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ISNAR’s mission

LY

ISNAR’s mission is to enhance the performance of agricultural research systems in developing countries.
To this end, ISNAR carries out research and provides services in the areas of policy, organization, and
management together with national partners and stakeholders.

Highlights of ISNAR’s 1997 activities

1. In the final year of an action-oriented project to improve linkages between research, technology
transfer, and farmers’ associations, representatives from agricultural organizations in Senegal, Mali,
Tanzania, and Zimbabwe put in place linkage ptanning methods based on studies done by ISNAR since
the late 1980s. (page 8)

2. ISNAR, in collaboration with the Japan International Research Center for Agricultural Sciences
(IRCAS), launched a five-year training project on agricultural biotechnology and information. It offers a
series of short training courses for senior Asian research managers in the areas of biotechnology and
information. (page 9)

3. The interface between natural resource management (NRM) researchers and policymakers must be
strengthened in order to achieve effective, sustainable use of natural resources. Such was the conclusion
of a consultation cosponscred by ISNAR and held in Maastricht, the Netherlands. Participants urged
scientists to address their results more directly to policymakers, and policymakers should bring scientists
into their inner circle of reform advisors. (page10)

4. ISNAR’s World Wide Web site has become a multilingual, much-consulted source of information on a
wide range of topics related to ISNAR’s work. Statistics show that in 1997, visitors from all over the world
accessed ISNAR's pages nearly 100,000 times. {page 11}

5. 5ix country case studies carried out in ISNAR’s “Universities in NARS” project highlighted some key
challenges for improving universities’ contributions to development-oriented research. The national
steeting committees in Benin, Burkina Faso, Céte d'lvoire, Nigeria, Uganda, and Zimhabwe began.
implementing the action plans that were developed during the project and debated in both national and
international workshops. (page 12)

6. Three agricultural research institutes in Latin America developed an integrated system for planning,
monitoring, and evaluation {PM&F) of their research projects in an ISNAR project that has, thus far,
trained dozens of national staff in PM&E. (page 13)

7. Continuing collaboration between ISNAR and the Kenya Agricultural Research Institute (KARI)
focused on priority setting of KARI's natural resource management research aclivities. The procedure
developed is based on an eight-step methodology that was designed in earlier years for prioritizing
research projects in commodity research programs. (page 16)

8. The Islamic Republic of Iran and ISNAR formulated a strategy for accelerated development of
capabilities in information management and information technology in the Iranian NARS. (page 17)

9. ISNAR, INIA-Chile, and the Swiss Federal Institute of Technology concluded a coltaborative project in
Chile to develop and test an analytical tool for use by national policymakers and researchers in setting
priorities in Chile’s national agricultural biotechnology research program. (page 18)

10. ISNAR and the United Kingdom’s Natural Resources Institute (NRI} conducted three country case
studies to examine how market considerations are incorporated into agricultural research strategies. The
preliminary recommendations of the project focus on the adoption of a broader commodity-systems
approach to research, increased participation of stakeholders in planning and monitoring, and discerning
use of social-science capacities in NARS. {page 19)

11. The “farmer field school” is an approach developed in Asia to build the capacity of smallholder
farmers to praciice integrated pest management (IPM) through discovery-based learning, field
cbservation, and expertmentation. ISNAR evaluated the adaptation of this “capacity building” project to
the conditions and culture of East Africa. (page 20)

12. A study of the performance assessment and reward procedures used in 14 of the international
agricultural research centers of the CGIAR analyzes the goals, criteria, and measures used in each of the
centers’ assessment and reward protocols. Published as ISNAR’s Research Report No. 12, the study
provides examples of most of the forms used as well as the analysis. (page 30)

13. The newest addition to ISNAR’s “Research Management Guidelines” publication series, co-authored
by Morocco’s national agricultural research institute (INRA), describes a priority-setting method that
takes into account natural resource management considerations and regional research programs. (page
21
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Letter from the Director General

The sustainzbility of research organizations in developing countries is becoming an area of major concern.
There have been several decades of investment i human resource development, both from the poor
countries themselves and from donors and the global academic community. Unlike 20 or 30 years ago, many
developing countties now have significant groups of weil-trained agaricultural scientists at the highest
academic levels. But despite this increase in human capital, there are disturbing signs that agricultural
research institutions may be unable to respond adequately to the challenges of food security, poverty, and
environmental protection. National agticultural research systems (NARS) seem unable to influence the
international agenda strongly, to ensure that it addresses areas of national concern. Also, researchers’
awareness of global scientific developments and the ability of NARS to absorb advanced technologies
pettinent to sustainable agriculture are in doubt.

In Januaty, ISNAR’s third external program and management review was completed. This international
evaluation of our work commended ISNAR for its strong and consistent support to strengthening
agricultural research capacities in developing countries. It documented successes achieved in many countties
in improving the performance of their agtricultural research systems. However, it also commented that the
world’s changing political and economic environment requires a sharper focus for ISNAR’s work. The
review therefore urged us to revisit our institutional strategy for the years to come.

We have done that in 1997, In formulating 2 new strategic plan for 1998-2002, ISNAR consulted widely
with representatives of NARS for their assessment of the challenges they face. In my first year as ISNAR’s
director general, I met with more than 100 NARS leaders from all continents, to seck their views of the
challenges ahead and to pinpoint areas in which ISNAR can be most effective as an international
research-based service institution. The needs expressed by NARS leaders were wide ranging. This is because
in developing countries, agricultural research must meet challenges beyond the poverty-oriented agenda of
the CGIAR. This illustrates that ISNAR, as
one of CGIAR’s smaller institutions, must
concentrate on a few key issues where our
impact as catalyst and facilitator can be the
greatest. Balancing the views of ISNAR’s
vatious stakcholders and partners proved to
be priofity setting in practice. As our new
strategy developed, ISNAR itself became an
experimental arena for participatory and
consultative ways of setting research priorities
under conditions of resoutrce scarcity, This is
an expetience that we will share with our
clients and stakeholders in 1998 and beyond.

