During the year ISNAR drew on the services
of 70 outside consultants or consulting
groups.

Financial situation

In 1994, ISNAR’s total operating expendi-
tures were US $10.121 million. Of that,
$6.293 million was funded through core-un-
restricted grants and the rest through core-
restricted grants, special-project funding,
reimbursements for services rendered, and
other revenues. This represents a decrease
inISNAR’s overall expenditures compared
with 1993. While core-unrestricted funding
increased by a little over five percent, the
combination of core-restricted and other re-
sources fell by about 2.3 percent.
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spécifique. Dans le cas des organismes de
recherche agricole, ces produits sont la
technologie (par exemple, des variétés ou
pratiques culturales améliorées) ainsi que
I'information et les connaissances.

Aprés avoir évoqué les principales
contraintes internes et externes qui pasent
sur la viabilité institutionnelle, 1’éditorial
se penche sur deux fonctions de gestion
fondamentales pour une performance du-
rable. La premiére est la planification et la
gestion des ressources destinées & la re-
cherche. La seconde est constituée par les
interactions entre la recherche et ses parte-
naires, a saveir avant tout les investis-
seurs et les autres organismes in-
tervenant dans l'agriculture.

Le niveau global des investissements
que les gouvernements nationaux et les
bailleurs de fonds consentent a la recher-
che est un aspect sur lequel les gestionnai-
res de la recherche, considérés indi-
viduellement, n'ont guére le pouvoir d'in-
fluer. M&me le déséquilibre entre la masse
salariale et les fonds consacrés aux opéra-
tions proprement dites, si fréquent au sein
des systémes de recherche, demeure dans
une large mesure hors de leur contréle. Ce
que les responsables de la recherche peu-
vent faire, en revanche, c’est gérer avec le
plus grand soin les fonds qui leur sont
confiés, ainsi que les ressources humaines
et physiques — chercheurs qualifiés, lo-
caux, terrains et équipements — acquises
4 l'aide de ces fonds. Une gestion saine
des ressources, combinée 4 des méthodes
garantissant la qualité scientifique et la
pertinence des programmes et projets de
recherche, peut contribuer & améliorer la
performance (efficience et . efficacité).
Cette gestion appropriée des ressources et

des programmes nécessite un cycle insti- .

tutionnalisé de planification, suivi et éva-
luation reposant sur une bonne gestion de
Vinformation et du feedback re¢u des usa-
gers de la recherche, et en particulier de la
part des producteurs et des vulgarisa-

teurs. Ce sont 1a quelques-uns des thémes
de l'assistance que I'ISNAR apporte aux
SNRA sous forme de prestation de con-
seils, d’outils de gestion et d’actions de
formation.

La seconde fonction de gestion essen-
tielle concerne les interactions et les liai-
sons avec les partenaires et parties
prenantes. Les relations avec les investis-
seurs sont particulierement importantes
pour la viabilité des institutions. Au cours
des trois dernidres décennies, les investis-
seurs (gouvernements nationaux, organis-
mes de crédit extérieurs et agences
donatrices) ont contribué de fagon ma-
jeure a la mise en place d'une infrastruc-
ture de recherche agricole dans les pays
en développement, notamment par la
construction d’installations de recherche,
la fourniture d"une assistance technique et
la formation de dizaines de milliers de
chercheurs et de techniciens.

Cependant, les bailleurs de fonds sont
souvent insensibles aux réalités institu-
tionnelles des pays bénéficiaires. Dans
bien des cas, la conception des program-
mes et projets de recherche est confiée a
des consultants étrangers qui ne prétent
qu’une attenition minime aux priorités et &
la capacité d’absorption nationales. En

‘bref, les plans et préoccupations de I'in-

vestisseur tendent & dominer la concep-
tion de la structure institutionnelle et
l'effort de recherche. Il se peut aussi que
Iinvestisseur impose des restrictions
quant au mode d’utilisation des fonds, et
les recherches proprement dites sont sou-
vent dirigées par des expatriés engagés
pour des contrats de courte durée, cornme
cela se voit en particulier en Afrique.

Les institutions nationales de recher-
che chargées d'exécuter les programmes
de l'investisseur ne disposent pas néces-
sairement du personnel qualifié ou des fi-
nancements nationaux requis pour
assurer la poursuite de 'entreprise apres
le retrait de I'investisseur. L'approche de
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haut en bas appliquée 2 la planification
des projets financés de l'extérieur risque
de faire obstacle a tout développement
institutionnel réel et de compromettre la
performance a long terme.

Une performance durable exige une
appropriation nationale des programmes
et des acquis de la recherche. Cela signifie
que les chercheurs et gestionnaires locaux
doivent étre placés au poste de com-
mande lors de la planification et de la
mise en oeuvre de la recherche, tandis
qu'il revient aux investisseurs d’assumer
une fonction d’appui.

Les SNRA ont beaucoup d’autres par-
tenaires qui interviennent dans la recher-
che nationale : universités, entreprises
privées, ONG et organisations régionales
et internationales, pour ne nommer que
les plus impartants d’entre eux, Les rela-
tions avec ces interlocuteurs jouent un
réle de plus en plus fondamental pour as-
surer la viabilité des systémes nationaux.
La raison en tient essentiellement a 1'élar-
gissement actuel du champ des problémes
nécessitant des recherches (du fait, par
exemple, de I'intéréf croissant pour la ges-
tion des ressources naturelles) : en cette
époque de restrictions financiéres, il en
vient a dépasser les capacités immédiates
de beaucoup de SNRA. La coopération ré-
gionale et sous-régionale et la participa-
tion aux initiatives dites écorégionales du
GCRAI fournissent deux exemples de
partenariat qui peuvent, avec une planifi-
cation conjointe appropriée, alléger la
charge pesant sur les SNRA grace & un
partage des tAches de recherche, des res-
sources et des informations. Sans partage
de ce genre, bon nombre de SNRA seront
incapables d’assurer de maniére durable
P'effort de recherche requis pour répondre
aux besoins variés de leur clientele. Il con-
vient de promouvoir une « culture de la
coopération » — coopération entre les
SNRA, leurs partenaires de recherche et
les investisseurs — afin d’assurer que la

recherche nationale soit performante a
long terme.

Changement dans la structure
de 'ISNAR

Dans le cours de I'année, les perspectives
financiéres étant relativement sombres,
I'ISNAR a remanié sa structure organisa-
tionnelle interne de maniére & mieux inté-
grer ses trois grandes fonctions : service
conseil, recherche (sur les politiques, 'or-
ganisation et la gestion) et formation. Les
activités sont désormais articulées autour
de deux programmes orientés vers les be-
soins de la clientéle : (1) politiques et sys-
temes; et (2) gestion. Le Programme 1 vise
& répondre aux problémes se posant au
niveau des systémes pour les ministres de
I'Agriculture, les ministres des Finances
et du Plan, les organisations régionales et
les bailleurs de fonds. Quant au Pro-
gramme 2, il concerne les problémes quo-
tidiens des responsables de la gestion des
organismes de recherche.

Les activités de ces deux programmes
bénéficient de l'appui de quatre unités
spécialisées : Service de publication, Ser-
vice informatique, Unité de formation,
Service bibliotheque et documentation.
Ces unités remplissent des fonctions inter-
nes et externes. C'est-d-dire que, tout en
assurant les besoins du personnel de
I'ISNAR, elles fournissent également,
dans leurs domaines d’expertise respec-
tifs, un appui himité aux SNRA.

Politiques et systémes

Le programme « Politiques et systémes »
concerne les politiques de recherche, la
structure des systemes et les relations que
tout SNRA doit entretenir avec son envi-
ronnement externe et interne. Ci-aprés
sont briévement décrits les principaux
thémes et activités de ce programme :
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L'ISNAR produit des séries d’indica-
teurs qui constituent une source d'in-
formations de nature comparable sur
le niveau des ressources (humaines et
financiéres) de la recherche agricole
nationale dans le monde. Avec 1’assis-
tance de I'Ttalie, celle du SPAAR et

. moyernnant des fonds de son propre

budget central, 'I[SNAR a poursuivi ce
travail, & présent axé sur les pays de
I’ Afrique subsaharienne, sur lesquels
des données ont ¢té rassemblées jus-
qu'a 'année 1992. Des séries statisti-
ques ont été mises en circulation en
1994 sur neuf pays africains et cing au-
tres sont en cours d’élaboration.

Le projet SARMAC, qui vise a renfor-
cer la recherche agricole dans les pays
arabes, est une initiative conjointe de
I'ISNAR et de )Organisation arabe
pour le développement agricole.
L'ISNAR a organisé un atelier & Bey-
routh afin de faire connaitre l'expé-
rience de ce projet aux responsables de
la recherche de 12 pays arabes. Les le-
cons de U'expérience des SNRA d’Algé-
rie, d'Irak, du Soudan et du Yémen,
telles qu’elles ressortent d’évaluations
antérieures, ont été présentées et dis-
cutées a cette réunion,

Une série de textes théoriques, études
de cas et legons de l'expérience des
SNRA en matiere d’ajustement struc-
turel a été achevée, Les deux derniéres
études de cas examinent les liens entre
la recherche agricole et l'ajustement
structurel au Burkina Faso et en Afri-
que de 1'Ist. Le Gouvernement italien,
I"ACDT et I'Institut de développement
économique de la Bangue mondiale
ont fourni des fonds complémentaires
pour ce projet de 'ISNAR.

La premigre phase d'une recherche sur
la complémentarité des rdles du sec-
teur public et du secteur privé dans la

recherche agricole a été menée a terme
en 1994 avec 'achévement d’études de
cas sur la Colombie, I'Equateur et la
Jamaique. Une autre étude portant sur
le Chili servira a valider l'approche
adoptée, afin que celle-ci puisse étre
intégrée dans la panoplie des outils de
I'ISNAR pour l'évaluation des systé-
mes et pour d’autres activités.

Dans le cours de l'année, 'ISNAR a
terminé la rédaction dun livre attendu
de longue date sur I'évaluation et la
définition des priorités de la recher-
che agricole, qui sera publié au début
de 1995 par Cornell University Press
sous le titre Science under Scarcity. 11
s'agit d'un ouvrage de référence qui
s’adresse aux universitaires et aux con-
seillers des ministéres du Plan et de la
Recherche, et qui suppose de bonnes
notions d’économie, L'ISNAR a égale-
ment organisé une consultation inter-
nationale sur les priorités régionales et
continué de collaborer au travail
d’évaluation de la recherche en Afri-
que de I'Est dans le cadre de trois pro-
jets auxquels participent le KARI,
l'université Humboldt de Berlin et
I'ICRAF.

Le Service de liaison en biotechnolo-
gie (SLB) fournit des informations et
des conseils aux pays en développe-
ment sur les problémes complexes de
politiques et de planification liés 2
I'application des biotechnologies a
I'agriculture. LISNAR a publié et dif-
fusé un rapport du SLB proposant un
processus en quatre étapes et un cadre
de décision pour l'utilisation des bio-
technologies dans la recherche agri-
cole. 11 a épgalement organisé &
Singapour un important séminaire ré-
gional qui a réuni des décideurs et res-
ponsables de recherche du secteur
public et du secteur privé de six pays
asiatiques.
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m LISNAR a engagé deux consultants
qui ont été chargés d'évaluer les étu-
des et les missions de service conseil
quil a effectuées a ce jour en matiere
de modeéles organisationnels pour la
recherche agricole. Une note informa-
tive a été publiée sur ce sujet.

m  Un projet d'étude sur plusieurs années
concernant les priorités de recherche et
les stratégies organisationnelles de
50 petits pays a atteint sa phase finale
en 1994. Une synthése des legons et ex-
périences se dégageant d’études ap-
profondies sur plusieurs de ces pays
sera publi¢e en 1995.

m LISNAR a entrepris un projet conjoint
de recherche avec 1'Overseas Deve-
lopment Institute (Royaume-Uni) sur
le développement durable du réle des
organisations de producteurs dans la
définition des programmes et priorités
de recherche. Des études de cas sont
en cours au Zimbabwe, au Mali et en
Bolivie. Avec l'assistance du Gouver-
nement néerlandais, 'ISNAR a élargi
son projet relatif aux liaisons entre re-
cherche et transfert de technologie.
Des études de cas sur les relations de
la recherche avec les organisations de
producteurs ont été achevées au Bur-
kina Faso, au Ghana et au Kenya. Les
‘bases sont ainsi jetées pour une recher-
che-action devant permettre aux res-
ponsables de la recherche et aux
dirigeants d’organisations de produc-
teurs de renforcer leurs relations. Il est
prévu que d’autres études de cas
solent effectuées par des équipes loca-
les au Mali, au Zimbabwe, au Sénégal
et en Tanzanie.

® Un projet de deux ans visant & renfor-
cer le role des universités au sein des
SNRA en Afrique subsaharienne a été
poursuivi en 1994. Des chercheurs na-
tionaux ont entrepris des études de cas

au Bénin et au Nigeria. Ce projet est
exécuté en collaboration avec I'univer-
sité allemande de Hohenheim.

(Gestion

Le programme « Gestion » a pour but
d’améliorer de manieére durable la perfor-
mance des organismes nationaux de re-
cherche agricole, en particulier dans le
secteur public. Les activités sont articulées
autour de trois thémes : gestion des pro-
grammes de recherche, gestion des res-
sources destinées a4 la recherche,
changement organisationnel.

Les deux premiers thémes ont trait a la
performance des organismes de recherche
agricole — & savoir leur efficacité (qualité,
adéquation des programmes) et leur effi-
cience (utilisation économique des res-
sources). Quant au troisiéme theéme, il
concerne le transfert de technologie et de
connaissances en direction de ces organis-
mes — évaluation de l'impact des actions
de I'ISNAR et identification de nouveaux
moyens pour diffuser les connaissances et
institutionnaliser des innovations en ma-
tiere de gestion. Voici les grandes lignes
du travail accompli par ce programme en
1994 :

m Un projet régional visant & améliorer
la planification, le suivi et 1’évalua-
tion de la recherche en Amérique la-
tine et dans les Caraibes est parvenu a
son terme. Il était financé par les orga-
nismes nationaux, régionaux et inter-
nationaux qui y .participaient, et au
premier chef par la Banque interaméri-
caine de développement. Du matériel
de formation reposant sur I'expérience
latino-américaine a été traduit en an-
glais et fait actuellement 1"objet d'une
adaptation au contexte africain.

m LISNAR a poursuivi la mise en place
de son systéme d’information de ges-
tion, INFORM. Congu par I'ISNAR
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dans le contexte de 1"Asie comme un
outil de planification des programmes
et de budgétisation, le systeme
INFORM a été étendu durant I'année a
plusieurs pays africains Ghana,
Kenya, Sénégal et Ouganda. Du maté-
riel de formation a été traduit en fran-
cais et en espagnol. Des consultants
extérieurs ont évalué le systéme et re-
commandé des remaniements visant &
en faire un outil plus convivial de sui-
viet d'évaluation.

m Les activités relatives a la gestion fi-
nanciére ont été intensifiées en 1994.
Les procédures en place chez le SNRA
du Bénin ont été évaluées, les procé-
dures de budgétisation ont fait I’objet
d’une étude au Maroc, et une premiére
réunion rassemblant les responsables
financiers de plusieurs organismes na-
tionaux de recherche agricole a été or-
ganisée au siege de I'ISNAR. Une
évaluation des modalités de gestion
des stations du Bénin a abouti & des re-
commandations destinées & améliorer
le contréle des stocks et 'entretien des
installations et équipements.

® Un afelier sur la planification stratégi-
que du développement des ressour-
ces humaines a été organisé au
Swaziland pour des responsables du
Botswana, du Lesotho et du Swazi-
land, et le travail d’évaluation de la
performance des chercheurs a été
poursuivi au Maroc. Le programme a
également entrepris d’étudier les liens
entre la gestion des ressources humai-
nes chez les organismes nationaux de
recherche agricole et 'expansion de la
recherche sur la gestion des ressources
naturelles.

B Un texte théorique a été élaboré au su-
jet d'une méthode d’évaluation de la
performance organisationnelle repo-
sant principalement sur la notation

des résultats de la recherche. Lors d’un
atelier tenu au siége de 'ISNAR en dé-
cembre, les responsables des organis-
mes nationaux de recherche agricole
de neuf pays ont examiné ce modéle et
décidé de le mettre a 1'essai chez eux.

® La premiére étude de pratiques de
gestion exemplaires, consistant en un
examen des méthodes utilisées par
I'INTA en Argentine pour sélectionner
les responsables de la recherche, a été
préparée en vue d'une publication.
L'ISNAR espére que ce répertoire de
pratiques de gestion fournira aux diri-
geants des organismes nationaux de
recherche agricole des modeéles crédi-
bles d'innovation mis au point dans
des environnements similaires au leur.

Gestion des ressources naturelles :
une iitiative conjointe

L'ISNAR a continué de s’intéresser aux
implications, sur le plan de I'organisation
et de la gestion, de la place croissante de
la recherche sur la gestion des ressources
naturelles (GRN) dans les préoccupations
des pays en développement et des
bailleurs de fonds. Il s'agit 1a d'un sujet
qui s’insére dans ses deux programmes.
En décembre, 'ISNAR a accueilli un sémi-
naire international sur les politiques et
méthodes de gestion de la recherche sus-
ceptibles de favoriser la croissance agri-
cole et J'utilisation durable des ressources
naturelles. Cette réunion, a laquelle ont
participé des responsables de la recherche
nationale, décideurs, donateurs et repré-
sentants d’organismes de recherche régio-
naux et internationaux, était organisée
conjointement par I'ISNAR et 'agence al-
lemande DSE. Par ailleurs, 'ISNAR a con-
tinué d’apporter une assistance au
Bhoutan en vue de l'organisation et de la
gestion de la recherche sur la GRN, dans

22




Résumé analytique

le cadre du suivi d'un exercice de planifi-
cation antérieur.

Points saillants des activités
dans cing pays

m Au Bénin, I'ISNAR a travaillé avec
une équipe locale a 'élaboration d'une
nouvelle politique nationale de recher-
che agricole. Le document, qui a regu
I'approbation du cabinet en décembre,
constitue la premiére étape de la pré-
paration d'un plan directeur pour la
recherche.

m Le programme de développement ins-
titutionnel global (DIG) a été poursui-
vi en Ouganda auprés de la NARO,
avec l'appui de deux experts détachés
par I'ISNAR. Ce travail a porté sur
plusieurs domaines : structure sala-
riale, composition du persormel, be-
soins de formation et recrutements ;
structure organisationnelle et gestion ;
priorités et programmes de recherche ;
information scientifique et information
de gestion, y compris la mise en place
du systéme INFORM et la formation ;
relations avec les services de vulgari-
sation, les autres ministéres et I'univer-
sité de Makerere.

m En Inde, 'ISNAR a joué un rdle de
premier plan dans l'élaboration d'une
stratégie en vue de la mise en place
d’un systéme d’information pour la re-
cherche agricole au niveau national
Ce systéme, qui reliera quelque 240 si-
tes, permettra des échanges d’informa-
tion scientifique et d'information de
gestion. La stratégie a été acceptée par
I'ICAR, principal organisme de coordi-
nation de la recherche agricole dans ce

pays.
m LISNAR a signé avec I'INIAL, princi-

pal institut de recherche agricole de
I'Equateur, un protocole d’accord con-

cernant un programme DIG d’une du-
rée de trois ans. LISNAR et 'INIAP
ont formulé conjointement un pro-
gramme intégré d‘activités de renfor-
cement de la recherche agricole.

m LISNAR a poursuivi sa collaboration
avec I'Egypte dans le cadre d'un pro-
gramme financé par le CEMARF. Une
siratégie de recherche nationale a été
élaborée, ainsi que des plans annuel et
quinquennal pour la recherche sur les
oasis. L'ISNAR a également assuré
une formation a la mise en place des
bases de données au personnel du
Centre de recherche agronomique et
des facultés d’agriculture. Les bases de
données contiennent des informations
sur les chercheurs, les universitaires,
les étudiants diplomés et leurs activi-
tés de recherche.

Collaboration régionale

Pendant l'année 1994, I'ISNAR a mené
des activités au niveau régional, notam-
ment en Afrique subsaharienne. Il a aidé
au lancement d'une nouvelle association
régionale, 'ASARECA, en Afrique de
I’Est et centrale en contribuant a la rédac-
tion de son acte constitutif et & la défini-
tion de sa structure de direction. Par
ailleurs, 'ISNAR a signé en décembre un
protocole d’accord avec la CORAE, asso-
ciation régionale des responsables de la
recherche agronomique. Cet accord vise &
promouvoir la coopération entre les
SNRA de la région, ainsi qu'entre les
SNRA et les organismes régionaux et in-
ternationaux, En  Amérique latine,
I'ISNAR a renforcé ses liens avec I'TICA,
organisme régional de coopération pour
I'agriculture. Les deux institutions ont
identifié, dans 12 domaines ayant trait
aux politiques et & la gestion, des activités
de prestation de conseils, recherche et for-
mation qui feront 'objet d’une collabora-
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tion au profit des SNRA de la région. Ce
sont la quelques-unes des nombreuses ac-
tivités régionales que I'TSNAR a accom-
plies en 1994 pour développer les
relations entre les SNRA ou tenter de mul-
tiplier son propre impact par le dialogue
et la formation.

Collaboration avec d’autres centres
du GCRAI

Au cours de 'année, I'ISNAR a collaboré
a six activités avec d’autres centres du
GCRAIL Au premier chef, il a contribué a
une stratégie d'information intercentres
qui a été formulée lors d'une réunion te-
nue a son siége, a laquelle participaient
des représentants de 15 centres. Entre au-
tres éléments, cette réunion a décidé de
doter le systéme du GCRAIL d'un réseau
intégré de communication vocale et de
transfert de données a grande vitesse.

En outre, I'ISNAR a participé, de
méme que le CIE, 'TCARDA et I'IPGRI, a
une mission exploratoire de la Banque
mondiale auprés de la Fédération de Rus-
sie. Cette mission avait pour but de pré-
parer un important projet de la Banque
mondiale visant & renforcer la recherche
agricole et la formation dans ce pays.

Information et formation

Le Service de publication a preduit du-
rant 'année 25 publications officielles et
neuf communiqués de I'ISNAR, tout en
aidant & la préparation ou a la reproduc-
tion de 11 autres documents importants.
Il a mené une enquéte sur les profils des
usagers et procédé a la mise & jour de la
liste de diffusion, qui comptait environ
2 600 noms (individus et organisations) a
la fin de 1994.

Le Service informatique a entrepris des
préparatifs pour les profonds change-
ments devant intervenir & parkir de 1995
dans la technologie de l'information au

sein du systeme du GCRAIL En ao(t, il a
commencé a remplacer les micro-ordina-
teurs de type 386 de 'ISNAR par des 486
ayant un disque dur de plus grande capa-
cité, davantage de mémoire et des écrans
plus perfectionnés. Les nouveaux ordina-
teurs sont d'un cofit nettement inférieur
celui de leurs prédécesseurs. Le processus
de remplacement s’étendra sur une pé-
riode d’environ un arn.

Par ailleurs, le Service informatique a
assuré des conseils techniques et une as-
sistance aux SNRA d’Egypte et d"Ougan-
da concernant les services informatiques
destinés aux chercheurs.

Le Service bibliotheque et documenta-
tion a enrichi sa collection par l'acquisi-
tion de nouveaux ouvrages et posséde
désormais un fonds de 18 000 Livres et do-
cuments non publiés. La bibliothéque a
été dotée d'un accés au réseau Internet
par le systéme de télécommunications pu-
blic. Elle dispose ainsi de la possibilité de
consulter directement de vastes bases de
données, et notamment les catalogues des
grandes universités et bibliothéques
d'Burope et d’Amérique du Nord.

Des actions de formation des SNRA
sont intégrées dans le service conseil et le
travail de recherche des deux program-
mes de I'ISNAR. L'Unité de formation
aide les experts de ces programmes & pré-
parer du matériel pédagogique sur une
diversité de thémes ayant trait a la ges-
tion. Elle conseille également les SNRA et
les aide a élaborer leurs propres program-
mes de formation & la gestion.

En 1994, le travail de I’'Unité de forma-
tion a été axé sur I"Afrique, on des parte-
nariats ont été établis avec le KARI au
Kenya, la NARO en Ouganda, et I'Eastern
and Southern African Management Insti-
tute (ESAMI) pour les pays de la SADC.

Des modules de formation ont été pré-
parés & des fins d’expérimentation au
cours de plusieurs des ateliers organisés
dans le cadre du projet KARI-ISNAR de
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parte de un programa de colaboracién a
largo plazo sobre “desarrollo institucional
global” en NARO. La Unidad de Capaci-
tacién también brindé apoyo al personal
de ISNAR que participd en varios de los
eventos de capacitacién realizados por el
proyecto SADC-ISNAR-ESAMI, auspicia-
do por USAID.

Personal

A fines de 1994 el personal de ISNAR fue
de 82 empleados; esto significa una ligera
reduccién de los 85 empleados del afio
anterior. De este {otal, trentiseis son profe-
sionales internacionales, 15 son profesio-
nales locales (asistentes de investigacién y
especialistas) y 31 son personal de apoyo
reclutados localmente en el drea de
servicios generales, brindando apoyo
secretarial y otros servicios de oficina.
Trentisiete de estos empleados son muje-
res, entre las que hay nueve profesionales.

Consultores

Durante el afio ISNAR contraté los servi-
cios de 70 consultores externos o equipos
de consultoria.

Situacion financiera

En 1994, el total de gastos de operaciones
del ISNAR fue de US$ 10.121 millones, de
los cuales US$ 6,293 millones provinieron
de donaciones irrestrictas y el resto provi-
no de donaciones restringidas al presu-
puesto central, proyectos especiales,
reembolsos por servicios prestados y
otros. Esto representa una disminucién en
los gastos totales de ISNAR comparado
con 1993. Mientras que los fondos del pre-
supueste central-irrestricio  aumentaron
un poco més del 5%, la combinacién de
los fondos del presupuesto central restrin-
gido y otros recursos financieros disminu-
yeron cerca de 2.3%.
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palmente desde la perspectiva del desem-
pefio, es deciy, la habilidad de una organi-
zacién para producir un flujo constante de
resultados pertinentes para el beneficio de
los clientes. En el caso de organizaciones
de investigacién agricola, estos resultados
son técnicos, tales como vartedades nue-
vas y mejoradas, practicas culturales, in-
formacién y conocimientos.

Después de destacar los factores inter-
nos vy externos que dificultan la sostenibi-
lidad institucional, €l ensayo enfoca dos
funciones claves en la gestion y el manejo,
esenciales para un desempefio sostenible.
La primera funcién es la planificacién y el
manejo de los recursos de investigacion.
La segunda son las interacciones de la in-
vestigacién con los socios, especialmente
las fuentes financieras y otras organizacio-
nes involucradas con la agricultura.

El nivel global de las inversiones en la
investigacién auspiciado por los gobier-
nos nacionales y las agencias financieras
es un factor sobre el cual los administra-
dores de la investigacién tienen poco con-
trol. Es mds, el desbalance entre los
fondos operativos y los sueldos del perso-
nal que caracteriza a muchos sistemas de
investigacién, también estd fuera de su
control. Lo que ellos pueden hacer en estas
situaciones es manejar cuidadosamente
los fondos que se les proporciona, asi
como los recursos humanos vy fisicos qiie
se obtienen con esos fondos— cientificos
capacitados, edificios, tierras y equipo.

Un buen manejo de recurses, combina-
do con métodos adecuados para asegurar
la calidad cientifica y la pertinencia de los
proyectos y programas de investigacién,
pueden ayudar a mejorar su desemperio
— eficiencia y efectividad. Este manejo de
programa y de recursos requiere un ciclo
institucional de planificacién, seguimien-
to y evaluacién basado en un buen siste-
ma de informacién asi como en
retroalimentacién de los usuarios, espe-
clalmente de los agricultores y extensio-

nistas. Estos son algunos de los aspectos,
en los cuales ISNAR brinda asistencia a
los SNIA, a través de asesoramiento, nue-
vas herramientas para la gestion y el ma-
nejo, y capacitacion.

La segunda funcién clave es el manejo
de las interacciones y el mantenimiento
de los vinculos con socios y los interesa-
dos. Las relaciones con las agencias finan-
cieras son particularmente importantes
para la sostenibilidad institucional. Du-
rante las dltimas tres décadas, los inver-
sionistas (gobiernos nacionales, agencias
financieras, donantes} han hecho impor-
tantes contribuciones para la creacién de
una infraestructura de investigacion agri-
cola en los paises en desarrollo. Estos in-
cluyen la construccién de instalaciones de
investigacién, la provision de asistencia
técnica, v la capacitacidén de miles de cien-
tificos y técnicos.

A pesar de esto, los donantes y las
agencias financieras han sido a menudo
insensibles a las necesidades de las insti-
tuciones del pais beneficiario. Con mucha
frecuencia, consultores externos han sido
utilizados para disefiar los programas y
proyectos de investigacién, y a veces ellos
no toman en cuenta las prioridades nacio-
nales ¥ su capacidad de absorcién. En re-
sumen, la agenda de las agencias
financieras y sus propios intereses pueden
dominar el modelo institucional y las acti-
vidades de investigacion. Las agencias fi-
nancieras pueden también imponer
condiciones para el uso de los fondos, y la
investigacién es a menudo liderada por
cientificos extranjeros, quienes tienen un
compromiso solo a corto plazo con las
instituciones. Esto sucede especialmente
en Africa.

Las instituciones nacionales de investi-
gacién designadas para ejecutar los pro-
gramas de inversién no necesariamente
tienen el personal capacitado para conti-
nuar el trabajo ni cuentan con los fondos
locales para continuar con las actividades,
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una vez que las agencias financieras se re-
tiran. La planificacién “desde arriba” de
los proyectos externos puede limitar el
desarrollo institucional local y comprome-
ter el desempefio a largo plazo de las or-
ganizaciones de investigacion.

El desempefio sostenible requiere de
una identificacién nacional con los pro-
gramas de investigacién y con sus metas.
Esto significa que los cientificos locales y
los directores de la investigacion deben
ser los protagonistas principales cuando
se realize la planificacién de la investiga-
cién y su implementacién. Las agencias fi-
nancieras solo deben jugar un rol de
apoyo.

Los SNIA tienen ofros socios en la in-
vestigacién nacional, entre ellos los mds
destacados son las universidades, las em-
presas privadas, las organizaciones no gu-
bernamentales, y las entidades regionales
e internacionales. Los vinculos con estos
socios son cada vez mds importantes para
la sostenibilidad de los sistemas naciona-
les. La principal razén es que la agenda de
los problemas para la investigacién estd
creciendo (debido por ejemplo, al mayor
énfasis en el manejo de los recursos natu-
rales) fuera de la capacidad de respuesta
de muchos SNIA, en una época en que los
fondos son cada vez mds escasos. La coo-
peracién regional y subregional y la parti-
cipacion  en la llamada iniciativa
ecoregional del GCIAI son dos ejemplos
de cooperacién que pueden, con una pla-
nificacién adecuada, aliviar la carga de
trabajo a los SNIA, compartiendo las ta-
reas de investigacion, los recursos y la in-
formacién. De lo contrario, muchos SNIA
serdn incapaces de mantener el trabajo de
investigacién que servira a las diversas
necesidades de sus clientes. Es necesario
promover una “cultura de cooperacion”
entre los SNIA, sus socios en la investiga-
cién y las agencias financieras con la fina-
lidad de asegurar un desempefio

adecuado a largo plazo del sistema nacio-
nal de investigacion.

Un cambio en la estructura del ISNAR

Durante este afio, en el que el panorama
financiero ha sido relativamente dificil, se
modificé la estructura del ISNAR para
mejorar la integracidn de sus tres servicios
— investigacién (sobre politicas, organi-
zacién y manejo), capacitacién y asesora-
miento. Las actividades del ISNAR se
dividen ahora en dos programas: (1) De-
sarrollo de Politicas v Sistemas de Investi-
gacion y (2) Manejo de la Investigacidn.
El primer programa ayuda a resolver los
problemas a nivel de los sistemas de in-
vestigacion que enfrentan los ministerios
de agricultura, ministerios de finanzas y
planificacién, organizaciones regionales y
donantes. El segundo programa ayuda a
resolver los problemas diarios de los di-
rectores de las organizaciones de investi-
gacion.

Las actividades de estos dos progra-
mas estdn apoyados por cuatro unidades
especializadas: Unidad de Publicacién,
Unidad de Servicios de Computacion,
Unidad de Capacitacion, y la Biblioteca y
el Centro de Documentacién. Estas unida-
des tienen funciones tanto internas como
externas. Es decir, no sélo sirven las nece-
sidades internas del perscnal de ISNAR
sino también brindan apoyo a los SNIA en
sus respectivas dreas de especializacion.

Desarrollo de Politicas y Sistemas de In-
vestigacion

El programa Desarrollo de Politicas y Sis-
temas de Investigacién trata sobre las po-
liticas de investigacidn, la estructura de
sistemas, y los vinculos que los SNIA de-
ben mantener con los ambientes internos
y externos. A continuacién damos una
breve descripcidn de los principales temas
y actividades.
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A través de su Serie de Indicadores,
ISNAR es una fuente de informacién
comparativa sobre los niveles de re-
cursos (investigadores y fondos) para
la investigacion agricola mundial.
Con el apoyo de SPAAR, de Italia, y de
su presupuesto central, ISNAR ha rea-
lizado un proyecto en los paises de la
region de Africa sub-Sahariana, que
incluye datos acumulados hasta 1992.
Los resumenes estadisticos de nueve
paises del Africa fueron publicados en
1994, y también se prepararon docu-
mentos sobre otros cinco paises.

El proyecto SARMAC que fortalece la
investigacién agricola en los paises
drabes ha sido un esfuerzo conjunto
de ISNAR y la Organizacién Arabe
para el Desarrollo Agricola. ISNAR or-
ganizé un taller en Beirut para com-
partir experiencias de este proyecto
con los lideres de investigacion de 12
paises arabes. Se presentaron y discu-
tieron lecciones y experiencias de revi-
siones anteriores de los SNIA de
Algeria, Iraq, Sudan y Yemen.

Se completé una coleccién de docu-
mentos conceptuales, estudios de caso,
¥ lecciones de las experiencias de los
SNIA con los procesos de ajuste es-
tructural. Los dltimos dos estudios de
caso revisaron las relaciones entre la
investigacion agricola y el ajuste es-
tructural en Burkina Faso y Africa del
Este. El Gobierno Italiano, CIDA y el
Instituto de Pesarrollo Econémico del
Banco Mundial (EDI) suministraron
fondos adicionales para este proyecto.

En 1994 se completd la primera fase de
investigacién sobre los roles comple-
mentarios entre los sectores pablico y
privado en la investigaciéon agricola,
con la finalizacton de los estudios de
caso de Colombia, Ecuador, y Jamaica.
Un estudio adicional, a realizarse en

Chile, servird para validar el enfoque
de manera que pueda formar parte del
conjunto de herramientas que utilizard
ISNAR para la revisién de sistemas,
asi como otros trabajos.

Durante el afio ISNAR finalizé un li-
bro sobre la evaluacién de investiga-
cibn y el establecimiento de
prioridades. Este libro sera publicado
por Cornell University Press, a co-
mienzos de 1995, bajo el titulo Las
Ciencias bajo Condiciones de Escasez.
Este libro serd una referencia estandar
para los académicos y asesores de los
ministerios de planificacién que ten-
gan un buen conocimiento de econo-
mia. ISNAR también llevé a cabo un
taller internacional sobre el estableci-
miento de prioridades regionales, y
continué el trabajo colaborativo sobre
la evaluacién de la investigacién del
Africa del Este en tres proyectos que
involucran a KARI, la Universidad
Humboldt de Berlin y el ICRAFE

El Servicio Intermediario de Biotec-
nologia (IBS) proporciona a los paises
en desarrollo informacién y asesora-
miento sobre politicas y temas de pla-
nificacién  relacionadas con la
biotecnologia agricola. ISNAR publico
y difundié un informe de este proyec-
to que describe un proceso de cuatro
etapas y un marco para la toma de de-
cisiones sobre la investigacién agricola
basada en la biotecnologia. Asimismo,
organizd en Singapur un taller regio-
nal para los formuladores de politicas
¥ los directores de investigacién de los
sectores ptiblico y privado en seis pai-
ses del Asia.

ISNAR contratd a dos consultores ex-
ternos para revisar sus estudios ante-
riores y su trabajo de asesoria sobre los
modelos institucionales para la inves-

30




Resumen Ejecutivo

tigacién agricola. Se publicd un Docu-
mento Informativo sobre este tema.

Durante 1994 un estudio sobre las
prioridades de investigacién y las es-
trategias institucionales en 50 paises
pequeiios estuvo a punto de finalizar-
se. Una sintesis de las experiencias y
lecciones que se derivan de varios es-
tudios a nivel de pafses sera publicado
en 1995,

[SNAR inicié6 un proyecto de investi-
gacién conjunta con el Instituto de De-
sarrollo de Ultramar (ODI: Reino
Unido) sobre el rol de las organizacio-
nes de agricultores en el estableci-
mientos de prioridades para los
programas de investigacién. Se estan
realizando estudios de caso en
Zimbabwe, Mali y Bolivia. ISNAR, con
el apoyo del gobierno holandés, am-
plié este proyecto involucrando tam-
bién los  vinculos entre la
investigacién y la transferencia de
tecnologia. Se completaron estudios
de caso sobre los vinculos de investi-
gacién con las organizaciones de agri-
cultores de Burkina Faso, Ghana y
Kenia. Esto creé una base para una in-
vestigacién de accién con €l fin de me-
jorar la capacidad de los gerentes de la
investigacion y los lideres de las orga-
nizaciones de agricultores para fortale-
cer los vinculos entre ellos. Se
planificaron més estudios de caso a
realizarse por equipos locales en Mali,
Zimbabwe, Senegal y Tanzania.

Durante 1994 se continué un proyecto
de dos afios para reforzar el rol de las
universidades en los SNIA de la re-
gién del Africa sub-Sahariana. Los in-
vestigadores nacionales realizaron
estudios de caso en Benin y Nigeria.
Este proyecto se lleva a cabo conjunta-
mente con la Universidad de
Hohenheim en Alemania.

Manejo de la Investigacion

El programa Manejo de la Investigacién
tiene como meta el mejoramiento sosteni-
do del desempefio de las organizaciones
de investigacién agricola, principalmente
aquellas del sector publico. Tres temas
dieron lugar al trabajo de este programa:
la gestién y el manejo de programas de in-
vestigacion, manejo de los recursos para
Ia investigacion, y cambio institucional.

Los primeros dos temas se refieren al-
desempeno de organizaciones agricolas
de investigacién — principalmente la
efectividad (pertinencia y calidad) y la efi-
ciencia (uso econémico de los recursos). El
tercer tema trata sobre la transferencia de
tecnologia y conocimientos a los SNIA —
evaluando el impacto de los servicios del
ISNAR, identificando nuevos métodos
para difundir los conocimientos y como
institucionalizar las nuevas practicas de
gestidn y manejo. Los siguientes son los
logros mas destacados del programa en
1994:

®m  Se finalizé un proyecto regional para
mejorar la planificacién, el segui-
miento y la evaluacién (PS&E) de la
investigacidon en Latinoamérica y el
Caribe. Este proyecto fue financiado
por agencias nacionales, regionales e
internacionales, siendo la contribucion
mads grande la del BID. Sus productos
principales incluyen un grupo de ca-
pacitadores en la regidn, una serie de
materiales de capacitacién y publica-
ciones sobre PS&E. Los materiales.de
capacitacién han sido traducidos al in-
glés y estan siendo adaptados para po-
der ser utilizados en otras regiones.

= [SNAR continué con la implementa-
cién de un sistema de informacién ge-
rencial, INFORM. Este es un sistema
disefiado en Asia por ISNAR como
una herramienta para la planificacion
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y manejo de programas y presupues-
tos. Durante este afio INFORM fue ex-
tendido a varios paises del Africa:
Ghana, Kenia, Senegal v Uganda. Los
materiales de  capacitacién  de
INFORM han sido traducidos al fran-
cés y al espafiol. Una evaluacién del
INFORM, realizada por consultores
externos, recomienda un mayor desa-
rrollo del sistema para que pueda ser
utilizado de una manera mas practica
y sencilla en el seguimiento y la eva-
luacién.

m las actividades en el drea de la ges-
tibn financiera aumentaron durante
1994. Se evaluaron los métodos utiliza-
dos en el SNIA de Benin, se revisaron
los sistemas presupuestales en
Marruecos, y se llevé a cabo en ISNAR
la primera reunién de los gerentes fi-
nancieros de los SNIA. Una evaluacién
de las condiciones de la gestion y el
manejo de las estaciones experimenta-
les en Benin incluyd recomendaciones
sobre el control de inventarios y el
mantenimiento del equipo e instalacio-
nes.

m  En Swarzilandia se realizo un taller so-
bre planificacién estratégica en el de-
sarrollo de los recursos humanos,
dirigida a gerentes de Botswana, Leso-
tho vy Swazilandia. En Marruecos, se
comenzd de nuevo el trabajo sobre la
evaluacion del desempefio del investi-
gador. El programa también inicié in-
vestigaciones sobre vinculos entre el
manejo de los recursos humanos en los
SNIA y la ampliacién de la investiga-
cidon sobre el manejo de recursos natu-
rales.

m  Se finalizé6 un documento conceptual
que describe un método para la eva-
luacién del desempefio institucional,
basado principalmente en una serie de
indicadores de logros en la investiga-

cién. Durante un taller realizado en di-
ciembre, en la sede del ISNAR, los li-
deres de nueve SNIA revisaron el
modelo y acordaron probarlo en algu-
nas instituciones.

m Se publicard el primer estudio de caso
gerencial exitoso, sobre los métodos
utilizados por el INTA, en Argentina,
para seleccionar a los gerentes de la in-
vestigaciéon. ISNAR espera que estos
estudios de casos exitosos proporcio-
nardn a los directores de los SNIA es-
quemas y opciones confiables que
puedan ser adaptados a situaciones si-
milares.

Iniciativa sobre el manejo
de recursos naturales

ISNAR continud su revisién de las impli-
caciones institucionales y administrativas
del creciente énfasis que los paises en de-
sarrollo y los donantes ponen en la inves-
tigacidon del manejo de los recursos
naturales (MRN). Este tema es adecuado
para los dos programas de ISNAR. En
diciembre, ISNAR organizé un taller in-
ternacional sobre politicas de investiga-
cién y manejo del crecimiento agricola, y
el uso sostenible de los recursos naturales.
Los participantes fueron lideres naciona-
les de investigacion, formuladores de po-
liticas, donantes y representantes de
organizaciones de investigacién regiona-
les e internacionales. Este evento repre-
sentd un esfuerzo conjunto de ISNAR vy la
DSE en Alemania. ISNAR continué con su
ayuda a Butdn en la organizacién y el ma-
nejo de la investigacién del MNR, que es
el seguimiento de un ejercicio anterior de
planificacion.

Actividades resaltantes en cinco paises

m  En Benin, ISNAR trabajé con un equi-
po nacional en la preparacién de un
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nuevo documento sobre las politicas
de investigacidn agricola. El documen-
to fue aprobado en diciembre por el
Parlamento. Este es s6lo el primer
paso en el desarrollo de un gjercicio pi-
loto de planificacién para la investiga-
cion.