Changes in the global political scene also influence the composition of the NARS. The shifting roles of
public and private sectors in agricultural research is 2 challenge to the international technical assistance
community: Who will do research to benefit poot communities? Who wilt provide services to those who lack
purchasing power? ISNAR has long supported a revitalized role for universities in agricultural research. Ina
similar manner, in 1997 in Africa, new avenues may be opened in support of publicly funded poverty- and
environment-oriented research and services. One of ISNAR’s achievements in 1997 is encouraging
nongovernmental organizations to take a role in agricaltural research and services. We have also worked to
build contacts with large private firms, in order to secure their commitment to provide some research and
outreach services. We are particulatly concetned about the harsh economic climate cutrently faced by many
countties’ public sectors. In conducting research for farmers, there is a very real chance that private-sector
providers will focus on the needs of large commercial farmers, further marginalizing the needs of the pooret
groups of farmers, many of whom are women. Their needs for sustainable agricultural development are
acufe.




Major savings on operatonal costs in 1997, particulatly through creative use of low-cost air transport,
enabled ISNAR to execute its promised research and service agendas fully in 1997, atlower cost than before.
Yet we know that ISNAR’s capacity to facilitate revitalization of national agricultural research systems is
becoming severely hampered by resource constraints. At a time when the donor community urges national
systems to take charge in promoting sciendfically, economically, and environmentally sustainabie
agriculture, including forestry and fisheries, ISNAR sees both NARS resources and ISNAR resources
stagnating or falling. This doesn’t make sense either at the national or at the international level. ISNAR will
take into 1998 the strategy that it developed in 1997, with its focus on globalization, governance, new
technologies, and agriculture and the environment. It will urge stakeholders to act now. ISNAR remains
convinced that the scope of international agticultural research will be limited until sustainable national

teseatch systems ate in place in developing countries. Contributing to the development of those systems is
ISNAR’s mission.

Finally, in 1997 ISNAR began redesigning its stationary and publications. The addition of the CGIAR logo
shows clearly that ISNAR is a patt of a larger system of international agricultural research centers conducting
science to scrve the poor. An example of this new institutional face, my business card, is shown below.

Yoo b

Stein W. Bie
Director General




Message from the Board of Trustees Chairperson

Nineteen-ninety-seven was a year of transition for ISNAR. In February, Christian Bonte-Friedheim retired
after serving as director general for seven years. Stein Bie assumed charge as ISNAR’s fourth director general.
ISNAR also developed a new strategy in a process led by staff with full involvement of other stakeholders.
The strategy was thoroughly discussed by the Board of Trustees as well. A written summary was distributed at
the CGIAR’s International Centers’ Week in October and was well received by donors and others at the
meeting. Following upon the strategic planning process, ISNAR is now making important revisions to its
medium-term plan for 1999-2001. It is also looking at ways to adapt its organizational structure to better
reflect the objectives and thrusts outlined in the new strategy. These changes are being discussed and
impiemented in 1998.

Within the international agricultural research community, there is growing recognition that the agenda of
national agricultural research organizations is much wider than the mandate of the CGIAR. This issue was
discussed at considerable length. The result was the decision to organize a Global Forum for Agricultural
Research based at the World Bank in Washington, ID.C. A main responsibility of the forum will be to raise
funds to support NARS development. The goal is to enabie NARS to meet their responsibilities
comprehensively, to generate technology that contributes to sustainable agricultural development, and to
improve the family income, especially of smallholder farmers. ISNAR participated in these discussions,
particulatly in the parallel establishment of a NARS secretariat to be located in Rome, in close association
-with the Food and Agriculture Organization of the United Nations (FAQ) and the International Fund for
Agricultural Development IFAD). ISNAR will outpost a senior officer to the NARS secretatiat in 1998,

The demand for ISNAR’s research-based service
continues to grow. But ISNAR does not have enough
staff to respond to all the high-priority requests for
assistance. It is therefore developing a new concept of
“ISNAR associates.” Aimed also to facilitare
South-South collaboration, ISNAR will increasingly
call upon developing-country experts who can
augment ISNAR’s capacity to deliver high-quality
services to NARS. The associates concept is now
being incorporated into ISNAR’s medium-term plan,

ISNAR’s financial situation deteriorated somewhat in 1997, This meant that staff and management had to
carefully control expenditures. As a result of these measures, ISNAR’s budget was almost balanced.
Nonetheless, the institute needs additional resources to successfully implement its new strategy. ISNAR’s
management, especially the director general and the Board of Trustees, are making special efforts to raise
income to support ISNAR in carrying out its mission.

In its work with NARS, ISNAR made special effort in 1997 to expand its activities in Asia and the Pacific,
whete wotk has been constrained by a lack of resources. In addition to responding to requests for assistance
from a number of countries in that region, it also supported a reglonal organization, the Asia-Pacific
Association of Agricultural Research Insttutes (APAART). Hopefully ISNAR will have a sizable involvement
in Pakistan and China from next year, and its program with APAARI will develop further. ISNAR’s
significant involvement in 1997 with regional organizations in Central America, in eastern and central Africa,
and in the Caribbean illustrate further the important role that ISNAR sees for NARS’ regional associaticns.