El programa sobre “desarrollo institu-
cional global” continué con NARO en
Uganda, apoyado principalmente por
dos miembros del personal de [SNAR
con sede en el pais. El trabajo cubri6
varias 4reas: estructura de sueldos,
tendencias en el reclutamiento de per-
sonal, necesidades de capacitaciéon y
reclutamiento; estructura institucional
y gerencial; prioridades y programas
de investigacién; informacion cientifi-
ca y gerencial, incluyendo el desarrollo
y la capacitacién en INFORM; y los
vinculos con la extensién, otros minis-
terios y la Universidad de Makerere.

En India, ISNAR tomé el liderazgo en
la formulacion de una estrategia para
establecer un sistema de informacién
para la investigacién agricola a nivel
nacional. El sistema permite el inter-
cambio de informacién cientifica y ad-
ministrativa entre 240 localidados. La
estrategia ha sido aceptada por ICAR,
la agencia coordinadora mas impor-
tante de la investigacién agricola de
este pais.

ISNAR firmé un Acta de Entendimien-
to con INIAPF, la institucion lider en
Ecuador para la investigacién agricola,
estableciendo un programa de tres
afios de desarrolle institucional global,
ISNAR e INIAP formularin un pro-
grama integrado de actividades para
fortalecer la investigacién agricola.

ISNAR continué su colaboracién con
Egipto a fravés de un programa apo-
vado por CEMARP Se prepard el
borrador de una estrategia de investi-

gacién nacional conjuntamente con los
planes para el desarrollo de un progra-
ma de investigacién anual y quingue-
nal. ISNAR también proporciona
capacitacién en el desarrollo de una
base de datos para el personal del
Centro de Investigacién Agricola vy las
facultades de agricultura de la univer-
sidad. Esta base de datos contiene in-
formacién  sobre  investigadores,
personal académico, estudiantes gra-
duados y actividades de investigacidn.

Colaboracion regional

Durante el presente afio, ISNAR fue bas-
tante active a nivel regional, particular-
mente en la  region del Africa
sub-Sahariana. Contribuyé al estableci-
miento de una nueva asociacién regional
en Africa Oriental y Central llamada
ASARECA. El trabajo se centralizé en la
formulacién de su constitucion y estructu-
ra gubernamental. En diciembre, ISNAR
firmé un Acta de Entendimijento con
CORALF, una asociacién regional constitui-
da por directores de investigacién agrico-
la. Este acuerdo tiene como objetivo
promecionar la cooperacién entre los
SNIA de la regidn, asi como la colabora-
cién entre los SNIA y las organizaciones
internacionales y regionales. En Latino-
américa, ISNAR fortalecid sus vinculos
con la organizacién regional agricola,
IICA. Se identificaron actividades de in-
vestigacion, capacitacién y asesoria en 12
areas relacionadas con las peliticas y la
gestion v el manejo. Estas son solo algu-
nas de las actividades regionales a través
de las cuales ISNAR trata de promecionar
vinculos entre los SNIA o de tener un ma-
yor impacto a través del didlogo y la ca-
pacitacion.
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Colaboracion con otros centros del GCIAI

ISNAR colaboré con otros centros del
GCIAI en seis actividades diferentes. La
actividad mds resaltante fue la contribu-
cién del ISNAR a una estrategia de infor-
macién que se formuld en una reunién
realizada en la sede del ISNAR, con la
participacion de representantes de 15 cen-
tros. Entre otros aspectos, los participan-
tes en la reunién apoyaron la creacién
para el GCIAI de una red integrada de
transmision de datos y voz de alta veloci-
dad.

Otra actividad destacada de coopera-
cién entre los centros fue la participacion
de ISNAR en una misién del Banco Mun-
dial a la Federacién Rusa, con contribu-
ciones también del CIP, ICARDA e IPGRI.
Fue una misién preparatoria de un pro-
yecto del Banco Mundial para fortalecer la
mvestigacién y capacitacion agricola.

Informacion y capacitacion

La Unidad de Publicacién produjo 25 pu-
blicaciones oficiales durante el afic y nue-
ve comunicados de prensa. También
colaboré con la preparacién y reproduic-
cién de otros 11 documentos oficiales. A
fines de afio, la Unidad organizd una en-
cuesta entre sus lectores sobre materias de
interés y actualizé la lista de direcciones
que comprende cerca de 2,600 registros
(de individuos y de instituciones).

La Unidad de Servicios de Computa-
cién comenzd a prepararse para los cam-
bios profundos en la tecnologia
informadtica que tendrdn lugar en 1995 en
el sistema del GCIAL En agosto, esta Uni-
dad comenzd a reemplazar los computa-
dores modelo-386 por los computadores
modelo-486, que cuentan con mayor capa-
cidad, mas memoria y mejores monitores.
Los precios de los nuevos computadores
son menores que los antiguos. Tomara

cerca de un afio el proceso de reemplazo
de estos computadores.

La Unidad de Servicios de Computa-
cién brindé asesoramiento técnico y ayu-
da a los SNIA de Egipto v Uganda, con
respecto a los servicios de computacion
para los investigadores.

Durante el afio la Biblioteca y el Centro
de Documentacidn aumentd nuevos voli-
menes a su coleccidn, ahora con un total
de 18,000 libros y documentos no publica-
dos. A esta Unidad se le conectd el siste-
ma Internet, que permite acceso directo a
vastas cantidades de informacién, inclu-
yendo catalégos bibliograficos de las prin-
cipales universidades y bibliotecas de
Europa y Norteamérica.

La capacitacién se integra con el traba-
jo de asesoramientc y de investigacitén
realizado por el personal de los dos pro-
gramas de ISNAR. La Unidad de Capaci-
tacién ayuda a que estos profesionales
preparen material diddctico en una varie-
dad de temas relacionados con la gestidon
v el manejo de la investigaciéon. Al mismo
tiempo asesora y apoya a los SNIA en el
desarrollo de sus propios programas de
capacitacion.

En 1994 el trabajo de la Unidad de Ca-
pacitacién de ISNAR se enfoca en la re-
gion del Africa — en Kenia con KARI; en
Uganda con NARO; y con los paises del
SADC en colaboracién con el Instituto
para la Gestién del Africa del Este y del
Sur (ESAMI).

Se prepararon modulos de capacita-
cidn para probarlos en varios talleres
organizados por el Proyecto de Capacita-
cién Gerencial KARI-ISNAR, financiados
por la Unién Europea. En Uganda, el jefe
de la Unidad de Capacitacién de ISNAR
organizé un equipo con directores nacio-
nales de investigacién v el personal de IS-
NAR con sede en ese pais para evaluar las
necesidades de capacitacién de NARQ, a
través de talleres en los que participaron
122 investigadores. La evaluaciéon formo
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formation a la gestion, mis en ceuvre au
Kenya sur une période de cing ans gréce &
un financement de 1'Union européennie.
En Ouganda, le chef de 1'Unité de forma-
tion a collaboré avec les experts de
I'ISNAR détachés dans ce pays et avec
des responsables nationaux a une évalua-
tion des besoins de formation de la
NARO, par le biais d'une série d’ateliers
auxquels ont participé 122 agents de re-
cherche. Cette évaluation s'inscrivait dans
le cadre d’un programme conjoint & long
terme de développement institutionnel
global au sein de la NARO. L'Unité de
formation a également fourni un appui a
des experts de I'ISNAR qui ont animé
plusieurs des ateliers de formation a la
gestion organisés dans le cadre du projet
de formation SADC-ISNAR-ESAMI finan-
cé par 'USAID,

Personnel

L'ISNAR comptait un effectif de 82 em-
ployés a la fin de 1994, contre 85 une an-
née auparavant. La composition en était
la suivante : 36 cadres internationaux,
15 cadres locaux (assistants de recherche
et techniciens) et 31 employés locaux des

services généraux assurant le secrétariat
et les tdches administratives. Parmi ce
personnel, les femmes étaient au nombre
de 37, dont neuf cadres.

Consultarnts

L'ISNAR a fait appel durant 'année aux
services de 70 consultanis ou firmes de
consultation externes.

Situation financiére

En 1994, le budget de fonctionnement to-
tal de I'ISNAR s'est élevé a 10,121 mil-
lions de dolars EU. Sur ce montant,
6,293 millions étalent financés par le bud-
get central non restreint, et le reste par le
budget central restreint, des financements
de projets spéciaux, des remboursements
de services rendus et des revenus divers.
Par rapport a 1993, cela représente une
baisse du montant global des dépenses de
I'ISNAR. Tandis que le budget central non
restreint a augmenté d'un peu plus de
5 %, l'ensemble du budget central res-
treint et des autres ressources a diminué
de quelque 2,3 %.
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The Arabic translation was done by the Public Authority for Agriculture Affairs and Fish Resources (PAAFR),
Kuwait, courtesy of ISNAR board member, Naima al-Shayji, who also revised the Arabic text.
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ity to mobilize domestic political sup-
port to pay the salaries and operating
costs of the core scientific staff from
national resources.”

m “ [A] sustainable NARS/mstitute op-
erates under conditions that facilitate
long-term continuity in its personnel
and operativ:ms.”6

m  “A sustainable NARS is defined as an
autonomous system with a permanent
capacity to render efficient and effec-
tive services to meet the evolving and
growing technological and informa-
tional needs of its clients and stake-
holders through domestic funding and
by employing national and, if re-
quired, international scientific staf: -7

w  “Institutional sustainability refers to the
ability of an entity or system to main-
tain performance over time, implying
the capacity to adapt to changing cir-
cumstances.”

[SNAR’s job is to help bring about last-
ing improvements in national agricultural
research systems (NARS) and organiza-
tions in developing countries. Institu-
tional sustainability is one of three
overriding themes identified in ISNAR’s
strategy for the 1990s. In this context, the
key element in defining the concept is the
capacity to steadily produce technology
and information — products that benefit a
wide range of farmers, other users, and
consumers, and that build an enduring
constituency of support for the national
organization. Sound management prac-
tices are among the basic ingredients of
this kind of performance. Much of
ISNAR's day-to-day work with research
organizations, as recorded in this annual
report, centers on improving those prac-
tices in national organizations.

Influences on sustainability

What are the threats, external and inter-
nal, to the performance and therefore the
sustainability of national agricultural re-
search organizations?

External and internal factors are
tightly intertwined. The major external
ones are political support, levels of re-
search investment, shifts in government
and donor policies and practices, political
change, the domestic and international
economic climate, competition for re-
search resources, civil strife, and - war
There is no doubt that the capacity to
adapt to such changes is a precondition of
sustainability.

Major internal threats and influences
are lack of coordination and cooperation
with research partners, inadequate scien-
tific and management fraining, poor con-
dition of equipment and buildings,
dispersion of research effort over too
many commodities and: themes, and lack
of relevance of technological outputs for
farmers. Inadequate budget allocations,
an external factor, can trigger a chain reac-
tion of internal problems: low salaries and
operating budgets leading to low morale
and high staff turnover.

While many problems are beyond the
reach of research leaders, others that
clearly stem from poor management prac-
tices can be solved. Sustainability seems to
be especially affected by the quality of
planning, monitoring, and evaluation of
research activities and how resources are
managed.

Institutional sustainability is also af-
fected by the interactions between re-
search organizations and their partners. In
a sense, organizations are like individuals.
They function best as members of a com-
munity, accepting the reality of interde-
pendence and managing it for the
common good.
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The rest of this essay focuses on the ra-
tional planning and use of resources for
research and on the nature of interactions
between research organizations and their
partners. These are two broad manage-
ment domains in which improvements
would have a substantial payoff for insti-
tutional performance and sustainability.

The resource base: minding the store

People, buildings, equipment, and land —
and the money to pay for them — are the
main tangible ingredients of agricultural
research. The availability of these re-
sources, as well as how they are planned
and managed, strongly condition institu-
tional performance. What are the patterns
of their supply and use?

First consider the global funding pic-
ture. The developing world spends almost
US %4 billion a year on agricultural re-
search. For most countries, the investment
is between 0.3 and 0.9 percent of the agri-
cultural gross domestic product. In the in-
dustrial countries, the figure ranges from
two to five percent. Some may think this
difference demonstrates that developing
countries assign low priority to agricul-
tural research. But it is really a problem of
tight government budgets rather than lack
of commitment. In fact, as a share of total
public expenditure, developing countries
spend two to three times more on agricul-
tural research than do the developed
countries,

Budgetary weakness is heavily rooted
in the narrow fiscal base typical of the
economies of low-income countries and is
aggravated by heavy debt burden, low
and fluctuating commodity prices, and
uncertain aid flows. As policymakers
struggle to restore growth, sometimes un-
der the belt-tightening measures of struc-
tural adjustment, they have sacrificed or
postponed long-term investments — in-
cluding agricultural research — in favor

of more immediate expenditures. Even
basic maintenance of research buildings
and equipment has suffered.

It is popular these days to look to pri-
vate organizations, both commercial and
nonprofit, for help with the research fund-
ing crisis. Many advocate a greater role
for them, both in conducting research and
in sharing the costs of the research effort.
While such support is beneficial and
likely to grow in the coming years, the so-
ber reality is that less than three percent of
agricultural research financing in the de-
veloping world is currently provided
from private-sector sources.” And the pri-
vate sector has few incentives to do re-
search  that benefits resource-poor
farmers.

Weak economic growth has been a
problem in industrial countries too. This
has led to reductions in foreign aid, aggra-
vating the overall research funding prob-
lem in developing countries. At the same
time, donors have been shifting their de-
velopment agendas to focus more on en-
vironmental issues, often at the expense of
agriculture and conventional agricultural
research.

But the research funding problem is
not simply a matter of absolute levels of
expenditures. There have clearly been rea-
sonably high levels of commitment and
expenditure in the past. Equally clear is
the fact that, overall, these have not
yielded the expected results. The problem
lies mainly in how the money has been
spent.

Who pays for what is a key factor. For-
eign investments have often gone for in-
frastructure, technical assistance, and
training. Those of national governments
have tended to be used for salaries and
operating costs. However, depending on
how fast the pool of research employees
grows and on the distribution of their
ages, pay and benefit levels may go up,
eating into operating funds. Allecating 60
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percent of the budget for personnel costs
and 40 percent for operating costs has
been suggested as a suitable rule of
thumb.' Yet in some national research or-
ganizations only five percent of the
budget goes to operating costs, “which is
indicative of a totally paralyzed system.”

Unless the research organization relies
more and more on borrowed funds,
which are unsustainable, there is little
money for transport, subsistence allow-
ances, essential meetings, utilities, and ag-
rochemicals and fuel for experiment
stations. Valuable equipment may lay idle
for lack of maintenance. Technology pro-
duction may nose-dive, threatening the
long-term performance of the institution.
Fortunately, some research organizations
have begun to pay attention to the prob-
lem of operating costs.

Staffing and other human resource
matters, some of them closely tied to
funding levels, also profoundly affect the
viability of national research institutions,
in part because research is highly labor-
and knowledge-intensive. ISNAR investi-
gations indicate that, during the 1980s, the
number of scientists in the national agri-
cultural research organizations of the de-
veloping world doubled, while
expenditures increased by less than 50
percent. As a resulf, spending per re-
searcher fell, on average, by close to 30
percent.” Figures for 16 African countries
show a particularly discouraging trend:
real spending per scientist in 1991 aver-
aged less than half the 1961 level.” With
an increasing proportion of the research
budget being spent on salaries, less is
spent on actually getting the research
done.

But while the salary envelope expands,
individual salaries are too low and usu-
ally cannot compete with those in the pri-
vate sector Combined with lack of
operating funds, this makes for low mo-
rale. Frustrated scientists, unable to make

ends meet either at home or in their re-
search work, look for jobs elsewhere —
with NGOs, private companies, universi-
ties, and regional and international or-
ganizations. Or they moonlight. The
result, in etther case, is that scheduled
work does not get done or is postponed.

High turnover of managers is an espe-
cially serious blow to institutional perform-
ance. Lack of continuity and experience in
leadership usually creates major internal
difficulties. Young scientists brought in to
fill the void often have no interest or train-
ing in management. Although they would
rather be working in the experiment plots
than “pushing paper,” taking on an admin-
istrative job may be the only way to boost
their salaries and benefits.

The state of physical resources can also
be a major constraining factor on the day-
to-day conduct of agricultural research.
Equipment and buildings are favored in-
vestment areas for government and inter-
national development agencies. From a
government perspective these are large
and essential expenditures; from a donor
perspective they are relatively easy to
cost, implement, and account for. From
both viewpoints, buildings and equip-
ment are tangible, long-lasting, and easy
to justify.

Despite the importance of infrastruc-
ture investments, they present some seri-
ous pitfalls that can threaten institutional
sustainability. Governments and donors
may overestimate the numbers of research
stations and substations needed for ade-
quate coverage of the various agroeco-
logical zones in a country. At the same
time, they frequently underestimate the
funding required to maintain or replace
research station buildings, housing, and
equipment, or even fail to plan for these
expenses. Managers facing this predica-
ment are scientists at heart. They will be
tempted to spend what little money is
available on a variety trial rather than up-
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grade office plumbing. In many instances,
NARS have been unable to sustain all
their facilities and have been forced to
downsize their station network to a
number consistent with current resource
flows.

Important social dimensions of sus-
tainability also come into play. There is no
point in building research facilities if they
cannot be staffed and maintained. Na-
tional staff and their families may be re-
luctant to move to rural areas where
living and working conditions are diffi-
cult. Services, such as electricity, water,
schools, and clinics, may be marginal or
even nonexistent. The same goes for job
prospects and recreation options for
spouges and children. Researchers and
technicians often resist assignment to such

posts, especially when morale is already a
problem because of low pay.

In short, infrastructure needs, includ-
ing maintenance, must be carefully pro-
jected to match the organization’s
financial capacity over the long term and
to meet the human needs of those as-
signed to live and work in the facilities.
How long buildings and equipment will
be useful and the expense burden they
represent are sustainability issues that
should be weighed early in the invest-
ment process.

All this simply underscores the need
for careful planning of financial, human,
and physical resources. Planning deci-
sions about resource inputs should be
guided by a continuous flow of informa-
tion about two things: where and how re-
sources available for research are being

How long buildings and equipment will be uscful and the expense burden they represent are sustainability issucs that
showuld be weighed early in the investment process. Here, the library at the headquarters of the Nationat Agricultural Re-
search Organization (NARO} of Uganda is a good example of appropriate, easy-fo-mainkain infrastructure.
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used, and the relevance of research out-
puts to the needs of farmers and to the
development goals of government. Infor-
mation on resource use is often collected
and analyzed through a management in-
formation system. Information on the
relevance of research can be collected
through monitoring and evaluation prac-
tices, which attempt, among other things,
to determine how farmers have actually
benefitted.

Unfortunately, in many research or-
ganizations management information sys-
tems and monitoring and evaluation are
weak. These are functions that investors
in research, especially foreign ones, are
keen to see improved, not only to ensure
better accounting of financial flows but
also to identify concrete results. The con-
nection between a sound cycle of plan-
ning, monitoring, and evaluation at the
organization level and a continuous flow
of appropriate and useful technology is at
the heart of institutional sustainability.

Us and them: interactions with partners

Agricultural research organizations have
a broad range of partners. The main ones
are investors, such as technical assistance
agencies, extension agencies, international
and regional research bodies, commercial
firms, NGQs, universities, and govern-
ment ministries. In recent years, the na-
ture of their interactions has changed and
become more complex. This has a major
bearing, both positive and negative, on
the sustainability of national research
organizations.

The positive effects are seen in more
clearly defined research goals, coordina-
tion and sharing of research tasks, and
better access to funds, information, out-
side technical expertise, the latest research
technologies, and genetic material. For ex-
ample, the countries of Southern Africa
cooperate on crop research via their re-

gional organization SACCAR, in collabo-
ration with several international centers
of the CGIAR. This arrangement can less-
en the scientific burden on individual na-
tional research organizations, especially
for crucial research on major commodi-
ties. The research benefits can be shared
among member countries, research costs
reduced, and the degree of national own-
ership increased. On the down side, the
interactions with multiple partner organi-
zations can complicate planning and in-
crease the managerial workload and
related costs.

With the added emphasis that develop-
ing countries are now giving to natural re-
source management issues, public agricul-
tural research organizations are expanding
their research agendas. The nature of this
research requires them to work with a
larger number of interested parties — new
ministries and NGOs, land and water man-
agement authorities, community groups,
local governments, universities, and other
organizations involved in research. This
taxes the resources of research organiza-
tions and complicates research projects.
But it also helps to ensure that research is
relevant to the needs of the people affected
by environmental degradation.

The “ecoregional” approach to re-
search is one partnership mechanism now
being attempted by several CGIAR cen-
ters. It is based on the formation of clus-
ters or networks of national, regional, and
international research bodies and other in-
terested parties. Together they define and
execute research on natural resource and
production problems that can be defined
around agroecological zones, which often
cross national boundaries. The main ad-
vantage to this approach is that it enables
national organizations to participate in
large-scale projects too expensive and
complex for any single developing coun-
try. An explicit aim of the ecoregional ap-
preach is to strengthen cooperation
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between national and international re-
search organizations and to develop tran-
snational mechanisms of collaboration.
Taking the burden off single research or-
ganizations by sharing scientific tasks
would go a long way to helping them suc-
cessfully meet the growing demand for
research on environmental topics.

However, a word of caution is in order.
At a meeting at ISNAR headquarters in
1994, national research managers said that
such multi-organization projects could
have high “transaction costs.” They also
thought there was a risk of increased na-
tional dependency and distortion of na-
tional research priorities. These are just a
few of the institutional sustainability is-
sues that organizers of ecoregional proj-
ects must address.

Other actors in developing-country ag-
ricultural research are private-sector com-
mercial companies and NGOs. They often
make significant contributions in produc-
tion technologies, usually for a certain
category of farmers or in a specific area of
a country. With the performance of public-
sector research organizations being called
into question, these private organizations
are attracting growing investor interest.
The changes are part and parcel of new at-
titudes and approaches by the interna-
tional development community — for
example, ones that favor democratization,
environmental concerns, privatization,
transparency, and good governance.

The situation has positive and nega-
tive implications for public-sector re-
search organizations. On the positive side,
private-sector organizations can help re-
duce workloads and serve clients able to
pay for their results, thus freeing govern-
ment budgets to serve other target
groups. On the negative side, public or-
ganizations can be weakened by the loss
of funds previously earmarked for them
and by the migration of the best scientific

and managerial staff to the NGOs and pri-
vate sector where salaries are much
higher.

Such losses can deeply affect the ca-
pacity of national agricultural research or-
ganizations to produce a sustained flow
of benefits for society. Ultimately, ade-
quate coverage of technology needs for a
broad base of farmers is the issue. The pri-
vate sector is more suited for geographi-
cally intensive coverage on a narrow
range of topics rather than the extensive
coverage on many topics demanded of
the public sector. The scale of resources
being channeled to NGOs is out of pro-
portion to the scale, though not necessar-
ily the quality, of their development
impact. Unlike publicly funded agricul-
tural research organizations with national
mandates, NGOs are not always bound to
take national interests into account in
their efforts.

As investors explore the capabilities of
NGOs and private firms to generate tech-
nology, they should not lose sight of the
critical role of public organizations. In-
vestments must be carefully balanced. But
in attempting to find that balance, there is
a risk that the pendulum will swing too
far away from public-sector research, en-
dangering the sustainability of the institu-
tions into which so much has been
invested. As one of the architects of the
CGIAR system put it, “One cannot suc-
cessfully run a research enterprise on a
‘stop and go’ basis. Continuity of effort is
required not only to sustain previous
gains {maintenance research} but also to
make further advances.””

For their part, different actors in agri-
cultural research, whether public or pri-
vate, can improve coordination and
cooperation by means of formal agree-
ments and better mechanisms for infor-
mation flow.
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The question of balancing support be-
tween public and private research raises a
more fundamenta! question about investor-
research relations. As two management
specialists have said, criticism of weak pub-
lic-sector management in developing coun-
tries “should be placed in a context which
recognizes that external agencies them-
selves can contribute to development fail-
ures, and their I:nersistence.”l‘1

This highlights the influence of external
investors on the sustainability of agricul-
tural research organizations. On the one
hand, donors and lenders have been instru-
mental in building a modern base for agri-
cultural research in the developing world.
They have provided research organizations
with funds for buildings, equipment, and
access to information. They have enabled
tens of thousands of scientists and techni-
cians to be trained. And they have provided
technical assistance in the form of scientific
and management expertise.

However, some of the advice given,
both technical and management, has not
been sound. Despite good intentions, do-
nors and lenders have often planned their
investment programs and imposed man-
agement conditions with insufficient atten-
tion to the institutional realities of the
recipient country or to the availability of lo-
cal expertise. For example, an investor-
funded program of research designed by
outside consultants may not fit with the
stated aims and priorities of the research or-
ganization assigned to execute it. Or, once
the external assistance ends, local resources
may be insufficient to sustain the effort. Or
the investment may have been too large for
the organization to absorb with its current
budget and pool of trained staff. As agricul-
tural economist Carl Eicher has said, “[O]ne
can make a convincing argument that there
is overinvestment in some countries rela-
tive to their current stage of institutional
maturity, absorptive capacity, scientific

leadership, political support for re-
search, and projected government reve-
nues-nls

One strategy aimed at better coordi-
nation of investments is “consolidated
funding.” This is the pooling of external
and national resources for the imple-
mentation of a research plan developed
jointly by national scientists and inves-
tors. There have been mixed results with
this approach. One problem is that some
donors, particularly bilateral agencies,
find it impossible to join because of the
accountability requirements imposed on
them by their own governments. They
are not able to pinpoint what the money
was spent on or what the results have
been. Despite such problems, consoli-
dated funding mechanisms are under
continuous discussion in efforts to make
them feasible,

One final point about partnerships
and sustainability needs to be made.
While the dynamics of financial invest-
ment are important, research also re-
quires long-term national political
support to survive and prosper. In many
developing countries, the key players in
agricultural innovation — research, ex-
tension, and education — do not have a
high profile in the eyes of the public or
government leaders. Their crucial role in
national development is not fully recog-
nized or understood. Research and ex-
tension leaders and educators all need
to do a better job of public relations.
Otherwise, in difficult times there will
be no defenders of these essential insti-
tutions. And over the long term they
will be unable to attract the best and
brightest young people to the cause of
agricultural development.

Promoting a culture of cooperation

At the beginning of this essay, a ques-
tion was posed about what the interna-
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tional development community and re-
search organizations can do to promote
institutional performance.

Part of the answer is for foreign inves-

tors and national authorities to approach
institution building differently. Among
other things, this means accepting and
promoting the idea that it is the national
scientists and managers who should take
the lead in planning and running re-
search. For only then do they feel the
sense of ownership of research that sus-
tains good institutional performance. Ex-
ternal investors should play a supporting
role.

As for national research leaders, they

need to understand their investors” inter-
ests, development philosophies, and pro-
cedures if there is to be genuine coopera-
tion. The same applies to their interactions
with other partners in research, whether
public or private, international or local.
What is required is a culture of coopera-
tion in which all parties work toward com-
mon ends and share the workload accord-
ing to the strengths each has to offer. In the
increasingly complex world of agricul-.
tural research, this is a fundamental condi-
tion that research organizations must meet
if they are to sustain a stream of benefits to
producers and consumers.
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Tools and approaches developed by
ISNAR are widely used by other agencies,
consultants, and NARS themselves. Im-
plementation is reinforced by ISNAR-led
training of managers in individual na-
tional research organizations. Training of
trainers at the regional level — for exam-
ple, under our Latin American project on
planning, monitoring, and evaluation and
under the Agricultural Research Manage-
ment Training Project with the SADC
countries — helps to multiply the impact
of our work.

Organizing for effective delivery

In 1994, ISNAR moved toward an internal
organizational structure that reconciles its
double mandate: to strengthen national
agricultural research systems directly and
to produce and disseminate knowledge
and tools for this purpose.

ISNAR’s activities are now organized
into two client-oriented programs: (1) Pol-
icy and System Development and (2)
Management. Each program is responsi-
ble for integrating advisory service, re-
search, and training in support of its
identified client group.

The Policy and System Development
program responds to the system-level
problems faced by ministers of agricul-
ture, ministers of finance and planning,
regional organizations, and donors. It
aims to help them answer key questions
regarding the overall nature and crgani-
zation of agricultural research. How large
a research system is sustainable? What
scientific scope should it have? How can it
be financed? How should it be structured?
What should be its overall priorities? Who
are its most appropriate partners and col-
laborators? What linkages need to be cre-
ated? ISNAR research into these issues,
often done in partnership with develop-
ing-country research managers and other

experts, provides ideas and alternatives
for policymakers. Advice and training
help NARS leaders fulfill their role in re-
search system development.

The Management program responds to
the daily concerns of the agricultural re-
search manager. Obviously, senior manag-
ers of research organizations interact with
the policy environment and are reached in
conjunction with ISNAR’s policy pro-
gram. However, research managers need
tools and approaches to solve a host of re-
curring problems and questions: What re-
source allocations should be made among
commodities and research themes falling
within the mandate of this institute? What
information do we need for decision mak-
ing within the organization and how do
we collect, organize, and analyze it? What
are the best staff-management strategies
to ensure effective research? What re-
search strategies need to be developed
and partnerships forged? How can we
monitor and evaluate the outcomes of our
research? How does one plan and manage
change within an organization?

The activities of the two programs are
supported by four specialized units: Pub-
lications Services, Computer Services, Li-
brary and Documentation Services, and
the Training Unit. Not only do these units
provide and enhance information as an
input to ISNAR's programs, they alse add
value to information as an output and
provide direct assistance to NARS in their
areas of expertise.

The demands of ISNAR'’s clients are
many. But ISNAR is a small organization
and its resources are limited. Therefore,
the two programs are attempting to focus
on clear objectives in developing interna-
tional public goods for their various part-
ners and to be flexible in the way they
deliver those goods through a mix of ad-
vice, collaborative research, and training,.
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In its role as a provider of international
public goods, ISNAR attempts to main-
tain a regiconal balance in its activities ac-
cording to guidelines set out in our
medium-term plan. In terms of overall
ISNAR staff time, the regional breakdown
is as follows: sub-Saharan Africa, 42 per-
cent; Asia, 24 percent; Latin America and
the Caribbean, 23 percent; and West Asia
and North Africa, 11 percent. In this sec-
tion, we provide a snapshot of key ISNAR
activities in the four major regions of the
developing world. FPurther details are
found in the reports of ISNAR’s two pro-
grams beginning on page 70 and in the
“ISNAR around the World” section begin-
ning on page 93.

Sub-Saharan Africa

It was a strategic choice by ISNAR to allo-
cate the largest share of its efforts to sub-
Saharan Africa. The region has a
recognized need for better management,
can benefit from direct assistance from a
relatively small organization like ISNAR,
and welcomes the adaptation of knowl-
edge gained from other parts of the
world. ISNAR works in partnership with
African NARS to diagnose research sys-
tem weaknesses, to plan improvements,
and to put in place management mecha-
nisms and approaches needed fo carry out
the plans.

Moise Houssou, director general of Benin’s INRAB, Ange Aclinou, head of INRAB's Service des Ftudes cf des Pro-
grammes (the unit in charge of studies and programs), and Francoise Atigossou, head of the institute’s administrative
secretariat, discuss the set of tasks to be carried out before seeking cabinet approval of the national agricultural research

policy statement,
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In Benin, ISNAR worked with a feam
composed of senior officials from several
government ministries as well as univer-
sity and private-sector representatives to
draft a new national agricultural research
policy. The document received cabinet ap-
proval in December. This is just the first
step in a master-planning exercise that
will reform the NARS and set out its long-
and short-term research programs. The
box on page 64 provides more details.
ISNAR also contributed resource persons
to national master-planning exercises in
Namibia and Mauritania.

In 1994, ISNAR had outposted staff in
Kenya, Tanzania, and Uganda supporting
the implementation of earlier planning ac-
tivities. In Uganda, ISNAR continued a
multiyear program of comprehensive insti-
tutionaldevelopmentwiththeNational Ag-
ricultural Research Organization (NARO).

ISNAR also supported the emergence
of regional coordination. During the year,
we worked closely with ASARECA,
whose geographical domain is Eastern
and Central Africa, on the creation of its
constitution and governance structures.
(See box on page 66.) In Southern Africa,
where regional research coordination has
a longer history, ISNAR helped SACCAR
and its partners take over functions we
previously carried out ourselves. For ex-
ample, management of the SADC-ISNAR-
ESAMI project on agricultural research
management training passed to ESAMI,
the participating African management in-
stitute, with the departure from Arusha,
Tanzania, of the ISNAR training advisor
in mid-1994.

In West Africa, ISNAR gave technical
assistance and logistical support to two
subregional networks aimed at building
research management capacity in 10 coun-
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tries. The networks, launched by NARS
leaders partly in response to waning gov-
ernment and donor support for research,
provide a forum for joint development of
management tools and models. Through
them, ISNAR hopes to optimize its ser-
vices to West Africa’s NARS.

Burkina Faso, Niger, Mali, and Togo
participate in the first network, which was
founded in 1993. Four management themes
are addressed: programming and budget-
ing, physical resource management, tech-
nology transfer, and infermation manage-
ment. Camercon, Cote d’Ivoire, Guinée,
Nigeria, Ghana, and Sierra Leone are in-
volved in the second network, which cov-
ers six management components: technol-
ogy transfer, information management,
funding and financial management, envi-
ronment and natural resource manage-
ment, research rmanagement training, and
priority setting.

Two other regional-level activities
merit mention. A senior ISNAR staff
member served on the SPAAR task force
charged with preparing a “framework for
action” for agricultural research in West
and Central Africa. And in December
ISNAR signed a memorandum of under-
standing with CORAF, a regional associa-
tion of agricultural research directors. The
agreement aims to promote cooperation
among the NARS of the region, as well as
between the NARS and international and
regional bodies. CORAF is an appropriate
partner for ISNAR for several reasons. [t
directly represents NARS' interests, cov-
ers a large number of countries, cuts
across several major agroecological zones
{(dry, humid, and subhumid), and acts as a
bridge across linguistic barriers. As such it
can help to multiply the impact of
ISNAR'’s work.

Asia

ISNAR is moving to focus more of its re-
sources on Asia in the coming years. In
absolute terms, Asia has the largest
number of poor people who are potential
beneficiaries of improved agricultural re-
search. ISNAR’s strategy recognizes that
many Asian research systems are large,
have gone through their first round of
planning, and have personnel trained and
experienced in disciplines relevant to re-
search management. In such countries,
ISNAR works to bring local knowledge
and skills to bear on management issues
in a way that generates lessons, ap-
proaches, and management tools adapt-
able for use elsewhere.

ISNAR’s intervention in Asia tends to
focus on themes for which our own exper-
tise fits well with the advanced skills
found in the NARS. Work on information
systems and strategies, biotechnology
management, and development of models
for priority setting have been important
aspects of our work. In India, ISNAR
played a lead role in drafting a strategy to
set up a nationwide agricultural research
information system. The strategy was ac-
cepted by ICAR, the main coordinating
agency for agricultural research. The sys-
tem will link some 240 sites in India via a
mix of land-line and satellite technologies,
allowing for the exchange of both scien-
tific and management information among
Indian researchers. ISNAR also received a
request from the Philippines to undertake
a similar assignment there.

ISNAR also works with small research
systems in Asia. Qur most intensive in-
volvement in the region in 1994 was with
the mountain kingdom of Bhutan. We
completed the third phase of a major proj-
ect to help the Ministry of Agriculture im-
prove the management of its natural
resource research, which is organized
around key land-use patterns. Assistance
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was given in the areas of planning, prior-
ity setting, resource allocation, monitoring
and evaluation, project budgeting, and
management information systems.

Latin America and the Caribbean

In the region of Latin America and the
Caribbean, the country with which
ISNAR has the most comprehensive part-
nership is Ecuador. This is a medium-
sized  country  where  planning
institutional change and improvements in
a holistic way has been an effective ap-
proach for INIAF, the national institute.
[SNAR collaboration with INIAP in 1994
focused on human resource management,
research planning, information manage-
ment, and the integration of production-
oriented research with research on natural
resource management. In addition, we
carried out a number of exploratory mis-
sions to several smaller countries in Cen-
tral and South America with a view to
diagnosing constraints and assisting with
planning.

During the year, ISNAR moved on
three fronts to promote regional coopera-
tion. First, it strengthened its links with
the Latin American agricultural organiza-
tion, [ICA, in support of the NARS of the
region. Advisory, research, and training
activities in 12 areas of policy and man-
agement were identified for mutual col-
laboration. This arrangement will help
multiply the impact of ISNAR’s and
IICA’s work and avoid duplication of
effort.

Second, ISNAR has been very promi-
nent in training research managers in
planning, monitoring, and evaluation.
This has been done through a large proj-
ect funded by participating national, re-
gional, and international agencies, with
the largest contribution coming from IDB
(see page 78.)

Third, ISNAR also worked with [ICA,
IDB, and several naticnal research organi-
zations to develop methods for setting re-
search priorities using an agroecological
framework that cuts across national
boundaries. A global roundtable discus-
sion on regional priority setting that was
hosted by ISNAR in April included the
participation of Latin American countries.

West Asia and North Africa

In this region, [ISNAR has attempted to act
as a catalyst for change by taking a three-
stage approach in its support for national
research systems. We begin by advising
the NARS on how to set up data bases on
researchers and their activities and we
help train staff in their operation and use.
The collection and organization of this
critical management information paves
the way for strategic planning at both the
national and institute level. This, in turn,
guides the formulation of five-year and
annual research programs that identify
specific projects and specific experiments
or studies.

During the year we worked with the
NARS of eight countries of West Asia and
North Africa. Progress in Egypt, under a
program supported by CEMARP was
particularly encouraging. Data base de-
velopment and training advanced, a na-
tional research strategy was drafted, and
an oasis research program to improve sus-
tainable agriculture under desert condi-
tions was formulated.

In Morocco, ISNAR joined forces with
GTZ to strengthen research management
and organization at INRA, the lead
agency responsible for agricultural re-
search. The shaded text on page 69 high-
lights this new, two-year project, which
builds on earlier collaboration between
INRA and ISNAR.

One final note about ISNAR’s role in
the region: in past years we advised and
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[SNAR and the Arab Organization for Ag-
ricultural Development (AOAD). In June,
the lessons learned from the national re-
views and subsequent improvements in
management were shared at a meeting in
Beirut attended by research leaders from
12 Arab countries. The experiences of the

project were then published in July in
ISNAR’s Country Report series. Given the
small size of ISNAR compared with its
global mandate, such meetings and pub-
lished materials are an important way to
multiply the impact of our country work.

The Policy and System Development pro-
gram was conceived as a response to sys-

tem-level concerns of  national
policymakers. It deals with research policy,
structures, and the linkages that a NARS
must maintain with both its external and
internal environments. These include the
physical, economie, commercial, and pol-
icy environments.

Before NARS have had a chance to
adapt fully to the troubled era of struc-
tural adjustment and to exploit opportu-
nities created by liberalization, other
concerns are taking on new importance,
In particular, protection of the natural en-
vironment and alleviation of poverty are
being pushed to the top of their agenda
by both internal and external forces.
Partly as a result of this expansion of re-
sponsibility, NARS are now being defined
more broadly. This is happening at a time
when donor resources are declining. New
models of organization are therefore
needed — and being recommended — to
increase efficiency and effectiveness.

The Policy and System Development
program recognizes that understanding
the past offers only limited lessons for the
future. It is for this reason that it attempts
to gain experience with new approaches
to research system development while
documenting and drawing lessons from
past organizational models and policies.

In 1994, the program identified three
areas of concern that reflect ISNAR's
broad systems approach:

m research policy at the global and na-
tional levels;

m system structure and organization;
m system linkages.

In each of these areas, the program has in-
cluded several themes covered by past
ISNAR work. For some of these, the in-
vestment in field research and case stud-
ies was brought to a close and efforts
were shifted to the synthesis of results,
publication of outputs, and development
of related training materials. For other
themes, research will continue into 1995.

Research policy: global and national

Through its Indicator Series, ISNAR has
tried to be a reliable source of comparable
information on the state of NARS
throughout the world. Beginning in 1985,
ISNAR collected data going back to 1960
on human and financial resources in-
vested in research. Comparable data for
all parts of the developing world were
processed up to 1985. With support from
Italy, ISNAR has now collected data for
sub-Saharan Africa up to 1992, Part of this
updating work is the preparation of statis-
tical briefs on 19 African countries. Briefs
on nine of these couniries were released
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in 1994 and drafts were prepared on five
others. Partial funding was provided by
SPAAR.

A preliminary analysis of the data
covering three decades of African devel-
opment highlights important trends in the
nature of funding, differences in expendi-
tures on salaries and research operating
costs according to the nature of the re-
search organization, and the high variabil-
ity within and among countries. A
detailed analysis will be carried out in
1995 with support from USAID, the Dan-
ish government, and SPAAR,

During the year, ISNAR completed a
collection of conceptual papers, case stud-
ies, and lessons from NARS experience
with structural adjustment. The final two
country case studies examined links be-
tween agricultural research and structural
adjustment in Burkina Faso and in East
Africa. This project was financed by
ISNAR’s core budget and special funds
provided by the Italian government,
CIDA, and the World Bank’s Economic
Development Institute (EDI). The result-
ing book will be published in early 1995
by ISNAR and EDI. The book highlights
lessons for NARS coming from successful
and less successful cases of adjustment.
While in the long run, structural adjust-
ment is generally favorable to agriculture,
the process itself may be very difficult for
agricultural support services, which may
require special measures. However, it 1s
not always to the long-term advantage of
agricultural research to postpone or avoid
the adjustment process.

The first phase of research into the
complementary roles of the public and
private sectors in agricultural research
ended in 1994 with the completion of case
studies on Colombia, Ecuador, and
Jamaica. This work, along with related pa-
pers presented at international meetings,
highlights the conditions under which the
private sector has emerged as an impor-

tant actor in research and the areas in
which it is active. It also suggests ways to
maximize the complementarity between
the public and private sectors. A further
study in Chile will serve to validate the
approach so that it becomes part of
ISNAR's tool kit for system review and
for use in special projects such as the In-
termediary Biotechnology Service.

ISNAR completed a long-awaited
book on agricultural research evaluation
and priority setting. It will be published
by Cornell University Press in early 1995
under the title Science under Scarcity. The
book lays out the conceptual issues un-
derlying formal approaches to priority
setting and demonstrates the need to
choose the approach most suited to an-
swering the questions being asked. It also
gives guidance on how to avoid the most
frequent errors in applying formal ap-
proaches. The book will be a standard ref-
erence for academics and for advisors in
planning and research ministries who
have a sound knowledge of economics.
Training materials, being developed
based on chapters of the book, will help
bring the techniques into the mainstream
work of ISNAR and its partners. These
will begin to appear in 1995.

Several strands of ISNAR’s work on
research evaluation and priority setting
are coming together. During the year,
ISNAR held an international consultation
on regional priority setting that high-
lighted the difficulties in moving from a
national to a transnational level. The
problems relate to both the institutions in-
volved and the priority-setting instru-
ments used.