The Board of Trustees had several changes in 1997, Lydia Makhubu and Yusuf bin Hashim retired from the
board after completing their terms, and Matia Nieves Roldan-Confesor, Sami Sunna, Janice Reid, and
Geoffrey Mrema joined as new trustees. Charles Hess retired as chairperson in December 1996 and 1 was
elected to this position for 1997. Thete was also a change in board secretary—Helen Hambly Odame
teplaced Byron Mook in this position.




This Annual Report highlights ISNAR’s main activities in 1997. The report is concise and includes
summaries in Arabic, Chinese, French, Russian, and Spanish. I hope you will find it informative and
enjoyable.

S o

Asmir Muhammed

Chairperson, Board of Trustees

ISMNAR Board of Trustees, 1997

Seated from [t 2y ripht: Lydia Maldwibu, Stein Bie, Amir Muhammed, Janice Reid.

Standing from left ta right: Charles Ii. Hess, Just Faaland, Ken-Ichi Tlayashi, Mohamadou El Habib Ly, Sami
Sunna, Henk Breman, Martin Pifieiro, Gora Beye, Geoffrey Mrema, Alessandro Bozzini.

Nor picinred: Yusuf bin Hashim and Maria Nieves Roldan-Confesor.




Governance of agricultural research

nstitutional models are products of their
times, and the world’s political and economic
landscape has changed dramatically in the
1990s. All types of enterprise are now being
challenged to reinvent themselves to fit the
new environment of pluralism, global liberal-
ization, and the emergence of a strong civil
society. Expectations of the public sector, in
particular, have changed. Publicly funded institutions
must now show clearly how they contribute to the
well-being of the population and sustainable economic
growth. At the same time, they must reduce costs and
demonstrate accountability.




shifting roles in decision making

In agricultural research, these trends have led to a shift to broader, more
inclusive modes of decision making. Increasingly, clients and other
stakeholders are taking active roles in monitoring and, where necessary,
changing the way research services are provided. The rationale is that
wide participation increases the support base for agricultural research
as well as improving the quality of the decisions made.

To improve performance, research institutes are experimenting with
new governance and organizational structures. These strive to be more
like the ptivate sector in cost effectiveness and responsiveness to client
demand. But unlike private firms, the public sector can’t rely on profits
to prove they have returned “value for money.” Management practices
ate therefore being introduced that aim to provide information on
impact and performance. Such far-reaching institutional reform carries
risk and controversy, as well as financial and human consequences,
These factors combine to place a premium on effective governance.

This essay looks at governance in agricultural research. Ir first defines
governance and describes some of the reasons for its increasing
importance. It then discusses three factors underlying current changes
in the governance of agricultural research. These are (1) public-sector
reform, (2) decentralization and participation, and (3) the broadening
of the agricultural research agenda. It then reviews governance
mechanisms being used at three levels of agricultural research: at the
level of the national agricultural research system (NARS), at the
teseatch organization level, and at the regional/international level. The
conclusion underscores the need for developing countries to seek novel
solutions to questions of governance, accounting for local cuiture and
traditior.

Govermance is often partrayed as the trizngle of interactions
between three societal actors: government, ¢ivil society, and
the marker. Currently, there s a growing awareness that
these parties must cooperate to ensure the well-being of
populadons and to protect the environment.
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Concepts of governance

Governance can be defined as the way that a system or organization is
guided and stecred. As such, it is a critical factor for improving the
performance of agricultural research systems and organizations.
Governance is the point whete external and internal environments
meet. It is through governance that the concerns of stakeholders
—financiers, clients, staff, and civil soclety in general—are translated
into programs and activities. It is also through governance that the
quality of internal processes and institutional products is reviewed.

In operational terms, governance can be seen as the framework
wherein decisions are made. Usually hierarchical, governance extends
from policy made by government, through to ptiotities set for the
agricultural research system, and then to programming decisions made
at the level of the research organization. Effective governance ensures
that the interests of relevant stakeholders are voiced at the appropriate
jevel and that stakeholders bring the needed information to the task.
Deciding who should participate at each level of decision making is one
mebrtant aspect. Another is building linkages between the different
levels.

Why focus on governance?

A number of factors have combined to bring governance to the fore in
NARS. First, global trends towards democracy and decentralization
have led 2 wave of reform aimed at bringing the state closer to its
citizens. All public agencies, including agricultural research, are being
challenged to incorporate popular voice and participation into their
decision making.




Second, structural adjustment has reduced government resources. This
has led to a reassessment of what tasks should be included among the
cote activities of government. In agricultural research, questions arise
as to what types of research should remain in the public domain.
Governing bodies must guide the devolution of certain tasks to market
actors or civil society organizations.

A third factor is pressure from globalization and liberalization.
Institudons must be flexible and proactive to take advantage of
opportunitdes in competitive regional and international markets,
National agricultural research, for example, is increasingly confronted
with competition from alternate, international technology providers.
This has changed the nature of the decisions made in governing
agricultural research.

Finally, there is a perception that past development investments have
been lost in inefficient bureaucracies and pootly managed public
enterptises. Strengthening governance is, in essence, strengthening
public management capacity.

Underlying ideas in agricultural research

Some related ideas undeglie current changes in governance of
agricultural research. These include public-sector reform, emphasis on
decentralization and participation, and the broadening agricultural
research agenda.

Questioning the public-sector status

Governments everywhere—in the developed and developing wotld—
are questioning the public-sector.status of agricultural research. Large
deficits and structural adjustment have left deep gaps in many state
budgets. And theories of public administration suggest that some
public agencies would perform better if they acted more like private
enterprise in tetms of client otientation and operational efficiency.
Europe and Latin America, in particular, offer numerous examples of
privatizadon and introduction of matket-type reforms to publicly
funded agricultural research.

The United Kingdom and the Netherlands, for example, have
commercialized their involvement in research. In both cases,
government is still the biggest source of funding. However, grants are
increasingly awarded on a competitive basis. For example, the state
tenders contracts for the research services it needs. Public-sector
agencies then compete with private firms for contract awards. In Latin
Ametica, Chile and Uruguay are using similar mechanisms to stimulate
competitiveness and improved performance in their agricultural
research systems.

Relying on market mechanisms to govern agriculrural research,
however, is mote complex in the South than in the North. In
devcloping countties, 50 percent of the population may depend on
primary agricultural production for their fivelihoods. Most of these are
small-scale producers who constitute the poorest and least empowered
sectors of society. They have neither the institutional cout nor the
economic power to ensure that their technology needs are met by the
private sector. Driven by the market, research may terid to focus on the
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needs of the few with economic and political power., The lack of
government administrative and regulatory capacity, physical
infrastructure, and social services places further limitations on the
viability of market processes in many parts of the developing world.

Decentralization and participation

Top-down pressure from government and donors is pushing research
to be more responsive to farmers and agribusinesses. At the same time,
farmers and private industry are becoming more vocal in expressing
their technological needs. The convergence of these top-down and
bottom-up pressuses has led to decentralization of agricultural research
and a renewed emphasis on participation in research planning.

Decentralization can help bring research closer to its clients. The
principle of “subsidiarity” is useful in this regard. Subsidiarity asserts
that resources and responsibilities should be devolved to the lowest
lewel at which they can be effectively discharged. Applied to agricultural
vesearch, this means that tesponsibility for certain planning and
resource allocation tasks may be delegated to provincial centers and
expetiment stations. Where local administrative capacity exists or can
be strengthened, decentralization can contribute to build more
responsive and accountable institutions from the bottom up. But to do
this, effective governance arrangements that foster accountability at the
local level are needed, as well as an appropriate level of scientific and
financial oversight from the center.

Indonesia is one country that has re-examined issues of decentral-
ization in the governance and structure of its agricultural research
systemn. In 1995 the Agency for Agricultural Research and Develop-
ment (AARD) created 17 new assessment institutes located in outlying
arezs. Their aim is to better setve the diverse needs of farmers and
agribusiness in the countryside. The assessment institutes are now
challenged to find ways to give effective voice to technology users in
research planning and monitoring. Communication and reporting
relations with the national centers must also be built, as well as over-
sight structures to ensure that this complex network of organizations
wotks effectively as a system.

“Participation” means that those who will be substantially affected by
decisions must be involved in making those decisions, It thus presumes
a proactive capacity and willingness of all parties to negotiate and
debate throughout 2 planning process. Participatory mechanisms can
be grouped into two broad categories: “voice” or “exit” mechanisms.
Voice gives beneficiaties a say in deciding how services should be
delivered. For example, farmers may be voting members of research
ptogram comenittees. Exi# mechanisms are those that introduce
competition in setvice provision. In other words, beneficiaries can take
theit business elsewhere if they are not satisfied with the service
provided. Nonetheless, experience indicates that it may be easier to set
up consultation (voice) than to erect a framework for competition in
service delivery (exit).

In consultative processes, questions arise as to whose voice is heard, at
what level, and bew such input will lead to a research agenda that
responds to government policy objecdves. A dilemma is that
well-endowed groups are usually best able to form associations and
benefit from them. Making research more responsive to these more




articulate clients risks taking it even further away from other, less vocal
groups. Women, for example, will pursue different objectives than men
hecause of their differing roles within the household. If farmer
representation is predominately male, the perspective of women may
be neglected and the research agenda formulated is likely to
subordinate women’s concerns. Alternative means may be required to
ensure that the voice of underrepresented groups, such as women and
tesource-poot farmers, are heard in participatory processes.

Zimbabwe is a country with strong farmers’ organizations, including
the Zimbabwe Fatmers’ Union {(ZFU}, a large union representing
smallholder farmers. Nonetheless, the more influential organization is
the Commercial Farmers” Union, which represents the large-scale,
commercial sector. This is because the ZFU has a much more diverse
membetship and therefore has more difficuity in organizing, assessing,
and articuladng its members’ needs. Unequal relations and cultural
differences among members are part of the problem. Difficulties may
arise, for example, when village women are expected to voice their
opinions in large assemblies. Real consultation with women may
demand house-to-house visits or small-group, all-woman gatherings.

It is at the level of agricultural research programming and monitoring
that farmer participation is most likely to be meaningful. Maintaining an
ongoing dialogue with farmers’ groups is one way of bringing the voice
of farmers into research planning. Another is to strengthen the skills of
farmers’ organizatons in needs assessment and advocacy. Working
together to build this type of capacity can create a synergy between
tesearch and farmers to articulate and solve future problems.

The Zimbabwe example raises important issues of institutional capacity
to incorporate voice in governance at the programming and planning
level. First, special skills are required to lead processes of negotiation
and consensus-building. Second, the capacity of some actors to
contribute meaningfully may need to be strengthened. Finally,
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countries won’t arise overnight in other cultuges. At the minimum, a
vocal, educated public is required. This implies that investments in
social capital may be needed.

The broadening research agenda

The broadening agricultural research agenda presents new governance
issues as well. Agricultural research now encompasses social, economic,
and environmental objectives, as well as production goals. To address
these dimensions adequately requires government policy decisions as
well as the input of a growing number of stakeholders at the community
level. The site-specific nature of resource management problems, for
example, requires government policy on resource use and conservation
as well as community involvement, Environmental problems, too,
must be approached from a broad, social perspective.