In 1994, ISNAR continued collabora-
tive work on research evaluation in East
Africa in several related projects. The
first, supported by the Rockefeller Foun-
dation, is with Kenya’s lead agricultural
research organization, KARL The project
aims to institutionalize a priority-setting
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process within KARI and to develop the
data and models from which the benefits
of research that are likely to accrue to tar-
get groups can be calculated with the help
of geographic information systems (GIS).
The second project, in cooperation with
KARI and Humboldt University of Berlin
and with support from the German gov-
ernment, looks at priority setting in live-
stock research, with special emphasis on
factors determining adoption of research
results. Finally, in association with ICRAF,
ISNAR worked on the prioritization of re-

search associated with multipurpose
trees.
The Intermediary Biotechnology

Service (IBS) is a special project with its
own steering committee and spectal do-
nors. It is hosted by ISNAR and linked to
the work of its Policy and System Devel-
opment program. As such, IBS is part of

ISNAR’s response to the demands of na-
tional research systems for information
and assistance in understanding complex
policy, management, and planning issues
surrounding agricultural biotechnology.
Barly in the year ISNAR published
and disseminated an IBS report that out-
lines a four-stage process and framework
for making decisions about biotechnol-
ogy-based agricultural research. The four
stages are setting biotechnology policies
and priorities, formulating research pro-
grams, implementing and monitoring the
work, and transferring technologies to
end users. The [ramework is aimed at na-
tional policymakers, administrative man-
agers, and directors of research. It guides
them in evaluating the potential costs and
benefits of biotechnology investments in
light of key factors such as national devel-

Singapore's Minister of State for Trade and Industry, Gol Chee Wee, delivers the opening speech of the regional policy
serinar on agricultural biotechnology that IBS organized for Southeast Asian countries in September 1994.

PRIORITIES INTO FEASIBLE PROGRAMS

Y Pluming, Priorities ikl Policies for Agricultural - Biok
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opment goals, efficiency, equity, biosafety,
and concern for the environment.

In September, IBS organized a major
regional workshop in Singapore for re-
search policymakers and public- and pri-
vate-sector research managers from six
Asian countries. Among other things, the

meeting provided an occasion to intro-
duce the decision-making framework to
participants. The box above describes the
workshop. In 1995, IBS will proceed with
similar workshops in Latin America and
sub-Saharan Africa.
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System structure and organization

It goes without saying that questions
about the structure and organization of
research derive from the choices made
concerning the size, scope, and priorities
of the research system. Much of ISNAR’s
work on structure and organization takes
place in the context of system reviews and
master planning,

As already discussed, several trends in
the external donor and trading enviren-
ments have important implications for the
way research is structured at the national
level. Reductions in donor supportt,
changes in scientific priorities, and subre-
gional economic integration have major
consequences for the way NARS are
structured and how they relafe to research
elsewhere. :

In its strategy and work for the 1990s,
ISNAR is giving special attention to the
organizational and management implica-
tions of the growing emphasis that devel-
oping countries are putting on natural
resource management (NRM) research.
This is a subject that cuts across ISNAR's
two programs in the sense that the impact
of NRM on national research will be felt
not only at the national system level (for
example, in pelicies, linkages, and the
structure of research), but also at the insti-
tute level (for example, in research plan-
ning, information management, and
human resource development).

The question of how a country orga-
nizes its research to deal with natural re-
source management topics has been
broached by ISNAR in its work with
countries such as Bhutan, Bangladesh,
and Benin. Whether research is organized
around agroecological zones, political-ad-
ministrative boundaries, or production
factors is an organizational choice that can
be decided only in the light of specific cir-
cumstances and goals. ISNAR's work
with such countries has been useful in as-

sessing the problems that NARS face as
they integrate nmatural resource manage-
ment research into their agendas.

What is also of importance to NARS in
the context of the growing emphasis on
natural resource management is how they
interact with regional organizations and
participate in so-called ecoregional initia-
tives and other multicountry, coordinated
efforts promoted by international centers,
donors, and networks. This was one of
numerous policy, organizational, and
management issues discussed at an inter-
national workshop in December on agri-
cultural growth and sustainable use of
natural resources. The meeting was a joint
effort by ISNAR and Germany’s DSE. (See
box page 75.) In 1995, ISNAR will con-
tinue to assist NARS and their partners in
this important area of change.

Several years ago, ISNAR began to
look at the advantages and disadvantages
of different organizational models for ag-
ricuttural research. Whether to centralize
or decentralize research operations,
whether to create autonomous mstitutes
or ministerial departments — such struc-
tural choices depend on the goals of re-
search and the available resources. The
same applies to choices about the role to
be accorded to new actors on the research
scene. In 1994, ISNAR summarized in a
briefing paper some of the lessons from
its many research system reviews and
studies of organizational structure.

A multiyear project to study the priori-
ties and organizational strategies of small
countries came near to conclusion in
1994. A number of questions were raised:
Should a small country concentrate its sci-
entific human resources in one institute or
coordinate the diversity that exists in mul-
tiple entities? Should small countries con-
centrate on a few principal commodities
or find new ways to do research on a vari-
ety of commodities? Following a common
conceptual framework, collaborating sci-
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entists from a number of small NARS pre-
pared case studies that highlighted
choices of organizational structure and re-
search strategy that had been made in the
light of both their smallness and their par-
ticular circumstances. A synthesis of these
experiences and certain provocative chal-
lenges to the common wisdom about
strengthening small countries will be pub-
lished in 1995.

System linkages

Having already looked at the policy and
structural elements of a research system,
we complete the system view by examin-
ing the way research links to its clients
and stakeholders.

In previous years, ISNAR reported on
the results of its studies of on-farm client-
oriented research and of research’s links

with technology-transfer agents. In 1994,
progress was made on improving under-
standing of two additional sets of link-
ages that research maintains: those with
farmers’ organizations and those with
universities.

ISNAR began work on a joint project
with the UK-based Overseas Develop-
ment Institute (ODI) entitled “Research
and Farmers’ Organizations: Prospects for
Partnership.” The study is funded by the
UK's Overseas Development Administra-
tion and by ISNAR's core budget. A con-
ceptual framework for conducting case
studies of different types of farmers’ or-
ganizations in developing countries was
formulated. The studies aim to improve
our understanding of these organizations’
current and potential roles as advocates
for their members, as a means for helping
farmers gain access to services and inputs,

Improved linkages belween research and farmers’ organizations can result in more appropriate production technolagies.
Here a member of a farmers’ organization in Darso, Ghana, talks with researchers about her production problems.
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and as partners with public-sector re-
search. A practitioners’ workshop in June
identified the critical issues to be ad-
dressed in the case studies, and several
months later ISNAR issued a briefing pa-
per on this topic. Case studies in
Zimbabwe, Mali, and Bolivia are cur-
rently in progress.

Research for a parallel set of three
country studies on farmers’ organizations
was-completed. The research — covering
Burkina Faso, Ghana, and Kenya — is
supported by the Government of the
Netherlands and is expected to be pub-
lished in 1995. These case studies differ
from those in the ODI-ISNAR project in
that they focus more heavily on farmers’
organizations” links with agricultural re-
search institutes rather than on their roles
as advocates for farmers.

Also in 1994, and again with the sup-
port of the Dutch government, [SNAR ex-
tended its work on linkages between
research and technology transfer to an ac-

tion phase. This effort aims to improve.

the capacity of NARS managers and lead-
ers of farmers’ organizations to
strengthen links between research, tech-
nology transfer, and farmers. Case studies
by local teams — in Mali, Zimbabwe,
Senegal, and Tanzania — are planned or

under way. The output will be improved
linkages, scientists trained in implement-
ing and monitoring linkages, and a vali-
dated training approach for introducing
the issue to other countries. The Interna-
tional Federation of Agricultural Produc-
ers (IFAP) and ISNAR have signed an
agreement providing for collaboration in
two couniries and the development of
training materials aimed at strengthening
farmers’ organizations.

A two-year project aimed at strength-
ening the role of universities in NARS in
sub-Saharan Africa made good headway
during the year. Work was completed on a
conceptual framework for examining the
subject and in April ISNAR organized a
workshop in Cotonou, Benin, to launch
two country studies. The project is a joint
effort by ISNAR, the University of Ho-
henheim in Germany, and research teams
from the two countries inveolved — Benin
and Nigeria. Data collection and analysis
started during the second half of the year.
Once completed in 1995, the country re-
ports and associated action plans will be
discussed at the national level and a syn-
thesis report documenting lessons will
then be prepared. A second phase to ex-
tend the project to other countries has
been planned.

While Program 1 works at the national re-
search system level, that is with NARS,
Program 2 — the Management program
— works at the level of the individual
components of NARS, namely national
agricultural research organizations, or
NARO:s,

The goal of ISNAR’s Management pro-
gram is to bring about susained improve-
ments in the performance 6f NAROs in
developing countries, primarily those in

the public sector. Under the old ISNAR
structure, this work was divided between
two programs. The new structure unifies
efforts under one program, allowing for
better coordination of ISNAR's services.

Three themes give direction to the pro-
gram’s work:

®  management of research programs;
® management of resources for research;
m organizational change.
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The first two themes relate to the per-
formance of agricultural research organi-
zations, ISNAR designs and tests manage-
ment techniques and tools ultimately
aimed at helping NAROs do a better job
of producing research outputs — new va-
rieties, improved farming practices, natu-
ral resource management
knowledge, and information. In effect, we
aim to make research organizations more
effective and efficient. These qualities in
turn help to build long-lasting support for
the organization among its constituents,
thereby promoting institutional sustain-
ability.

Under the third theme — organiza-
tional change — ISNAR attempts to en-
sure that its management “technologies”
are accepted and adopted by the client or-
ganization and have the intended effect.
Work under this theme, then, has to do
with technology transfer from ISNAR to
NARQOs — assessing the impact of our
outreach efforts and finding new ways to
disseminate knowledge and institutional-
ize management innovations.

Managing research programs

Two prime measures of institutional sus-
tainability are the extent to which finan-
ctal resources continue to flow to an
organization and the capacity of an or-
ganization to retain its most important as-
sets, especially people. Maintaining
funding and holding onto assets requires
a strong constituency of support. In recent
years there appears to have been a shift in
the relative power of various constituen-
cies. Political pluralism favors more
popular support than in the past. In the
future, the views of farmers and their or-
ganizations will have greater influence on
how resources are allocated to agricul-
tural research. This emphasizes the neces-
sity for well-targeted research activities
with a clear concem for producing a

methods,

steady stream of tangible benefits for
farmers. This is why the Management
program’s first theme, management of re-
search programs, stresses effectiveness.

The effectiveness of a NARO relates to
the quality of its research, the relevance of
the resulting technologies, and the adop-
tion and use of the technologies in farm-
ers’ fields. To be effective, a NARO must
be strongly committed to serving the
farmer community. In fact, impact at the
farm level is an important measure of a
research organization’s effectiveness. The
level of commitment is reflected in the
presence or absence of certain attributes
and mechanisms within the NARO:

m a mission statement that clearly identi-
fies target groups;

m planning mechanisms that include
farmer participation where necessary
and that ensure appropriate coverage
of geographical areas, agroecological
zones, and scientific themes;

m careful design of research projects and
experiments to guarantee the scientific
quality of the results;

m a monitoring system that follows the
research to its successful completion;

m evaluation of research to determine
whether it has indeed produced the
technology or information required by
the target group.

The main achievements under this theme
in 1994 were the conclusion of a major
planning, monitoring, and evaluation
(PM&E) project in Latin America and the
Caribbean, and the continued implemen-
tation of INFORM and its evaluation.

An important part of the PM&E proj-
ect was the preparation of training materi-
als based on experiences in Latin
America. Modules for trainers and manu-
als for trainees were produced originally
in Spanish, in cooperation with CIAT in
Colombia, and translated into English. In
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addition, a book summarizing the status
of PM&E in the region and priorities for
improvement was published in coopera-
tion with PROCADI, a Colombian NGO.

As one of the project’s final training
events, a workshop in English was held in
Trinidad & Tobago for 30 research manag-
ers from 12 Caribbean countries. Later,
the entire PM&E project was reviewed in
a.workshop that brought together some
70 participants from both Latin America
and the Caribbean. This end-of-project
meeting was held in Costa Rica in coop-
eration with IICA and CATIE. Among
those attending were two consultants, an
economist and a specialist in adult educa-
tion, who had been contracted to evaluate
the overall project. They interviewed
many project participants and reviewed
project documents and impact, submit-
ting a Spanish-language report with an
English summary.

The evaluation team concluded that
the project addressed a high priority —
improving management — for the re-
gion’s agricuitural research organizations.
The team also said thai the participatory
approach fostered a sense of regional
ownership of the project and that project
outputs (publications, training materials,
and a group of experienced trainers) had
much potential for improving planning,
monitoring, and evaluation in the region.

Work also began on the adaptation of
the PM&E training materials for the Afri-
can context. In November, ISNAR con-
ducted a training workshop in Kenya for
senior managers of KARI This was the
first step toward Iinstitutionalizing a
monitoring and evaluation system across
KARI institutes.

One final highlight of the program’s
PM&E work in 1994 was the translation
into Spanish of the ISNAR sourcebook
Monitoring and Evaluating Agricultural Re-
search, originally published in English in
cooperation with CABIL

INFORM, designed in the Asian con-
text by ISNAR as a program planning and
budgeting tool, was extended during the
year to several African countries —
Ghana, Kenya, Senegal, and Uganda.

In Ghana, a refresher course was pro-
vided to 16 scientists from all research in-
stitutes as a follow-up to earlier training.

In Kenya, implementation of INFORM,
supported by European Union funding,
began at KARI. It will eventually be opera-
tional in all of KARI’s 31 research centers,
In a first two-week workshop, INFORM
practitioners from eight centers and head-
quarters were trained. These staff are to
participate in the training of other practi-
tioners as implementation proceeds in the
remaining centers.

INFORM training modules for re-
search managers and INFORM practitio-
ners were prepared in French in
collaboration with ISRA (Senegal) with
World Bank funding. Six ISRA research
managers were trained in the use of
INFORM, while 11 practitioners received
training in the operation and maintenance
of INFORM. Spanish translations of train-
ing modules were also produced in coop-
eration with IBTA (Bolivia).

Progress was also made in institution-
alizing INFORM in Uganda. All six cen-
ters of NARO are now provided with
useful research planning and monitoring,
information.

' The internal review of INFORM done
in 1993 was followed up in 1994 with an
external evaluation that recommended
further development of the management
information system to make it more user
friendly and to extend its capabilities for
monitoring and evaluation (see box page
81).

Managing organizational resources

While farmers push for research results
they can use in their fields, national and
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donor governments are demanding much
greater accountability for the funds allo-
cated to research. Competition for these
resources is becoming much greater and
research organizations must show they
are making the best use of them. Greater

institutional  sustainability =~ will  be
achieved through better management of
the external environment -— securing

scarce resources, detecting new opportu-
nities, and avoiding threats. It will also be
achieved by good management of the or-
ganization — protecting physical assets,
providing attractive conditions of service
for trained staff, and building financial re-
serves. Most of these issues form the core
of the second program theme, managing
organizational resources, which is con-
cerned mainly with efficiency.

Organizational efficiency is mea-
sured by input-output ratios for research
activities. Apart from broad measures
provided by policy work conducted by
ISNAR in past years, there is little infor-
mation on the costs of research on crop
and animal production, scil and water
management, forestry, fisheries, and other
areas. Similarly, data on the relative costs
of on-farm versus on-station research and
on economies of scale regarding on-sta-
tion research are scant. Such information
would be useful to ISNAR and NARO
staff in national planning exercises and to
allow the comparison of efficiency of
NAROs.

Reliable measures of efficiency will be
possible only with the introduction of ac-
counting procedures that can cost re-

The exiernal review team recognized INFORM as one of ISNAR's most important management tools for helping NARS
do cost-effective research. Here the ISNAR team guides participants during a hands-on training workshop in Kenya. -
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Takmg stock of INFORM

ISNAR shou}d coricentrate fully 1mp1ement1ng INFORM in. a smalI number ow
N RS." Once At ls ful mtegrated mto theu regular cycles of program planmng,

.....
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search at the project level rather than pro-
gram or institute level — procedures few
NAROs have at the imoment. As institutes
merge and various scientific disciplines

are integrated, it becomes harder to dis-.

tinguish the costs of, say, crop research
from those of livestock or natural resource
management research, Without improved
accounting systems, controlling research
costs is very difficult. ISNAR has no com-
parative advantage in setting up account-
ing systems but can provide useful advice
to NARC managers in selecting such sys-
tems.

There are a number of areas of re-
search management in which cost control
measures can be introduced or improved
for greater efficiency:

® human resource management;
mechanisms for budgeting and budget
control;
inventory control;
use of labor and equipment on re-
search stations;

M maintenance of physical resources,
such as equipment and buildings.

Cost recovery by selling research services
and products is another way to enhance
efficiency. And borrowing scientific

knowledge from other organizations or
countries can help avoid costly duplica-
tion of research.

Activities in financial management
were stepped up in 1994. In the NARS of
Benin, financial management methods
were assessed and budgeting procedures
were reviewed. An assessment of station
management conditions included recom-
mendations on inventory control and on
the maintenance of equipment and facili-
ties. In Morocco, ISNAR assisted INRA in
the selection of accounting software. A
first meeting of several NARO finaricial
managers was also held at ISNAR to ex-
plore avenues of further cooperation in
this important area.

A workshop on strategic planning for
human resource development involving
25 middle managers from Southern Africa
was held in Swaziland in collaboration
with ESAMI. Work on the assessment of
researcher performance resumed in
Morocco. Finally, in collaboration with
Program 1, the Management program
started investigations into how the in-
creasing emphasis on natural resource
management will affect the planning and
management of human resources in
NAROs.
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Organizational change

ISNAR's work on research program man-

agement and resource management is

based on the assumption that organiza-
tional performance will improve if three
conditions are met. The first is that
NAROs have the right management tech-
niques and tools to manage resources and
scientific programs. The second is that
ISNAR is able to provide sound advice on
the installation and use of these “manage-
ment technologies.” The third is that
ISNAR helps train the people involved.

But, like a NARQ, ISNAR is account-
able to its investors and clients and, there-
fore, must be able to measure the impact
of its work. To satisfy its donors and to
hone its services, it needs to know how
the: management techniques and tools it
has developed or borrowed have im-
proved the performance of its NARO cli-
ents. For this, a set of organizational
performance yardsticks or indicators is
needed — measures of the appropriate-
ness of management technologies and of
the success or failure of ISNAR’s transfer
effort. Such indicators, of course, are just
as important to NARQO managers as to
ISNAR. NARO managers need feedback
to see how the process of institutional
change that they are leading is unfolding
and to demonstrate organizational per-
formance to investors.

In 1994 a conceptual paper outlining a
scoring model for measuring research
outputs and assessing organizational
performance was revised. At a workshop
in December at headquarters, NARO
managers from nine countries examimned
the model and agreed to bring it to their
organizations for testing.

ISNAR also investigates avenues of
transferring improved management tech-
niques to NARO leaders beyond the more
traditional avenues of advice and train-

ing. One such methed is benchmarking,
documenting particularly successful man-
agement practices in individual organiza-
tions and sharing the experience with
other NAROs. This South-South transfer
of management expertise requires identi-
fication of the successful management
practices, a description of the key steps
and resources to achieve these “bench-
marks,” and dissemination of the infor-
mation to NARO managers.

The first benchmark study, an exami-
nation of methods used by INTA in
Argentina for selecting research manag-
ers, was initiated. ISNAR hopes such
benchmarks will provide NARO manag-
ers with credible models for change
drawn from similar environments.

More generally, ISNAR aims to under-
stand better the process of change in re-
search organizations. Only with such
understanding can we provide NAROs
with methods and guidelines for institu-
tionalizing management innovations.
ISNAR’s project on management of
change developed a conceptual medel to
guide work in this area. The model is
based on ISNAR's standard approach to
strengthening NAROs, namely diagnosis
of constraints followed by planning and
implementation of change. [t incorporates
nine critical steps that can assure success-
ful change in NAROs. The model was
presented to Latin American NARO man-
agers and to an international workshop of
management specialists. It now needs to
be field-tested.

Finally, working jointly with the
ISNAR Training Unit, the program began
an assessment of the training needs of
senior managers of the National Agricul-
tural Research Organization of Uganda.
These men and women are the principal
agents of change in their organizations.
With proper guidance, they can signifi-
cantly improve institutional performance.
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managers, several FSR practitioners, sen-
ior extensionists, and a number of NGO
representatives, The 30 participants re-
viewed KARI's experience with institu-
tionalizing the farming systems approach
and were introduced to key concepts and
experiences in the management of link-
ages with technelogy users. Preliminary
ISNAR training materials on the latter
topic were tested.

The INFORM workshop in September,
the first of three planned for KARI,
trained 17 scientists and seven headquar-
ters staff in the use of this ISNAR-devel-
oped management information system. It
was followed by a two-day seminar for
the directors of five KARI centers. Follow-
ing the completion of training in mid-
1995, all of KARI's centers are expected to
have INFORM operational.

The training in scientific writing and
presentation consisted of three work-
shops, one for Kenyan trainers called on
to instruct KARI staff in this subject, the
other two for KARI scientists and manag-
ers. Based on the training efforts of a
KARI staff member and an ISNAR con-
sultant earlier in the project, the ISNAR
Training Unit produced a draft set of
training modules for use by the KARI
trainers. In April, these were tested at the
workshop for trainers. This was a three-
day refresher course that gave eight Ken-
yan trainers a chance to review the
curriculum they would be called on to
teach and to learn interactive techniques
for motivating participants. The three re-
source persons were from ISNAR, KARI,
and Egerton University (in Kenya).