The use of modern plant breeding and biotechnology technigues has
focused public scrutiny on agricultural and biological research. This has
affected organizations in both the public and private sectors. Pressure
from consumer and environmental groups has resulted in 2 growing
body of government regulation; and formalized international systems
for governance of genetic resources are likely to follow, At the level of
research programming, protection of inteilectual property rights (IPR)
has led to an increased role of the private sector in some types of
research work, such as plant breeding. This could free public-sector
resources to concentrate on more difficult and long-term tasks aimed at
poverty alleviation, natural resource management, and environmental
protection.




Governance mechanisms: examples and innovations

The previous sections focused on some of the ideas underlying changes
in governance of agricultural research. This section relates some
examples of governance structures and mechanisms being used in
agricuitural research at three levels: the NARS level, the research
organization level, and the regional/international level. In fac,
mechanisms discussed at one level may, with some modification, be
applicable at other levels as well.

Governing the national agricultural research system

At thelevel of the NARS, governance is complicated by the multiplicity
of research organizations with different mandates and stakeholders.
The public-sector agricultural research organization often reports
directly to the ministry of agriculture and has the mandate of producing
technologies for the farming community. Universities and, more
specifically, their facultes of agriculture, may report to a different
ministry (such as higher education) and have a strong education
mandate. Similarly, advanced research institutes and national and
international NGOs may be active in agricultural research. But they
generally operate independently, with their own mandate and
governing bodies. In short, few countries have governing bodies able to
exercise authority over this diverse set of actors in the NARS.

There are some notable exceptions, howevet, one of which is Costa
Rica. That countty has achieved a coordinated system of organizations
working together to achieve agricultural development objectives
through several mechanisms, First, it established a governing body in
the form of a national commission for agricultural research and
technology transfer. Second, it created planning committees with
farmer representation to coordinate work done on a specific
commodity or production factor. Third, it established a foundation to
raise financial support for agricultural research. Perhaps the most
striking feature of this example is that participation in the system is
voluntary. This shows that institutes may be willing to trade some of
their autonomy in otder to gain influence in policymaking and
increased legitimacy with stakeholders.

Experience with apex bodies for governing agricultural research has,
thus far, been mixed. Nonetheless, if appropriately structured, they may
be able to guide the national research system and help determine the
right balance between public- and private-sector involvement, There
are various forms of apex bodies, including agriculrural research
councils and research corporations.

Agricultural research councils. A number of large countries with
complex research systems have established agriculoural research
councils to coordinate the work done in their various research
institutes. The operaton of these governing councils differs widely. In
some cases, they have moved beyond 2 policy and coordinating role to
unidestake research themselves. In others, they do not have sufficient
power or resources to function effectively. In both situations, however,
it’s becoming increasingly clear that national agricultural research may
not be as well served by such bodies as was intended. Particularly in
Asia, where a number of agticultural research councils have been
created—often with considerable external support—they have (with
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some notable exceptions) failed to live up to expectations. Instead of
streamlining research, avoiding duplication, and guiding the system
with strategy and vision, they have sometimes become an additional
bureaucratic layer thar may impede, rather than facilitate, effective
technology generation and dissemination.

Research corporations. The “corporate” model of agricultural
research is one way through which agricultural reseasch can adjust to
the growing prominence of the private sector and the impact of
structural adjustment. Emerging from Latin America, this model is
seen by many to represent a new paradigm of stakeholder ownership in
agricultural tesearch—the willingness of stakeholder groups to
contribute funding is linked to their participation in decision-making.
Government remains the primary soutce of finance. However,
public-sector reforms (often quite radical) have brought these institutes
closer to the piivate sector with respect to organization, management,
and employment practices. The aim is to make agricultural research an
attractive investment for government, farmers, and the piivate sector.
Commercialization of research results, increased farmer involvement,
competitive funding schemes, and wholesale privatization are all part of
such reforms.

Strengthenmg agrlcultural research |nst|tut|ons to meet
21 st Century chalienges---ﬂ

: ln 1997; ISNAR drafted a new'lnstrtutlonal strategy The process was partrc:patory, under the gurdance-
of ISNAR’S new dlrector generai ‘and supported by the Bo el of Trustees. 1t was led by staff withiinput -
l i FANRES
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fefront of agncultural research policy,




Utuguay, for example, has mtroduced some aspects of the corporate
model. In 1989, it established a competitive funding scheme, managed
by the national agricultural research organization (INIA), through
which the government now funnels almost one-third of the national
budget for agricultural research. The so-called agricultural technology
development fund has been heralded as a model of client orientation
and effective resource use. Money for the fund is provided not only by
government, but also through a farm tax and membership fees paid by
farmers’ and other organizations. In INIA’s experience, farmers’
contributions have raised their awareness of research activiies—they
are increasingly interested in how their money is being spent. In
addidon to discussing their concerns with scientists, many are now
willing to participate in working groups that plan and review
agricultural research programs and priorities.

The Colombian Corporaciin de Investigaciin Agropecuaria (CORPOICA) is
another institute that, since 1993, has worked to broaden participation
in funding and governance of agticultural research. Local and national
government contribute funding, as do farmers’ organizations and
private enterprise. All are represented on CORPOICA’s board and in
national and provincial planning meetings. CORPOICA  has

The Four Thrusts

look-at how NARS:{or groups of NARS). can adjust the:r pol:cnes and research act__ v | .
changing ‘conditions of competition.in. |nternat|onal markets and Hew: opportumtles_to exchange
technologies and knowledge : : : i

Thrust 2. Governance and Management of Instltutlonal Change.
( ) development of 1mproved mechamsms to:allow: stakeholders,




expetienced difficulties in these reforms, however. First, there are
indications that the influence of private-sector pattners has grown
faster than their monetary contributions. Second, questions of the
sustainability of membership fees also remain.