One step in the Ugandan training needs asscssment was job analysis, in which participants distinguished between their
management ditties and their more fechnical tasks. Here one of the rapporteurs presents the results of his working

grotip’s discussions.
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gram leaders, sc:entlsts admlmstratlve and finance:officers,” techmcxans, and’a
i the personnel whose training needs were being
s were drawn from top NARO management exten

1c1ent1y'aware of the missi
iniits offmal strategy and plan

This event was followed a week later
by two five-day workshops in which the
Kenyan trainers put their skills to the test
by training others in scientific writing.
One group consisted of 17 scientists from
KARI's National Agricultural Research
Centre in Mugaga. The other included 22

scientists from the Macadamia Agricul-
tural Research Center in Thika. The re-
source persons from the first workshop
observed the trainers in action, giving
them feedback on their performance. The
trainees’ evaluation of the new frainers
was very positive.
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A key element of the fraining method
promoted by ISNAR is the design of indi-
vidual work plans by trainees. These
specify what they will do to put their
newly acquired skills to work once they
are back on the job. The plans also enable
trainers to monitor the impact of their
training with a view to making improve-
ments. This method, which is based on a
technique developed by the US Office of
Personnel Management called the Partici-
pant Action Plan Approach (PAPA),
formed an integral part of the scientific
writing training at KARL ISNAR is now
moving ahead to make PAPA a standard
approach in all its training work.

During the year ISNAR also contrib-
uted resource persons to several work-
shops organized under the SADC-
ISNAR-ESAMI training project, funded
by USAID. The Training Unit assisted
with production of some of the pedagogi-
cal materials. The project is managed by
ESAMI in Arusha, Tanzania. The topics
covered in the ESAMI workshops were
human resource planning for small
NARS; data base and information man-
agement; project proposal writing and re-
source mobilization; and gender issues in
naticnal development, including agricul-
tural research and technology transfer.

ISNAR recruited a new head of its Library
and Documentation Services during the
year. New literature was added to the col-
lection, bringing total holdings to 18,000
books and gray literature documents. A
user survey led to some changes in the se-
lection of journals to which ISNAR sub-
scribes. In October, the computer unit
arranged for the library to have full access
to the Internet via a dial-up connection.
This gives direct access to vast amounts of

information, including the library catalogs
of major universities and libraries m
Europe and North America.

The library also hosted a visit by the
head of documentation and information
from NARO, the lead agricultural re-
search organization in Uganda. This set
the stage for NARO-ISNAR collaboration
to draft a strategy for agricultural research
information services in that country.

Publications Services produced 25 formal
ISNAR publications during the year and
assisted with the preparation or reproduc-
tion of 11 other major documents. The lat-
ter were either less formal in nature, had
restricted circulation, or were produced
on behalf of other organizations with

which ISNAR collaborates. Formal
ISNAR publications are listed on page

103. The unit also prepared and dissemi-
nated nine news releases.

Among the formal publications were
11 briefing papers. Demand for these
short documents, most of which are only
eight printed pages, has been strong.
Briefing papers examine policy and man-
agement issues affecting agricultural re-
search in developing countries. The target
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readership is research managers, policy-
makers, donors, and academics.
Following the introduction of new ad-
dress data base software in 1993, Publica-
tions Services conducted a mailing-list
survey to update its distribution list and
obtain better information on readers’ in-
terests. Much of the data-entry work-was
completed in 1994, and at year end the
mailing list contained about 2600 records
(individuals and organizations). With
consolidation of the mailing list, ISNAR is

now much better able to target its publica-
tions distribution.

Finally, the unit continued prepara-
tions for a publications training project
aimed at helping the NARS of five East-
ern African countries build a capacity to
produce annual reports. The project,
which will hold its first workshop in 1995,
is a joint effort of ISNAR and the Techni-
cal Centre for Agricultural and Rural Co-
operation {(CTA).

Computer Services began preparations
for the profound changes in information
technology that are expected during 1995
in the CGIAR system and beyond. In Au-
gust, the unit began replacing ISNAR’s
386-type desktop computers with 486 PCs
with bigger hard disks, more memory,
and better monitors. The new computers
cost much less than their predecessors.
The replacement cycle will take about
one year. Completion will more or less co-
incide with the adoption of Windows
software by all ISNAR staff, and the avail-
ability of desktop Internet access for all
staff via the new CGIAR-wide integrated
voice and data network being installed.

Computer Services provided technical
assistance to the NARS of two countries.
In Egypt the unit helped to set up an e-
mail network to link agricultural re-
searchers in national institutes and
universities. Technical backup to the net-
work was provided by e-mail from
ISNAR headquarters in The Hague. In
Uganda, the unit reviewed computer
services within NARQ. Finally, the head
of the unit participated in drafting an in-
formation strategy for the CGIAR system
and a proposal for a global integrated
voice and data communications network
for the system. (See text below.)

Globa connectlons' the CGIAR centers adopt
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The strategy sees 1mproved management of mformahon and makmg use: of up -t

: "The strategy recogmzes the profound changes gomg on both inside. the _CGIA
system-and in the outmde technologlcal environment. Within the CGIAR,'?: greater
-.=empha51s is now being given to system-wide mltlatlves s opposed to the center-
specific efforts typical of the CGIAR since its mceptmn This: sh1ft1ng approach de:
. _*'mands better coordmatlon of mformation ﬂows ’

Ar the. same hme, the centers are’ launchmg progra mvolvmg stronger, partner-

ships with NARS NGOS, ;md other actors. Also, among sgme of the large,'special-
sized organizations, such as FAO and CABI, there is a move to collaborate w1th
=-f'?-:=-CGIAR centers on: mformatwn act1v1t1es Remforcmg mformatmn management of="

»':?'CGIAR and w1th outsnde partners, technological compatlblllty but 'w1thout Imuf-f_ ‘
mg a center s ﬂexlblhty to accommodate new and emergmg technoiogaes, and part-

; mun p011c1es ‘and standards n areas where collectwe ot collaborahve actlon is nec—
essary, greater sharmg of each-other’s fac1ht1es, and a common commumcatmn
M,,mfrastructure =
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;z;Q'Intégraf:;é:d voice. and:';aatai"netWOrk

The creation of a: systemw1de mtegrated voice and data network (IVDN) was; pro-—-;;

posed and agreed on in principle late in 1994.°A dedicated IVDN will gnable the
.CGIAR to install systemwade information. applications oh a common pIatform It
will ease voice and data communication among the centers, . with cost savings on

, :vmce calls going toward the improvement of data commumcahon. Tt will also pro-

“videfull Internet connectnv:ty Installation of the IVDN' will take about two yeats.
SNAR p]ayed a key role in the conception and de51gn of thxs pro;ect

Administrative Services supports the day-
to-day operations of ISNAR’s two pro-
grams and various operational units. It
comprises four units: accounts, central
files and telecommunications, personnel
and travel, and services and supplies.

On the personnel side, ISNAR’s staff
stood at 82 employees at the end of 1994,
down from 85 a year earlier. Thirty-six are
internationally recruited professionals, 15
are locally recruited professionals (re-
search assistants and technical specialists},
and 31 are locally recruited staff in the
general services area. The latter provide
secretarial and office service support
Thirty-seven employees are women, of
which nine occupy professional-level po-
sitions, Of the seven internationally re-
cruited staff members who left ISNAR in
1994, three retired.

The small staff reduction since 1993 re-
flects, in part, the caution exercised by
ISNAR management in recruiting new
staff due to the tight funding situation
facing the institute.

ISNAR continued with its ongoing in-
ternal audit activities during the year with
an examination of the system of inventory

control and disposal of fixed assets. While
the audit report gave no cause for concern
over the way the overall system functions,
it did make several suggestions for im-
provements. For example, it recom-
mended speeding up disposal of surplus
assets, particularly computer equipment,
andl using electronic equipment to stream-
line inventory tasks.

In the area of interinstitutional coop-
eration, ISNAR initiated contacts among
international organizations based in the
Netherlands, including the UN and UN-
affiliated bodies. Regular meetings will al-
low participating organizations to share
information and experience on common
problems and issues. One advantage will
be to provide better information on job
opportunities for ISNAR staff members’
spouses, particularly those who have pro-
fessional qualifications.

A final highlight of Administrative
Services’ activities was collaboration with
the Dutch government resulting in the
clarification of two aspects of [SNAR's
headquarters agreement: the tax status of
ISINAR staff and the disposal of imported
assets.
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ISNAR around the World: Research, Advisory Service, and Training

The following pages present, in brief, ISNAR's 1994 activities
around the world. Included are global, regional, and national activi-
ties and events that ISNAR either organized alone, conducted
jointly with other organizations, or contributed to by providing re-
source people. ISNAR collaboration with other CGIAR centers is
presented at the end of the country listings.

Organized and hosted a three-day in-
ternational workshop on research poli-
cies and management for agricultural
growth and sustainable use of natural
resources, with the cooperation and
support of Germany’s DSE. See box
page 75.

Sponsored with IFAD and bilateral do-
nors a three-day consultation in Rome
with NARS leaders and CGIAR center
directors to discuss the NARS vision
of international agricultural research.

Organized a three-day consultation at
headquarters with research leaders
from Cameroon, Costa Rica, Ecuador,
Ethiopia, Fiji, Ghana, Mali, Morocco,
and Uganda to review the design of a
method for assessing organizational
performance. The method, a model for

REGIONAL ACTIVITIES

Sponsored a one-day meeting of Afri-
can NARS leaders with the Technical
Advisory Committee to the CGIAR,
representatives of several IARCs, and
African regional organizations. Other
sponsors of the meeting, which was

scoring research outputs and manage-
ment practices, will be tested by man-
agers in-country.

Organized and hosted a roundtable on
regional priority setting for about 30
leaders from NARS, IARCs, regional
centers, and donors. They reviewed
the situation to date, identified con-
straints, and made proposals for fu-
ture activities,

Held a week-long meeting at head-
quarters to provide training for fi-
nance officers from Burkina Faso
(INERA), Senegal (ISRA), Uganda
{(NARQ), Tanzania (MA-NALRP), and
Pakistan (DGARS) in financial man-
agement and the organization of fi-
nance departments.

called to examine the question of

TARC-NARS  partnerships,  were
WARDA (which hosted the meeting)
and SPAAR.

Provided technical assistance and lo-
gistical support to agricultural re-
search leaders in 10 West African

93




1994 Annual Report

countries who launched two initiatives
to reinforce cooperation among their
research systems. Two separate net-
works were established to facilitate
joint efforts to develop tools and mod-
els for improved agricultural research
management. Burkina Faso, Niger,
Mali, and Togo participate in the first
network; Cameroon, Coéte d'Ivoire,
Guinée, Nigeria, Ghana, and Sierra
Leone are involved in the second.

Collected and analyzed time-series
data on funding and staffing of agricul-
tural research in sub-Saharan Africa, as
part of the on-going ISNAR Indicator
Series project, funded by the Italian
government and SPAAR. Finalized sta-
tistical briefs on Burkina Faso, Cape
Verde, Ethiopia, Ghana, Madagascar,
Mali, Namibia, Nigeria, and Senegal,
and prepared drafts on Codte d'Ivoire,
Lesotho, Sudan, Swaziland, and Zim-
babwe, for review by officials in the re-
spective countries.

Joined the working group of the East-
ern Africa framework for action (FFA)
led by SPAAR and national agricul-
tural research institutes in 10 coun-
tries. Participated in the creation of the
Association for Strengthening Agricul-
tural Research in Eastern and Central
Africa (ASARECA), which evolved
from the framework for action. See
box page 66.

Served on the SPAAR task force
charged with preparing a framework
for action for agricultural research in
West and Central Africa.

Participated in the fourteenth plenary
session of SPAAR held in Paris. Pre-
sented a paper titled “Agricultural
Policy Analysis in Support of Institu-
tion Building in NARS in Africa.”

m Participated in a USAID-sponsored

SPAAR workshop, held in The Gam-
bia, on regionalization in agricultural
research in West and Central Africa.
Presented a paper to the plenary ses-
sion titled “Coordination of Research:
Issues, Experiences, and Lessons from
Qutside Africa.”

Pro vided assistance to the directors of
Eastern and Central African national
agricultural research institutes (Bu-
rundi, Ethiopia, Kenya, Madagascar,
Rwanda, Sudan, Tanzania, Uganda,
and Zaire) in developing joint mecha-
nisms for managing USAID-supported
collaborative agricultural research net-
works.

Organized several training seminars
with ESAMI as part of the SACCAR-
ESAMI-ISNAR agricultural manage-
ment training project for research
managers from the SADC countries.
Additional funding was provided by
SACCAR and USAID. Themes of the
seminars were strategic human re-
source planning for small NARS, proj-
ect proposal writing and resource
mobilization, gender analysis, and
data base and information manage-
ment.

Collaborated with the University of
Hohenheim, Benin, and Nigeria on the
BMZ-funded project Strengthening the
Role of Universities in NARS in sub-
Saharan Africa. Set up national steer-
ing committees and organized a
workshop jointly with national con-
sultants in Nigeria and Benin.

Collaborated with NATURA on draft-
ing a project proposal for a Furopean
master’s degree program in agricul-
tural research management designed
for African research managers, espe-
cially those in mid-career.
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BENIN

m Collaborated with a national team on
drafting a five-point policy on agricul-
tural research, the contents of which
were approved by the cabinet in De-
cember. See box page 64.

m Collaborated with a national working
group on conducting a staff survey
and establishing a human resource
data base, and carried out a diagnostic
review of INRAB's financial manage-
ment procedures.

m Provided assistance with integrating
natural resource management research
with production research.

u Collaborated with the Université Na-
tionale du Bénin to implement phase 1
of the “universities in NARS” project.

BURKINA FASO

m Completed research for a country
study on existing and potential links
between agricultural research organi-
zations and farmers’ organizations.

m Completed a country study for the
structural adjustment and agricultural
research project.

m Finalized a statistical brief for the
ISNAR Indicator Series project.

CAPE VERDE

m Finalized a statistical brief for the
ISNAR Indicator Series project.

COTE D'IVOIRE

m Completed data gathering and drafted
a statistical brief for the ISNAR Indica-
tor Series project.

ERITREA

m Held preliminary discussions with the
government and attended a donors’
meeting in anticipation of possible
ISNAR assistance to the Ministry of
Agriculture in the preparation of an

agricultural research strategy and me-
dium-term plan,

ETHIOPIA

m Finalized a statistical brief for the
ISNAR Indicator Series project.

THE GAMBIA

m Advised on the creation of an autono-
mous institute for agricultural re-
search. Helped prepare a plan to
evaluate the performance of agricul-
tural researchers working in govern-
ment ministries and to reassign them
to the new institute.

GHANA

m Organized and held a five-day work-
shop to train staff in the use of
INFORM, in the context of the na-
tional agricultural research project
funded by ODA.

m Finalized a statistical brief for the
ISNAR Indicator Series project.

s Completed research for a country
study on existing and potential links
between agricultural research organi-
zations and farmers” organizations.

GUINEE

a With World Bank funding, assisted
IRAG and the Ministry of Agriculture,
Livestock, and Forestry with the iden-
tification of research projects.

m Completed research, begun in 1992
and funded by the World Bank, on the
human resources in three institutes
(TIRAG, SENASOL, and LNPVDS).
Produced a report that lays the
groundwork for planning short- and
long-term training events.

KENYA

m Collaborated with KARI and the
Humboldt University of Berlin on a
joint project on pricrity setting for live-
stock research.
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m Worked with KARI scientists to de-
velop and institutionalize a priority-
setting process for agricultural re-
search. An outposted staff member is
funded by the Rockefeller Foundation.

m Participated in a World Bank mission
to formulate a second national agricul-
tural research project.

m Completed research for a country
study on existing and potential links
between agricultural research organi-
zations and farmers’ organizations.

m Helped organize and conduct training
workshops as part of the KARI-ISNAR
Management and Training Linkage
project supported by the European
Union. Topics covered were planning,
monitoring, and evaluation; scientific
writing and presentation; soil and
water management research; links
with extension; and farming systems
approaches.

m Coached two KARI trainees who came
to ISNAR headquarters fo improve
their skills in desk-top publishing and
production of training materials, par-
ticularly videos.

m Organized two training workshops at
KARI to implement INFORM, the
ISNAR-developed management infor-
mation system.

LESOTHO

m Completed data gathering and drafted
a statistical brief for the ISNAR Indica-
tor Series project.

MADAGASCAR

m Assisted FOFIFA in updating their
master plan for agricultural research.

m Finalized a statistical brief for the
ISNAR Indicator Series project.

MALI

m Finalized a statistical brief for the
ISNAR Indicator Series project.

MAURITANIA

m Assisted the government and the na-
tional institutions for research and
higher education with the estab-
lishment of a 10-year national agricul-
tural research plan, to be finalized and
adopted at a national seminar in
February 1995.

MOZAMBIQUE

m Assisted INIA with finalizing an op-
erational plan for agronomic research.
Helped prepare a workshop to inform
researchers, ministry officials, donors,
and NGOs of the plan’s content and to
obtain feedback before the plan’s final
revision.

s Assisted the Ministry of Agriculture
with preparations for a ministry-wide
strategic planning exercise, This was
done through an interinstitutional loan
of an ISNAR staff member to the FAOQ
Investment Centre. The work was a
preliminary step in formulating a
government framework for agricul-
tural investments, including those in
research.

NAMIBIA

m Collaborated with national working
groups to prepare an agricultural re-
search master plan following a review
of the NARS. The lead agency is the
Department of Research and Training
in the Ministry of Agriculture, Water
and Rural Development.

m Finalized a statistical brief for the
ISNAR Indicator Series project.
NIGER

m Participated in a World Bank-funded
project on research program design
and management.
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NIGERIA

m Finalized a statistical brief for the
ISNAR Indicator Sertes project.

m Collaborated with the Ahmadu Bello
University to implement phase 1 of
the “universities in NARS"” project.

RWANDA

m At the government’s request, reviewed
the post-war situation at ISAR regard-
ing infrastructure, equipment, and hu-
man resources. Proposed priority
areas for resuming on-station research
and assessed what would be needed to
carry it out.

SENEGAL

m Received a high-level delegation at
headquarters to discuss the USAID-
supported Natural Resource Based
Agricultural Research (NRBAR) proj-
ect and provided support and advice
on the design of a new ISRA financial
management system and linkages
with the management information sys-
tem, INFORM.

w Trained staff in five research depart-
ments and headquarters to collect,
process, and present information on re-
search activities and resources. Guided
department managers in their role as
supporters and users of INFORM. This
was the third phase of a four-phase
project to install INFORM at ISRA.

m Finalized a statistical brief for the
ISNAR Indicator Series project,
SWAZILAND

m Completed data gathering and drafted
a statistical brief for the ISNAR Indica-
tor Series project.

TANZANIA

m Held a four-day workshop to train
DRT staff in the use of INFORM.

m Assisted DRT with the implementa-
tion of the National Agriculture and
Livestock Research Project, via an out-
posted staff member. Participated in a
World Bank review mission of the
project.

TOGO

m Conducted a diagnostic review of agri-
cultural research and prepared the first
phase of the agricultural research proj-
ect, which consists of identifying the
components to be integrated into a
strategic plan.

UGANDA

Continued collaboration with NARO un-
der the comprehensive institutional de-
velopment (CID) program, supported by
the World Bank and ISNAR'’s core budget.
The foliowing activities were supported
by two outposted [SNAR staff and, in
some instances, also by headquarters
staff:

m Reviewed and updated the NARO
“scherme of service” (conditions of em-
ployment, including salaries and
benefits).

m Recruited staff both internally and
externally.

m Developed an organizational
management structure.

and

m Updated research pricrities and for-
mulated guidelines for translating pri-
orities into proposals.

m Organized a workshop to train re-
searchers in the use of INFORM.

m Created INFORM-related data bases
on both research activities and human
resources.

m Assessed scientific and management
information needs.

m Worked with the Research-Extension
Linkages Unit (RELU) to set up link-
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ages between NARO and the Exten-
sion Department, Makerere University,
the Ministry of Natural Resources, and
the Ministry of Trade and Industry.

m Assessed management training needs
and presented the results to top man-
agement. See box page 87.

ZAMBIA

m Held a two-day consultation on the
development of a management infor-
mation system for the Research Branch
of the Zambian Ministry of Agricul-
ture, Food, and Fisheries.

ZIMBABWE

m Participated in a three-day research
management workshop on agricul-
tural research impact evaluation and
policy analysis, jointly organized by
the University of Zimbabwe and the
University of Manitoba, with financial
support from IDRC.

m Completed data gathering and drafted
a statistical brief for the ISNAR Indica-
tor Series project.

REGIONAL ACTIVITIES

m Organized and conducted a regional
seminar on planning, priorities, and
policies for agricultural biotechnology
for representatives of public and pri-
vate organizations in Southeast Asia
(Indonesia, Malaysia, Philippines, Sin-
gapore, Thailand, Vietnam). See box
page 73.

BHUTAN

s Completed phase three of a project to
reinforce natural resource research, in
collaboration with the Ministry of Ag-
riculture and with the financial sup-
port of SDC. This implementation
phase included work on research plan-
ning, priority setting, and resource al-
location; monitoring and evaluation
mechanisms; project budgeting; and a
management information system.

m Provided INFORM fraining at ISNAR
headquarters for two Bhutanese scien-
tists who later served as trainers dur-
ing a weeklong workshop for
scientists from the principal regional
research centers.

m Provided the regional research centers
with an integrated computer program
linking a set of research management
tools to major research management
functions (planning, monitoring, and
evaluation) and held a workshop to
train scientists in its use.

INDIA

m Finalized and submitted a strategy for
a national agricultural research infor-
mation system {ARIS), which includes
information for managers, for scien-
tists, and on natural and physical re-
sources. ICAR formally accepted the
strategy in December. Initially, an in-
formation network consisting of some
240 sites will be created, based on a
mixture of land-line and satellite
technologies.

PHILIPPINES

m Established preliminary contacts with
PCARRD following its request for
ISNAR cooperation in developing a
strategy for a national agricultural re-
search information system, modelled
on the work done in India. Planned a
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two-phase strategy development pro-
cess consisting of needs assessment
and technology assessment phases.