Consolidated funding mechanisms. The idea of consolidated
funding mechanisms as a governance structure has been promoted
with limited success by the Special Program on African Agricultural
Research (SPAAR). Under this system, an approved cotec program
receives approval of financiers (including the country’s government)
and is funded accordingly. Financiers agree to monitor and evaluate the
program together, rather than each one conducting their own reviews
and assessments. Few donors, however, have accepted the idea of core
funding for NARS. Most insist on supporting a specific project ot patts
of programs. The result has been that parts of the agreed-upon national
program are left underfunded.

Governance at the research organization level

stakeholdg
priority-set

Governing boatrds, financial management and auditing, external
reviews, and performance contracts are some of the standard tools of
governance found in public-sector institutes throughout the wotld.
Used together, these can bring an institute a long way towards achieving
improved performance and accountability.

Governing boards. Governing boards tend to be the top level of
decision making. Through their membership, they also provide the link
between the organization and its external environment. While the
specitic roles of boards vary according to culture and national historical
circumstances, they usually include five functions: (1} providing
strategic guidance to management, (2} ensuring that the organization
fulfills its mandate, (3) seeing that the organization complies with
statutes and regulations, (4) accepting ultimate financial responsibility
for the organizations’ affairs, (5) recruiting the director of the
organization.




Yet in national agricultural research, it is often at this level that
leadership breaks down. Many public research organizations have no
governing boards. This is most often true when research is operated as
a department under a ministry. Organizations with some autonomy are
more likely to have a board. But even then, the boards may be so
unstable or bureauctatic that they exercise no real decision-making
powet. In some cases, boards may be composed of high-level civil
servants who are too busy to attend meetings. They may delegate their
attendance to junior officers with limited authority. Finally, boards are
often so constrained by civil service regulations or instirutional agendas
that they have no scope for effecting substantial change.

Efforts to improve board performance often begin with attempts to
reconstitute their membership. South Afiica, for example, revamped
the boatd of its Agricultural Research Council (ARC) in 1997 to help
guide a reorientation of its research program. Rather than civil-servant
appointees, members are selected on the basis of personal merit. Strong
abilities in management and science-based business are among the
selection criteria, as well as pursuance of a gender balance. ARC is
consideting further boatrd reforms as well, such as the introduction of
board self-evaluation. Such appraisals are increasingly used by private
corpotations in industrialized countries. Articles recently published in
the Harvard Basiness Review advocate board self-evaluation as a means of
clarifying the individual and collective roles and responsibilities of
directors.

An TSNAR study of policy and financial instability in Nigeria revealed
that frequent changes in board membership are a major factor
undermining research Institute performance. The changes were the
tesult of dissolution and reconstitution of boatds, rather than voluntary
exit of individual members. Unlike private firms, which have boards
with open-ended, overlapping terms, the research organizations tended
to have fixed non-ovetlapping tenures for their board members, This
mode of appointment and removal jeopardizes the accumulation of
institutional memory and leaves 2 void in leadership and financial
accountability.

Finally, farmer representatives are being appointed to the boards of
agricultural research organizations in increasing numbers. This is a
classic exampie of a volce mechanism whereby clients play a role in
decision making. Nonetheless, questions remain as to whether
meaningful involvement of resource-poor farmers can be achieved by
this means. Experience suggests that there may be more effective ways
to articulate the needs of these groups in decision-making fora, This is
because the young, activist farmers who often lead the poor farmers’
movements may mistrust government organizadons and feel
inadequate discussing scientific matters. Alternatively, if the farmers on
the board are large-scale commercial producers, their influence could
take research further away from a focus on poverty or environmental
concerns.

Financial management and auditing. Financial management and
auditing go beyond the public-sector accounting that has typified many
government research institutes. Rather, it can be seen as using practices
of accounting, control, and reporting as tools for result-oriented
management. According to this approach, institutional performance
can be improved by documenting the products delivered, as well as
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their related costs. Information on past costs and outputs feeds into
future decisions on resource allocation. Use of standardized procedures
facilitates comparison of costs and outputs across organizations.
Management therefore becomes more transparent, and stakeholders
gain insight into organizational efficiency and effectiveness.

Auditing, too, serves an oversight and accountability function. It is
essentially an independent check that management’s representation of
the financial performance of the insdrution is a fair one. Auditing is
gaining importance in the governance of public agencies. It fosters
confidence in the institution by providing independent opinion on (1)
the information that members of the governing body receive, (2) the
managetial practices in use, and (3) institutional reports to stakeholders
about petformance. In its “comprehensive mode,” auditing goes
beyond the traditional purview of the financial statement, extending to
matters of social relevance, institutional efficiency, and performance.

External reviews, In an external review a panel of experts studies a
particular otganization (or program or project} to evaluate its
petformance and make recommendations for improvements. For
stakeholders, the value of this mechanism is that a knowledgeable
group of persons from outside brings a fresh, insightful view to the
activities under review, External reviews have long been used by the
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international research centers under the Consultatdve Group on
International Agricultural Research (CGIAR) to combine expertise and
a neutral perspective in performance evaluation.

Governance at the regional and international levels

At the regional and international levels, a number of new fora are
emetging for governing agricultural research. These range from
professional associations and networks for exchange of scientific
information, to fully integrated agricultural research programs, such as
regional research institutions. Proponents of regionalization point to its
ability to enhance research performance by achieving economics of
scale and wider geographic coverage, critical masses of resources, and
increased shating of experience and technologies. Regional bodies also
provide a focal point for donors whereby external support to research
might increase.