SRI LANKA

w Collaborated with CARP to extend
content and use of INFORM, which
has been in operation in the NARS
since 1988-89. The focus has been on
data necessary for monitoring and
evaluation. Preliminary fieldwork was

carried out mainly at the Coconut Re-
search Institute. Funding was pro-
vided by GTZ.

VIETNAM

m Developed plans for a diagnostic re-
view of the NARS at the request of
MAFI-DAST. Denor support is being
sought and the review will likely take
place in late 1995.

AR

REGIONAL ACTIVITIES

m Held a regional training workshop on
planning, monitoring, and evaluating
agricultural research for CARDI and
other Caribbean organizations. Partici-
pants included agricultural research
officials from Antigua, Belize, Bar-
bados, Dominica, Grenada, Guyana,
Jamaica, Montserrat, St.Kitts/ Nevis,
St. Lucia, St Vincent & the Grena-
dines, Trinidad & Tobago, as well as
representatives of the various minis-
tries of agriculture and of WINBAN.
Funding was provided by CTA and
IDB.

m Organized, in cooperation with CATIE
and IICA, the closing workshop of the
project to strengthen agricultural re-
search management in Latin America
and the Caribbean. Various agricultural
research organizations in the region
were represented: INTA, Argentina;
IBTA, Bolivia; EMBRATPA, Brazil; INIA,
Chile; CORPOICA, Colombia; ICA, Co-
lombia; PROCADI, Colombia; MAG,
Costa Rica; MINAG, Cuba; SEA, Do-
minican Republic; INIAP Ecuador;
ICTA, Guatemala; MINAG, Guyana;
MINAG, Jamaica; IDIAF, Panama; DIA,
Paraguay; FEAS, Peru; INIA, Peru;
INIA, Uruguay; FONAIAP, Venezuela;

PROCIANDING, Andean Region;
CARDI, Caribbean; CIAT interna-
tional; CATIE, Latin America; HCA,
Latin America; and PROCISUR, South-
ern Cone. Financial support was pro-
vided by lICA, CATIE, SDC, IFAD, IDB,
CTA, PRIAG, and IDRC.

m Consolidated [SNAR’s links with IICA
by signing an agreement to strengthen
cooperation  between the two
institutes.

ECUADOR

m Signed a memorandum of under-
standing to establish a comprehensive
institutional development (CID) pro-
gram for INIAT.

u Collaborated on the formulation of an
integrated  three-year project to
strengthen agricultural research.

m Worked on the implementation and
adjustment of a salary scale, the design
of a planning system, and the estab-
lishment of an information manage-
ment system.

m Provided assistance in integrating
natural resource management research
with production research.
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GUATEMALA

a Made an exploratory visit to assess
progress made in modernizing ICTA,
to identify potential areas for ISNAR's
intervention, and to share ISNAR's ex-
periences in institutional development
in Latin America and the Caribbean.

PARAGUAY

a Signed a memorandum of under-
standing with the Ministry of Agricul-
ture and Livestock, following the
design of a framework for a program
to support the implementation of a
new agricultural research institute.

a Held discussions with IDB concerning
ISNAR participation in preparing a
major project to create and develop a

new decentralized semi-autonomous
institute.

URUGUAY

m Collaborated with INIA on the con-
tinuing modernization of the institute
by adapting and applying tools and
organizational mechanisms developed
with ISNAR’s assistance.

m Participated in designing a simpler
and more flexible planning system for
INIA and prepared a proposal for its
further implementation.

m Assisted with the integration of
INFORM with INIA's project manage-
ment information system by training
an INTA staff member at ISNAR head-
quarters in The Hague.

REGIONAL ACTIVITIES

u Held a regional seminar in Beirut as
the final phase of the joint AOAD-
ISNAR Strengthening Agricultural Re-
search Management in the Arab Coun-
tries (SARMAC) project, which was
partially funded by UNDP. The semi-
nar enabled 18 research leaders from
12 Arab countries, plus several re-
source persons, to exchange ideas and
discuss lessons learned from studies of
the agricultural research systems of
Algeria, Irag, Sudan, and Yemen.

m Cosponsored AARINENA's Fourth
General Conference held in Cairo and
participated in the conference’s re-
search management seminar.

m Served as a moderator at the Ismailia
international cotton workshop, “Cot-
ton Production and Prospects for the
Next Decade.”

m TParticipated in the synthesis work-
shop of a project titled “Promoting the
Role of Universities in the NARS of
Selected Near-East Countries” held in
Morocco. The project was funded by
FAQO and executed jointly by FAO and
AARINENA.

ALGERIA

m Jointly organized a national seminar
with the Algerian Ministry of Agricul-
ture and AOAD, to discuss the results
of a diagnostic review of the Ministry
of Agriculture. This was part of the
UNDP-funded SARMAC project.

EGYPT

m Collaborated with CEMARP to train
staff of ARC’s 21 research institutes
and central laboratories and of 16 fac-
ulties of agriculture in developing
data bases on researchers, academic
staff, and postgraduate students and
their research activities.
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m  Assisted with drafting a national re-
search strategy, as well as five-year
and annual plans and programs for
oasis-related research, which aims at
improving sustainable agriculture un-
der desert conditions.

IRAN

m  Trained data base operators and users
from AREEO and helped them to de-
velop computerized data bases. The
success of this exercise led AREEO to
request ISNAR assistance with ex-
panding data base coverage at the na-
tional and regional (intexcountry)
level.

KUWAIT

m  Set up data bases on researchers and
research at PAAFR and designed a col-
laborative  program to improve
PAAFR capabilities in research policy,
organization, and management.

LEBANON

m  Trained operators and users in the use
and updating of data bases for agricul-
tural research management.

m Held a national workshep in Beirut to
introduce, discuss, and adapt con-
cepts, methods, and tools for strategic
planning and program design, includ-
ing priority setting between and
within research programs.

MOROCCO
wm Launched a two-year project, funded

by GTZ, to strengthen research man-
agement at INRA. See box page 69.

m Reviewed, with the staff of INRA's
Aridoculture Centre, the task of for-
mulating options for sustainable, rain-
fed agricultural production systems.

SUDAN

= Assisted ARC in updating its manage-
ment data bases and in training data
base operators and users.

m  Completed data gathering and drafted
a statistical brief for the ISNAR Indica-
tor Series project.

YEMEN

® Provided training at ISNAR headquar-
ters for a group of management data
base operators from AREA.

m Organized and hosted a five-day
workshop on the information needs of
the CGIAR system of international
centers, resulting in a draft informa-
tion strategy for the CGIAR centers.
See box page 89.

m Served on a special task force on elec-
tronic communication that formulated
a proposal for an integrated voice and
data network linking the CGIAR cen-
ters. See box page 91.

®  (Collaborated with ICRAF and with the
NARS of Cameroon, Ghana, and Nige-

ria to set priorities for research on the
improvement of multipurpose trees in
West Africa.

m  Hstablished an agreement with IFPRI
for collaborating on collection and
analysis of global information on hu-
man and financial resources invested
in national agricultural research, as a
continuation of the Indicator Series
work begun by ISNAR.

m  (Coniributed to ICARDA’s work by
carrying out an impact evaluation of
the “Long-Term Trial Program” as part

101




1994 Annual Report

of the second phase of ICARDA’s Nile
Valley Regional Program in Egypt,
supported by the European Union.

With funding from USAID, collabo-
rated with ICARDA to help Jordan de-
velop its agricultural research strategy.

In collaboration with ICRISAT, con-
ducted a two-day workshop in Bo-
tswana on program and project
planning for the SADC countries’ sor-
ghum and millet research program.

m Participated in an exploratory mission

to the Russian Federation along with
three other international centers —
CIE, ICARDA, and IPGRI. The mis-
sion, organized by the World Bank,
was to prepare for the first phase of a
project titled “Agricultural Research
and Training in Transition.” The pro-
ject will be conducted in coliaboration
with the Ministry of Agriculture and
Focd and the Russian Academy of Ag-
ricultural Sciences.
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_ ISNAR Publications and Other Major Documents

Publications about ISNAR

Annual Report 1993.

ISNAR Newsletter No. 24.

ISNAR Newsletter No. 25.

I[SNAR Newsletter No. 26, including a four-
page insert: Strengthening the Role of
NARS in Improving the CGIAR system.
Adapted from the presentation Christian
Bonte-Friedheim made to the International
Consultation on the Development of a
NARS Vision of International Agricultural
Research, held at IFAD in December 1994.

LISNAR en bref N° 6.

L'ISNAR en bref N° 7.

Catalog of Publications 1993-94.

Catalog of Publications 1993-94 Supplement.

Research Management Guidelines

No. 2. Guide d’élaboration de programmes et
d’établissement de priorités. Marie-Hélene
Collion et Ali Kissi.

No. 3. Guide pour le praticien d'INFORM,
systéme d’information de gestion pour la
recherche agricole.

Research Reports

No. 3. {REPRINT) Intellectual Property Rights
for Agricultural Biotechnology: Options
and Implications for Developing Coun-
tries. By Jeroen van Wijk, Joel L. Cohen, and
John Komen.

No. 5f. Biosecurité: Maitrise des risques dans
I'application des biotechnologies a 'agri-
culture et a lenvironnement. Par GJ.
Persley, L.V. Giddings et C. Juma.

No. 6. Biotechnology Priorities, Planning and

Policies: A Framework for Decision Mak-
ing. By Joel . Cohen.

Briefing Papers
No. 2 (REPRINT). Ecuador: Agricultural Re-

search in the Public and Private Sectors. By
Cesar A. Falconi.

No. 8f. Comment améliorer la liaison entre la
recherche et le transfert des technologies
agricoles en Afrique. Par Thomas Eponou.

No. 9. Structural Adjustment and Agricultural
Research in Chile. By Eduardo Venezian
and Eugenia Muchnik.

No. 10. Investigacién Agricola y el Sector Pri-
vado: Hacia un Marco Conceptual. Por
César A. Falconi y Howard Elliott.

No. 11. Financing National Agricultural Re-
search: The Challenge Ahead. By Christian
Bonte-Friedheim, Steven R. Tabor, and
Johannes Roseboom. )

No. 12. Regional Priority Setting: Report of a
Roundtable (ISNAR, 18-20 April 1994). By
Declan Walton.

No. 13. Restructuring Agricultural Research:
Some Lessons from Experience. By
Lawrence Busch and R. James Bingen

No. 14. New Perspectives for Vulnerable Insti-
tutions: Agricultural Research Systems
the Small Countries of West Africa. By Elon
Gilbert, Peter Matlon, and Pablio
Eyzaguirre.

No. 15. Report of a Workshop: Strengthening
the Role of Farmers’ Organizations in Tech-
nology Development and Transfer.

No. 16. The Use of Systems Methods by NARS
for Addressing Natural Resource Issues. By
Peter Goldsworthy, Frits Penning de Vries,
and Jan van Dongen.

No. 17. The Use of Systems Methods in Inter-
national Agricultural Research Centers. By
Peter Goldsworthy, Frits Penning de Vries,
and Jan van Dongen.

Country Reports

R57. Management of National Agricultural Re-
search Systems in Selected Arab Countries:
An Overview.

Discussion Papers 1994

Discussion papers are preliminary rveports of
work in progress at ISNAR, They are neither
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formally reviewed nor edited and their ciren-
lation is limited.

No. 94-1. Return to PAPA: Ancther training
impact evaluation. By E.G. Brush.

No. 94-3. International agricultural productiv-
ity patterns. By B.J. Craig, P.G. Pardey, and
]J. Roseboom.

No. 94-4. Structural adjustment and agricul-
ture. By G.M. Scobie and V. Jacobsen.

No. 95-5. Structural adjustment and agricul-
tural research in Chile. By E. Venezian and
E. Muchnik.

No. 95-6. Coordination of research: Issues, ex-
periences, and lessons from outside Africa.
By H. Elliott.

No. 94-7. Intellectual property rights and na-
tional agricultural objectives in developing
countries. By J. Cohen.

No. 94-8. Public- and private-sector inter-
actions in agricultural research in less-de-
veloped countries: The case of Jamaica. By
C.A. Falconi and J.R. Reid.

No. 94-9. The institutional environment for re-
gional research: Comparative experiences
from small countries. By P.B. Eyzaguirre.

No. 94-10. The management of scientific infor-
mation and corporate communications in
Mali’s Institut d’Economie Rurale (IER):
An assessment of constraints and needs.
By G. Toomey and N. Bosso.

No. 94-11. Structural adjustment and agricul-
tural research in Sri Lanka. By SR, Tabor
and R.H.5. Samaratunga.

No. 94-12. Evaluation of ISNAR's implermen-
tations of INFORM (Agricultural Research
Management Information Systemns) to date
and proposals for the future. By R. Vernon.

No. 94-13. Managing financial resources: Prin-
ciples and recommendations for agricul-
tural research managers. By H. Bruneau.

No. 94-14. Management of change for national
agricultural research organizations. By S.H.
Hobbs,

No. 94-15. Benchmark study: Recruitment of
managers: Example from the National In-
stitute of Agricultural Technology (INTA)
Argentina. By S.H. Hobbs, RM. Longo-
bardi, and H.C. Julian.

No. 94-17. New perspectives for vulnerable in-
stitutions: Agricultural research systems in
the small countries of West Africa. By
E. Gilbert, P. Matlon, and F. Eyzaguirre.

No. 94-18. Public and private R&D in Latin
America and the Caribbean. By C.A. Fal-
coni and H. Elliott.

No. 94-19. A summary of selected charac-
teristics of some current and planned
ecoregional initiatives of the CGIAR. By
S.W. Duiker and PR. Goldsworthy.

Statistical Briefs

Statistical briefs are informal publications
with limited distribution. Single copies are
available on request, at no charge. Multiple
copies are available at a small charge to eover
photocopying, handling, and postage.

No. 7. Statistical brief on the national agricul-
tural research system of Ethiopia. By
J. Roseboom, N.M. Beintema, and
P.G. Pardey.

No. 8. Statistical brief on the national agricul-
tural research system of Ghana. By J. Rose-
boom and P.G. Pardey.

No. 9. Statistical brief on the national agricul-
tural research system of Burkina Faso. By
V. Mazzucato.

No. 10. Statistical brief on the national agricul-
tural research system of Senegal. By
V. Mazzucato and ML.E. Ly.

No. 11. Statistical brief on the national agricul-
tural research system of Mali. By V. Mazzu-
cato.

No. 12. Statistical brief on the national agricul-
tural research system of Madagascar. By
1. Roseboom and P.G. Pardey.

No. 13. Statistical brief on the national agricul-
tural research system of Namibia. By
N.M. Beintema, P.G. Pardey, and ]. Rose-
boom.

No. 14. Statistical brief on the national agricul-
tural research system of Cape Verde. By
N.M. Beintema, PG. Pardey, and J. Rose-
boom.

No. 15. Statistical brief on the national agricul-
tural research system of Nigeria. By
N.M. Beintema, P.G. Pardey, ]. Roseboom,
and E.Q. Oyedipe.
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Other documents produced by ISNAR

Actualisation du plan directeur de Ia recherche
agricole. FOFIFA, Madagascar.

Report of a Conference of Leaders of National
Agricultural Research Systems in Sub-Sa-
haran Africa: Cotonou, Benin, 8-10 Sep-
tember 1993.

Etude du systéme de recherche relevant du
ministére de 1'Agriculture de la République
Algérienne Démocratique et Populaire.

International Initiatives in Agricultural Bio-
technology: A Directory of Expertise.

Monitoring and Evaluation in Agricultural Re-
search: Concepts, Organization, and Meth-
ods. By Josette Murphy.

Monitoring and Evaluating Agricultural Re-
search: Report of a Workshop. Muguga,
Kenya, October 25-29, 1993. Edited by
D. Horton et al.

Planificacién, Seguimiento y Evaluacién de la
Investigacién Agropecuaria: Informe del
Segundo Curso. Ibarra, Ecuador, 27 sep-
tiembre - 1 octubre, 1993. Douglas Horton
et al. (editores)

Planning, Monitoring and Evaluation of Agri-
cultural Research. Proceedings of a Work-
shop, April 11-15, 1994, Trinidad. Edited
by D. Horton et al.

Proyecto para el Fortalecimiento de la Admin-
istracién de la Investigacion Agropecuaria
en América Latina y el Caribe: Informe de
Evaluacidn Final.

Training Needs and Organizational Con-
straints Assessment in Uganda. By Zenete
Franga et al. NARO and ISNAR.

External publications by ISNAR staff

Alston .M. and P.G. Pardey. 1994. Distortions
in Prices and Agricultural Research Invest-
ments. In Agricultural Technology Policy Is-
sues for the International Community, edited
by J.R. Anderson. Wallingford, UK: CAB
International: 58-83.

Alston, J.M., E.G. Pardey, and H.O Carter. 1994.
Valuing UC Agricultural Research and Ex-
tension. Davis: University of California.

Anderson, J.R., PG. Pardey, and J. Roseboom.
1994. Sustaining Growth in Agriculture: A
Quantitative Review of Agricultural Re-

search Investments. Agricultural Economics
Vol. 10, No. 2: 107-123.

Bebbington, A.]., D. Merrill-Sands, and ]. Far-
rington. Farmer and Community Organi-
zations in Agricultural Research and
Extension: Functions, Impacts, and Ques-
tions. ODI Network Paper No. 47. London,
UK: Overseas Development Institute.

Bonte-Friedheim, C.H. and A.H. Kassam.
1994. The Challenges of the Future of the
Land. In The Future of the Land: Mobilising
and Integrating Knowledge for Land Use Op-
tions, edited by L.O. Fresco et al. Chiches-
ter, UK: John Wiley: 377-384.

Bonte-Friedheim, C.H. and AH. Kassam.
1994. Challenges to the Biophysical and
Human Resource Base. In The Future of the
Land: Mobilising and Integrating Knowledge
for Land Use Options, edited by L.O. Fresco
et al. Chichester, UK: John Wiley: 377-384.
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. Consultants to ISNAR

Ange Aclinou, Institut National des Recher-
ches Agricoles du Bénin, Cotonou, Benin

Claude C. Adandedjan, Université Nationale
du Bénin, Cotonou, Benin

Ashral Ali, Caribbean Agricultural Research
and Development Institute, Kingston,
Jamaica

Maria E.O. Amaiz, Michigan State University,
East Lansing, Michigan, USA

Timothy Balaguru, National Academy of Agri-
cultural Research Management, Hydera-
bad, Andhra Pradesh, India

Franz-Josef Batz, Humboldt Universitit, Ber-
lin, Germany

R. James Bingen, Michigan State University,
East Lansing, Michigan, USA

Peter von Blanckenburg, Humboldt Univer-
sitdt, Berlin, Germany

Lawrence Busch, Michigan State University,
East Lansing, Michigan, USA

Henri Carsalade, Centre de Coopération Inter-
nationale en Recherche Agronomique pour
le Développernent, Paris, France

Simon Chater, Free-Lance Editor, Buck-

fastleigh, Devon, UK

Donald CM. Corbett, Independent Consul-
tant, Redbourn, Hertfordshire, UK

Edwin Croes-Hernandez, Independent Con-
sultant, The Hague, The Netherlands

Matthew Dagg, Independent Consultant, Ag-
ricuttural Research Management, Leeds,
UK

Jean Detongnon, Institut National des Recher-
ches Agriceles du Bénin, Cotonou, Benin

Robert Ellinger, Independent Consultant,
Drysdale, Victoria, Australia

Alpho Mgbanu Emechebe, Institute of Agri-
cultural Research, Zaria, Nigeria

Biaou Felix, Graduate Student, Centre Ivoirien
de Recherches Economiques et Sociales,
Abidjan, Cote d'Tvoire

Steven Franzel, International Centre for Re-
search in Agroforestry, Nairobi, Kenya

Albert Gierend, Humboldt Universitit, Berlin,
Germany

Franz Heidhues, University of Hohenheim,
Stuttgart, Germany

Donald P. Holdgate, Independent Consultant,
Aerdenhout, The Netherlands

Pocha Horton, Free-Lance Translator, The
Hague, The Netherlands

Hannah Jaenicke, International Centre for Re-
search in Agroforestry, Nairobi, Kenya

H. Krishan Jain, Independent Consultant,
New Delhi, India

Judy A. Kahn, Free-Lance Editor, The Hague,
The Netherlands

K. Robert Kern, Independent Consultant,
Communications for Agriculture World-
wide, Ames, Jowa, USA

Dieter Kirschke, Humboldt Universitiat, Ber-
lin, Germany

Ali Kissi, Institut National de la Recherche
Agronomique, Rabat, Morocco

Abdelali Lamari, Institut National de la Re-
cherche Agronomique, Rabat, Morocco

Paul Marcotte, University of California, Davis,
California, USA

Ahohounkpanzon Michel, Ministere de la
Culture et des Communications, Cotonou,
Benin

Caroll Moudachirou, Free-Lance Translator,
Cotonou, Benin

1.0. Mugah, Kenya Agricultural Research In-
stitute, Nairobi, Kenya

Hannibal Muhtar, AGRICON Int.,, Cambridge,
Ontario, Canada
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Uwe Jens Nagel, Humboldt Universitat, Ber-
lin, Germany

Barry Nestel, Independent Consultant, Great
Chart, Kent, UK

John Nickel, Independent Consultant, Otis,
Oregon, USA

Andrés Ricardo Novoa B., Programa Colombi-
ano para el Avance de la Investigacion,
Santafé de Bogotd, Colombia

Robert Oburra, Egerton University, Njoro,
Kenya

Matthias von Oppen, University of Hohen-
heim, Stuttgart, Germany

Olusegun Ayodeji Osinowo, University of Ag-
riculture, Abeckuta, Nigeria

PAAFR staff in charge of translations, Public
Authority for Agricultural Affairs and Fish
Resources, Kuwait

Philip G. Pardey, International Food Policy
Research Institute, Washington, DC, USA

Kurt Peters, Humboldt Universitit, Berlin,
Germany

Rafael Posada, Independent Consultant, San-
tafé de Bogotd, Colombia

Srinivasan Ramani, National Centre for Soft-
ware Technology, Bombay, India

S.5.E. Ranawana, Veterinary Research Insti-
tute, Department of Animal Production
and Health, Gannoruwa, Peradeniya, Sri
Lanka

Mark Reed, Oregon State University, Corval-
lis, Oregon, USA

R.M.S. Samaratunga, National Planning Divi-
sion, Colombo, Sri Lanka

Tomds Saravi, Centro Agrondmico Tropical de
Investigacién y Ensefianza, Costa Rica

Helmke Satorius von Bach, University of Pre-
toria, South Africa

Michel Sédogo, Centre National de la Recher-
che Scientifique et Technologique, Oua-
gadougou, Burkina Faso :

Lionel Seydoux, Independent Consultant, An-
tananarivo, Madagascar

David Shapire, Pernsylvania State University,
University Park, Pennsylvania, USA

Carmen Siri, Independent Consultant, San
José, Costa Rica

Maro Sondahl, Independent Consultant, Mt.
Laurel, New Jersey, USA

Christiane Soufflet,
Clapiers, France

Free-Lance Translator,

Louise Sperling, Independent Consultant,
New Delhi, India

Lisette Staal, Institute of Food and Agricul-
tural Sciences, University of Florida,
Gainesville, Florida, USA

Jacqueline Stevnsborg, Free-Lance Translator,
The Hague, The Netherlands

Timothy Ajibola Taylor, Independent Consul-
tant, [badan, Nigeria

Hélio Tollini, Empresa Brasileira de Pesquisa
Agropecudria, Brasilia, Brazil

Gerry Toomey, Free-Lance Writer and Editor,
Ottawa, Canada

Houndekon Victorin, Centire Ivoirien de Re-
cherches Economiques et Sociales, Abidjan,
Cote d’Ivoire

Michael Waithaka, Kenya Agricultural Re-
search Institute, Nairobi, Kenya

Laurence A. Wilson, University of the West In-
dies, Trinidad and Tobago

Johan van Zyl, University of Pretoria, Pretoria,
South Africa

Pauline Zoellick, Document Delivery System
Consulting, Boulder, Colorado, USA

Sami and Zeina Zoughbi, Rijswijk, The Neth-
erlands

Madani el Zouttane, Institut National de la
Recherche Agronomique, Rabat, Morocco
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ISNAR Staff

Corina Andrade,* Secretary

Marjolijn van der Beesen, Administrative
Clerk

Gerald Boot, Distribution Clerk

Dympna Byrne, Secretary

Gonzalo de Cesare,* Central Files Clerk
Mieke Chofflet,* Senior Secretary
Jeannette Connelly,* Secretary (part-time)
Willy Dooren,” Senior Secretary

Isabel Flores, Telecommunications
Operator /Central Files Clerk

Viviana Galleno, Senior Secretary
Mary Gavin, Central Files Specialist
Pamela Gené, Secretary

Pauline van Gulik, Secretary

Kim Han,* Library Clerk

Isabelle Hand,* Secretary

Monique Hand,* Secretary
Fionnuala Hawes, Secretary

Hans Hendriks,* Services and Supplies
Clerk

Yvonne Henn, Production Coordinator
Carmel van der Heijden, Secretary
Johann Hoddinott, Secretary

Bianca Huurman, Accounting Clerk
Anita Kahlé, Senior Accounting Clerk
Cockie Kuijvenhoven, Secretary

Marian Lageman,** Personnel Assistant
Claire Mahieu,** Secretary

Brigitta de Man-Lapidoth, Secretary
Marijke Mayer,** Senior Secretary

Sarah Neal,* Services and Supplies Clerk
Peter Nolet, Services and Supplies Specialist
Tatiana van der Noordaa, Senior Secretary

Marc van der Noordaa,* Central Files
Clerk

Rosalie Paino,* Secretary

Elly Perreijn, Computer Helpdesk Operator

Krisna Ramlakhan,** Services and
Supplies Clerk

Mariela Rauwerda,** Secretary
Hugo Schulze,* Travel Coordinator
Hilly Smeenge,* Travel Coordinator
Gisela Soffner, Secretary

Louise Spenceley, Secretary

Kathy Sutherland, Trainer, Computer
Services

Dolinda Tetteroo,
Receptionist/Switchboard Operator

Maaijke Vergeer,*™ Secretary
Elisende Verges,* Secretary

Jacobine Verhage, Senior Training
Materials Production Technician

Martha Vonk, Library Clerk
Michéle Wilks,** Secretary

*  left ISNAR in 1994
* joined ITSNAR in 1994
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Professional Staff

Christian Bonte-Friedheim, Director
General

Howard Elliott, Deputy Director General

Luka Abe,* Senior Officer

Monica Allmand,** Librarian
Henning Baur,* Senior Officer
Nienke Beintema, Research Assistant
N’Guetta Bosso, Senior Officer
Hilarion Bruneau, Senior Officer
Edwin Brush, Senior Officer

Adriaan Burger, Budget and Finance
Officer

Juan Cheaz, Research Assistant
Richard Claase, Artist/Designer

Joel Cohen, Senior Officer

Rudolf Contant, Senior Officer

Roy da Costa, Accounting Officer
Jan van Dongen,** Assistant Editor/Writer
Sjoerd Duiker,** Research Assistant
Jorg Edsen, Associate Expert

Robert Ellinger,* Program Director
Thomas Eponou, Senior Fellow
Pablo Eyzaguirre,* Senior Officer
Cesar Falconi,* Associate Qfficer
Zenete Franga, Senior Training Officer
Peter Goldsworthy, Senior Officer
Ghazi Hariri, Senior Officer
Matthias Hitzel,** Research Assistant
Hunt Hobbs, Senior Officer

Douglas Horton, Senior Officer
Christian Hoste, Senior Officer
Willem Janssen, Officer

John Komen, Research Assistant
Charles Kramer, Senior Officer

Coenraad Kramer, Director, Administrative
Services

Anje Kruiter,” Associate Expert

A. Michelle Luijben, Editor/Writer
Jean-Frangois Merlet, Associate Officer
Deborah Merrill-Sands, Senior Officer
Heike Michelsen, Associate Officer
Brad Mills, Fellow

Byron Mook, Program Director

Barry Nestel,* Program Director
George Norton, Senior Fellow
Andrew Okello,* Research Assistant
Paul O’'Nolan, Head of Computer Services
Philip Pardey,” Senior Officer

Paul Perrault, Program Director
Warren Peterson, Fellow

Rivka Peyra, Assistant Editor
Motlubor Rahman, Senior Officer

Han Roseboom, Associate Officer

Kathleen Sheridan, Head of Publications
Services

Bob Solinger, Network Manager
Steven Tabor, Fellow

Ajibola Taylor,* Program Director
Carlos Valverde, Senior Officer

Miguel Vatter, Assistant to the Office of the
Director General

Richard Vernon, Officer
Colin Webster,** Systerns Manager
Anna Wuyts, Research Assistant

112



1994 Annual Report

Australia
Canada
China

European Union
France

Germany

Ttaly

Japan

The Netherlands
Spain

Sweden
Switzerland
United Kingdom
United States Agency for International Development (USAID)
World Bank

Canada
Inter-American Development Bank (1DB)

-Asian Development Bank (ADB)

Australian Centre for International Agricultural Research (ACIAR)

Canada-Egypt-McGill Agricultural Response Program (CEMARP /McGilt
University)

Canadian International Development Agency (CIDA)

Center for International Forestry Research (CIFOR)

Centre de Coopération Internationale en Recherche Agronomique pour le
Développement (CIRAD), France

Centre National de la Recherche Appliquée au Développement Rural (FOFIFA/
CENRADERU), Madagascar

CIBA-Geigy Foundation for Cooperation with Developing Countries

Consultative Group on International Agricultural Research (CGIAR)

Deutsche Gesellschaft fiir Technische Zusammenarbeit (GTZ)

Dienst Landbouwkundig Onderzoek (DLO), The Netherlands

European Union (EU)

Food and Agriculture Organization of the United Nations (FAQO)

France

German Foundation for International Development (DSE)

113




1994 Annual Report

Indian Council of Agricultural Research (ICAR)

Institut National des Recherches Agricoles du Bénin (INRAB)

Institut National de la Recherche Agronomique du Niger (INRAN)

Institut Sénégalais de Recherches Agricoles (ISRA)

Institut de Recherche Agronomique de Guinée (IRAG)/Ministére de I’ Agriculture et de
la Réforme Agraire (MARA)

Instituto Nacional de Investigacio Agronémica (INIA), Mozambique

Inter-American Institute for Cooperation on Agriculture (IICA)

International Crops Research Institute for the Semi-Arid Tropics (ICRISAT)

International Center for Tropical Agriculture (CIAT)

International Development Research Centre (IDRC)

International Fund for Agricultural Development (IFAD)

Italy

Kenya Agricultural Research Institute (KARI)

Mauritania

National Center for Agricultural Research and Technology Transfer (NCARTT), Jordan

The Netherlands

Overseas Development Institute (ODI), United Kingdom

Overseas Development Administration (ODA), United Kingdom

Rockefeller Foundation

Switzerland

Tanzania

Technical Centre for Agricultural and Rural Cooperation (CTA), EC and Lomé
Convention members

Togo

Uganda

United Nations Development Programme (UNDP)

United States Agency for International Development {USAID)

World Bank (IBRDy)

World Food Council (WFC)

Zambia Agricultural Research and Extension Project (ZAREP)

* Special project funding and reimbursement of services rendered
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ISNAR Financial Summary

:"
-—I MORET ERNST& ‘/OUNG = Wassenaarscweg BO ® Telephone 31-70-3 186 £66
2596 CZ The Hague Fax 31.70-3 242 075
ACCOUNTANTS P.C, Bax 90636

2509 LP The Hague

AUDITORS’ STATEMENT

We have andited the Accounts of the International Service for National Agricultural
Research (“ISNAR™) for the year ended December 31, 1994 and have issued an
unqualified opinion thereon.

The Statement of Financial Position and Statement of Activity included in the ISNAR
Financial Summary on pages 116 and 117 of this Annual Report are exiracts from these
Accounts. The “piechart” of 1994 Operating Expenses by Program/Service, also included

in the Financial Summary, is compiled from the accounting records of ISNAR and our
review of this does not lead us to doubt that it has been properly prepared.

April, 1995

N e - g

Moret Ernst & Young Accountants

» Moret Emst & Young Accountants is a partnership of private limited liability
companies established in Rotterdarm.
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ISNAR's operating budget for 1994 was US $10.696 million, of which $6.293 million was
core-unrestricted grants. The remainder was core-restricted grants and “complemen-
tary” (i.e., special-project) funding. The figures in the following tables and pie chart are
as of December 31, 1994, and in thousands of US dollars.

Assets Current Year Prior Year
Current Assets
Cash and Cash Equivalents 3,501 2,634
Accounts Receivable: )
Donors 1,558 1,522
Employees 55 52
Others 203 171
Prepaid Expenses 253 23
Total Current Assets 5,570 4402

Fixed Assets

Property, Plant, and Equipment 2,221 2,106
Less: Accumulated Depreciation (1,925} (1,809)
Total Fixed Assets—Net 296 297
Total Assets 5,866 4,699

Liabilities and Net Assets

Liabilities
Accounts Payable
Donors 1,648 1,402
Employees 414 335
Funds In-Trust 327 126
Others 78 209
Accruals and Provisions 342 145
Total Liabilities 2,809 2,217

Net Assets
Capital Invested in Fixed Assets

Center Owned C296 297
Capital Fund 511 335
Operating Fund 2,250 1,850

Total Net Assets 3,057 2,482
Total Liabilities and Net Assets : 5,866 4,699

118



1984 Annual Report

i
Revenue Year Core Unrestricted Core Restricted Complementary Total Prior Year
Grants 6,293 182 3,957 10432 10,224
Other Revenues 264 -0- -()- 264 236
Total Revenue 6,557 182 3,957 10,696 10,460

Operating Expenses

RPSS Program 915 -0- 706 1,621 1,644
RPDM Program 1,030 163 1,038 2,231 1,809
MOR Program 998 19 102 1,119 1,250
Collaborative Services and Training 851 -0- 1,096 2,047 2,561
Information Management Services 1,017 -0- 46 1,063 1,144
Management and Administration 1,071 -()- 969 2,040 1,915
Total Operating Expenses 5,982 182 3,957 10,121 10,323
Excess of Revenue over Expenditure 575 -0- -0- 575 137
Allacated as Follows:
Capital Fund 175 175 37
Operating Fund 400 400 100
575 575 137
Operating Expenses
By Object of Expenditure
Personnel Costs 4,474 13 1,151 5,638 6,007
Supplies and Services 922 63 1,777 2,762 2,702
Operational Travel 415 106 1,029 1,550 1,312
Depreciation of Fixed Assets 116 -0- -0- 116 250
Write-off Grant 55 -0- -0- 55 52
Total Operating Expenses 5,982 182 3,957 10,121 10,323

Research Program Design &
Mzanagement (RPDM)

[22%)
52,231
Management of Organizations &
Resources (MOR)

(11%)
$1.119

Research Policies &
System Strategles (RPSS)

' Management & Adminlstration
(20.2%)

Collaborative Services &
Trainlng (CST)

(20.8%) $2,040
$2.047 Infoermation Management

Sarvices (IMS)

(10.5%)

$1,063
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: . : Abbreviations

sAARINENA Association of Agricultural Research Institutions in the Near East and North Africa
ACDI ' Agence Canadienne de Développement International
AOAD .. Arab Organization for Agricultural Development
~ARC.. Agricultural Research Center--Egypt
“ARC = Agricultural Research Corporation—Sudan
AREA Agricultural Research and Extension Authority—Yemen
“AREEQ xi Agricultural Research, Education and Extension Organization—Iran
~ASARECA Association for Strengthening Agricultural Research in Eastern and Central Africa
=BID Banco Interamericano de Desarrollo; Banque Interaméricaine de Développement
BMZ - Federal Ministry of Economic Cooperation—Germany
CABI' " International Centre for Agriculture and Biosciences
CARDI . Caribbean Agricultural Research and Development Institute-—Latin America
CARP Council for Agricultural Research Policy—5Sri Lanka
ICATIE . Tropical Agriculture Research and Education Center
CEMARP ..  Canada-Egypt-McGill Agricultural Response Program
"CGIAR " Consultative Group on International Agricultural Research
o CIAT International Center for Tropical Agriculture
CID comprehensive institutional development program—ISNAR
CIDA : Canadian International Development Agency
- CIP. .. .. International Potato Center
“CORAF Conférence des Responsables de la Recherche Agronomique Africains
-CORPOICA . Corporacién Colombiana de Investigacién Agropecuaria
CTA | Technical Centre for Agricultural and Rural Cooperation—European Community
and Lomé Convention members
DGARS Directorate General Agricultural Research, Sindh—Pakistan
DIAIMAG : Direccién de Investigacién Agricola/Ministerio de Agricultura y Granaderia—
- Paraguay
LDIGH L développement institutionnel global—ISNAR
.DRT _ Department of Research and Training—Tanzania
DSE" = German Foundation for International Development
“EDI Economic Drevelopment Institute—World Bank
EMBRAPA Empresa Brasileira de Pesquisa Agropecudria—Brazil
ESAMI Eastern and Southern African Management Institute
FAO ' Food and Agriculture Organization of the United Nations; Organizacion de las

Naciones Unidas para la Alimentacion y la Agricultura; Organisation des Nations
i Unies pour I’Alimentation et I’ Agriculture
“FEAS: . Proyecto de Fomento de la Transferencia de Tecnologia a las Communidades
P ' Campesinas de la Sierra—Peru
' "FOFIFA

s (CENRADERU) Centre National de la Recherche Appliquée au Développement Rural—Madagascar
"FONAIAP- Fondo Nacional de Asistencia y Investigacién Agropecuaria—Venezuela
GClAal -~ Grupo Consultivo para la Investigacién Agricola Internacional
= GCRAL | * Groupe Consultatif pour la Recherche Agricole Internationale
+.GRN h gestion des ressources naturelles
"GTZ o Deutsche Gesellschaft fiir Technische Zusammenarbeit-—Germany
TARC international agricultural research center
- IBS - Intermediary Biotechnology Service—ISNAR-based
= IBTA; - Instituto Boliviano de Tecnologia Agropecuaria
ICA “ Instituto Colombiano Agropecuario
THICAR: - Indian Council of Agricultural Research
ICARDA International Center for Agticultural Research in the Dry Areas
i ICRAF International Centre for Research in Agroforestry
“ TCRISAT:: " International Crops Research Institute for the Semi-Arid Tropics
U ICTA L Instituto de Ciencia y Tecnologia Agricolas—Guatemala
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Inter-American Pevelopment Bank
Instituto de Investigacién Agropecuaria de Panama
International Development Research Centre—Canada
International Fund for Agricultural Development
International Food Policy Research Institute
Instttuto Intermericane de Cooperacidn para la Agricultura; Inter-American Institute
for Cooperation on Agriculture Institut Interaméricain de Coopération pour
I"Agriculture

Institut d’Etudes et de Recherches Agricoles—Burkina Faso
Information for Agricultural Research Managers—ISNAR-developed management

. information system

* Instituto Nacional de Investigacién Agropecuaria~-Chile
Instituto Nacional de Investigagac Agrondémica—Mozambique
Instituto Nacional de Investigacion Agraria—Feru
Instituto Nacional de Investigacion Agropecuaria—Uruguay
Instituto Nacional Autonomo de Investigaciones Agropecuarias—Ecuador
Institut National de la Recherche Agronomique—Morocco
Institut National de Recherches Agricoles du Bénin
Instituto Nacional de Tecnologia Agropecuaria—Argentina

- International Plant Genetic Resources Institute
Institut de Recherche Agronomique de Guinée
Institut des Sciences Agronomiques du Rwanda
Institut Sénégalais de Recherches Agricoles

= integrated voice and data network
Kenya Agricultural Research Institute
... Royal Tropical Institute—The Netherlands

Laboratoire National de Protection des Végétaux et des Denrées Stockées—Sénégal

A-NALRP" 4 Ministry of Agriculture, National Agricultural and Livestock Research Project—
s g . Tanzania
MAFL-DAST " Department of Agricultural Science and Technologies, Ministry of Agriculture and
T B F 0 TFood Industries—Vietnam

" Ministerio de Agricultura y Ganaderia—Costa Rica

.. Ministry of Agriculture—Guyana

" Ministry of Agriculture—Jamaica

»+ Ministerio de la Agricultura—Cuba

" manejo de los recursos naturales

;> Management of Organizations and Resources—ISNAR program

- national agricultural research organization

™t National Agricultural Research Organization—Uganda

- national agricultural research system(s}

" Network of European Agricultural (Tropically and Subtropically Oriented)

# Universities and Scientific Complexes Related to Agricultural Development

. nongovernmental organization

** natural resource management

-1 Overseas Development Administration—United Kingdom

Overseas Development Institute—United Kingdom

“+: organisation non gouvernementale

Participant Action Plan Approach

Public Authority for Agriculture and Fisheries—Kuwait

Philippine Council for Agriculture, Forestry, and Natural Resources Research
and Development

planning, monitoring, evaluation

Programa Regional de Reforzamiento a la Investigacién Agronémica sobre los
Granos en Centro America

Programa Colombiano para el Avance de la Investigacion

Programa Cooperativo de Investigacion y Transferencia de Tecnologia Agropecuaria
para la Subregién Andina
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... PROCISUR
" PS&E’,
RPSS ..
ASACCAR
/8ADC .
SARMAC'

spC .
SEA T
"SENASOL -
“SNIA

5 SNRA
SPAAR
UN
UNDP:.
USAID
WINBAN..
WARDA

Programa Cooperativo de Investigacion Agricola del Cono Sur
planificacién, seguimiento y evaluacion

. Research Program Design and Management—ISNAR program
 Research Policies and System Strategies—ISNAR program

Southern African Centre for Co-operation in Agricultural Research

Southern African Development Community

Strengthening Agricultural Research Management in Arab Countries—
AQAD/ISNAR

Swiss Development Cooperation

Secretaria de Estado de Agricultura—Dominican Republic

Service National des Sols—Senegal

Service de Liaison en biotechnologie—basé au siége de I'TSNAR

sisterna nacional de investigacién agricola

systéme national de recherche agricole

Special Program for African Agricultural Research—World Bank

United Nations

United Nations Development Programme

United States Agency for International Development

Windward Islands Banana Growers’ Association

West Africa Rice Development Association
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CGIAR-Supported International Centers

LR ey

o

T

P
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Centro Internacional de Agricultura Tropical, Calt, Colombia

i Center for International Forestry Research, Bogor, Indonesia

[ Centro Internacional de Mejoramiento de Maiz y Trigo, El Batan, Mexico

' Centro Internacional de la Papa, Lima, Peru

International Board for Plant Genetic Resources, Rome, Italy

{International Plant Genetic Resources Institute, IPGRI, as of February 1994)
International Center for Agricultural Research in the Dry Areas, Aleppo, Syria
International Center for Living Aquatic Resources Management, Manila, Philippines
International Centre for Research in Agroforestry, Nairobi, Kenya

International Crops Research Institute for the Semi-Arid Tropics, Hyderabad, India
 International Food Policy Research Institute, Washington, DC, USA

International Irrigation Management Institute, Colombo, Sri Lanka

International Institute of Tropical Agriculture, Ibadan, Nigeria

" International Livestock Centre for Africa, Addis Ababa, Ethiopia

¢ International Laboratory for Research on Animal Diseases, Nairobi, Kenya

| International Network for the Improvement of Banana and Plantain, Montpellier, France
International Rice Research Institute, Los Barfios, Philippines

International Service for National Agricultural Research, The Hague, The Netherlands

West Africa Rice Development Association, Bouaké, Cote d'Ivoire
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