However, experience shows that capturing these benefits is not easy.
This is, first, because regional initiatives imply shared sovereignty in
decision making. Decisions are made through consensus and
negotiadon. The final result will therefore not always reflect what each
individual membet (ot their national stakeholders} considers the best
alternative. Second, transacton costs may be quite high in regional
efforts. These include time and resources used to plan and manage the
initiative, as well as inefficiencies in resource allocation stemming from
other members’ objectives being taken into account. Third, national
“ownership” of regional activities has proven difficult to achieve, This
means that results may not be readily used by national-level rescarch
programs. Fourth, uncertainty of resource allocations at the regional
level may pose cootrdination problems with national-level research
planning. As such, regionalization may contradict some of the benefits
of bringing research closer to its local-level clients. Finally, national
representatives to regional bodies may be unable to reflect the breadth
of stakeholder views, not do they have the legal authority to make some
of the decisions required.

At the international level, the CGIAR offers an example of increased
stakeholder involvement in jts governance. Representatives of
developing-country NARS have gained influence in guiding the
CGIAR agenda and priorities. In the past, such input has been seen as
technoctatic and top down. But now a bottom-up element has been
added in the form of regional and global NARS fora. The NARS global
forum convened for the first dme in 1997, bringing a broader
stzkeholder perspective to discussions of the future program of the
CGIAR. Such input can be seen as the application of parficipatory
approaches at the international level.

Conclusion

Governance has always been a critical factor determining the per-
formance of an agricultural tesearch organization or system. But it is
now receiving increased attention due to the dramatic changes taking
place in the institutional environment. The shifting roles of the market,
government, and civil society have led to a reexamination of the
responsibiliies of each. Public-sector reform has put a new premium
on transparency, accountability, and performance of agricultural
research. Emphasis on decentralization and participation is driving




research closer to its clients in an attempt to improve the relevance of
research results, At the same time, a new public-sector agenda for
agricultural research is emerging that is increasingly concerned with
poverty alleviation, resource management, and protection of the
environment. These require policy decisions that affect society at large.

For agricultural research, the challenge is to introduce governance
mechanisms that incorporate the voice of relevant stakeholders at the
most appropriate level of decision making. This essay has highlighted
some of the approaches to governance most widely used in industri-
alized and developing countries. However, each developing-country
environment is unique. This requires innovation in governance. It also
underscores the need to seck novel solutions that take account of local
culture and tradition.




ISNAR Activities in 1997

This table lists ISNAR activities in 1997 according to region and country. For some activities, special
institutional collaborators and donors are mentioned, but none of these projects would have been possible
without the contnued suppott of ISNAR’s unrestricted core donors. These donors are listed at the bottom
of each page. ISNAR integrates research, advisory setvice, and training in its work to strengthen
developing-country NARS. Activities are color-coded to indicate their focus as follows:

Advisory Research and Training and Adv. Service
Research Training Service 'Training Adv. Service and Research Combined
l T

Region/ . Donors and
Country Activity Collaborators

Asia and South Pacific

Unrestricted Core Donors
Australia Canada European Union India Japan Norway Spain United Kingdom
Belgium Pecple's Rep. of China  France “ lran Mexico Philippines Sweden United States
Brazil Denmark Germany Haly Netherlands South Africa Switzerland World Bank




Advisory Research and Training and Adv. Service

Research Training Service Training Adv. Service and Research Combined
I I

Eastern Europe/Former Soviet Union

Unrestricted Core Donors

Australia Canada Eurcpean Unidn : india Japan Norway Spain United Kingdem
Belgium People’s Rep. of China  France fran Iexico Philippines Sweden United States
Brazil Denmark Germany ttaly Netherlands South Africa Switzerdand World Bank

P ]



Sub-Saharan Africa

o s N o i

Education on agricultural research management: in collaboration with NATURA,

prepared joint project proposal to implement an educational program on agricultural
research management in African universities

LGt i

Training in research management: as part of building capacity with SADG

e

NATURA

USAID

SADC

management development institutions, developed training modules on eight SADC

specialized areas of research management; completed project in 1997 with ESAMI

production of two final modules: on gender and strategic planning

Unrestricted Core Donors :

Austrafia Canada Eurcpean Unien India Japan Norway Spain United Kingdom
Belgium People's Rep. of China  France Iran Mexico Phiiippines Sweden United States
Brazil Denmark Gemany Htaly Nethertands South Africa Switzerfand Warld Bank

oy




Advisory Research and Training and Adv. Service
Research Training Service Training Adv. Service and Research Combined
[

Unrestricted Core Donors
Austrakia Canada Eurcpean Unicn India Japan Nonway Spain United Kingdom
Belgium Peaple's Rep. of China  France Iran Mexico Philippines Sweden United States
Brazil Denmark Germany Italy Netherlands South Africa Switzerland World Bank




Nigeria intercenter Training Project (ICTP): in collabaration with three other CGIAR IITA
centers, transtated and fested three training modules in French to broaden ICRISAT
accessibility to ISNAR'’s training materials and respond to needs of francophone
countries; used the English ICTP modules in Nigeria for angtophong countries

WARDA

West Asia/North Africa

Unrestricted Core Donors
Australia Canada - Eurcpean Unicn India Japan . Norway Spain United Kingdom
Belgium People’s Rep. of China  France Iran Mexico Philippines Sweden United States
Brazil Denimark Germany ltaly Nethertands South Africa Switzerand Warld Bank



Advisory Research and TFraining and Adv. Service

Research Training Service Training Adv. Service and Research Combined
I
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Unrestricted Core Donors

Australia Canada European Union India Japan Norway Spain United Kingdom
Belgium People’s Rep. of China  France lran Mexico Philippines. Sweden United States
Brazil Denmark Germany ftaly Netherlands South Africa Switzerland World Bank




Unrestricted Core Donors

Augtralia Canada European Union India Japan Norway Spain United Kingdom
Belgium Feople's Rep. of China  France Iran fexico Philippines Sweden United States
Brazil Denmark Germany Haly Netherlands South Africa Switzerand World Bank




Advisory . Research and Training and Adv. Service
Research Training Service Training Adv, Service and Research Combined
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Unresiricted Core Ponors
Australia Canada European Union India Japan Norway Spain United Kingdom
Belgium Peaple’s Rep. of China  France Iran Mexico Phifippines Sweden United States
Brazil Denmark Germany ltaly Netherlands South Africa Switzerland World Bank




Training in agricultural research management: delivered two-week component
onh agricultural research management as part of four-month DSE course for
biotechnology researchers; delivered five times over the past three years, this
course now incorporates standard introductary material that can be tailored by case
studies and exetcises to specific audiences; as part of a multiplier strategy, trainers
also being trained—both inside and outside ISNAR

DSE

Unrestricted Core Donors

Austratia Canada Europaan Union India Japan Morway Spain
Belgium Peopfe’s Aep. of Chinz  France Iran Mexico Philippines Sweden
Brazil Denmark Germany Italy Netherlands South Africa

Switzedand

United Kingdom:
United States
World Bank




ISNAR Publications, Training Materials, and Other
Major Documents

Publications about ISNAR
Annual Report 1996

ISNAR Newsletter No, 32
I’ISNAR en bref No. 14
1997-98 Catalog of Publications
Books

The Glebalization of Science: The Place
of Agricultural Research (new,
expanded edition). By C. Bonte-
Friedheim and K. Sheridan.

Briefing Papers

No. 22f, Firude de cas-modéle. La
sélection et le recrutement des
gestionnaires: I.’example d’une réussite
en Argentne. By H. Hobbs, RM.
Longobardi, and H.C. Julian.

No. 28f. La régionalisation de la
recherche agricole: Ses problemes
particuliers. By G. Gijsbers and R.
Contant.

No. 33. Developing an integrated
agricultural research policy:
Experiences from Benin. By
W. Janssen, P.T. Perrault, and M.
Houssou.

No. 34. Commodity program priority
setting: The experience of the Kenya
Agricultural Research Institute. By
M. Kamau, D.W. Kilambya, and
B.F. Mills.

No. 35. Benchmark study. A research
partnership with farmers: The case of
CENTA in El Salvador. By H. Hobbs,
J.F. Larios, F.R. Arfas Milla, and J.E.
Vides.

No. 35s. Estudio de caso gerencial
exitose. Una asociacion con los
productores para una investigacion
participativa: Bl caso del CENTA en
El Salvador. By H. Hobbs, J.F. Latios,
F.R. Arias Milla, and J.E. Vides.

No. 36. A social network approach to
analyzing research systems: A study of
Kenya, Ghana, and I{erala (India). By
W. Shrum.

Research Reports

No. 10, Research options for high-value
agricultural exports in South Pacific
island nations. By E. Fleming.

No. 11. Agricultural research plans in
sub-Saharan Africa: A status report. By
H. Hambly and L. Setshwaelo.
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No. 12. Staff performance assessment
and reward in international agricultural
research centers. By E.G. Brush and
C.A. Kramer.

Research Management Guidelines

No. 4. Planning and priority setting for
regional research: A practical approach
to combine natural resource
management and productivity
concerns. By W. Janssen and A. Kissi.

Discussion Papers

Discussion papers are prefiminary reports of
work in progress at ISINAR. They are neither
edited nor formeally reviewed, and their circutlation
is Limited.

DP 96-7. Disciplinary roots and
branches of evaluation: Some lessons
from agricultural research. By D.
Horton,

P 97-1. Cocoa biotechnology:
Research and development,
competitiveness, and implications for
producer countries. By T, Braun-
schweig and N. Gotsch.

DP 97-2. Strengthening research
linkages with agricultural markets in




sub-Saharan Africa: Zimbabwe case
study. By A. Gordon.

DP 97-3. Strengthening research linkages
with agricultural markets in sub-Saharan
Africa: Mali case study. By A. Gordon.

DP 97-4. Strengthening research linkages
with agricultural markets in sub-Saharan
Africa: Uganda case study. By A.
Gordon.

DP 97-5. Le renforcement de
mécanismes de liaison entre la
recherche et les maschés agricoles en
Afrique subsaharienne: Frude de cas: Le
Mali. By A, Gordon.

DP 97-6. Governance: Responding to
pluralistic societies. By ID. Dijkzeul, P.T.
Perrault, and S.IL. Hobbs.,

DP 97-7. Agricultural research in
government agencies in Latin America:
A preliminary assessment of investment
trends. By M.W.J. Cremers and J.
Roseboom.

Other Unofficial Publications

Cheaz, ., ]. de Souza Silva, and J.
Calderdn {eds.). Tercer taller
subregional de formacion de
capacitadores/ facilitadores de cambio
en la administracién de la investigacion
agropecuatia: Informe del tercer taller.
Maracay, Venezuela, 18 al 29 de
noviembze de 1996. Proyecto ISNAR
de PSyH para América Latina y el
Caribe.

Cheaz, ., J. de Souza Silva, and D.
Horton {eds.). Segundo taller
subtegional de formacidn de
capacitadores/ facilitadores de cambic
de la administracion de la investigacion
agropecuaria: Informe del taller, Vifia
del Mar, Chile, 2131 de octubre de
1996. Proyecto [SNAR de PSyE para
Amética Latina y El Caribe.

Diaz, N, et al. Capacitacién en
planificacion, seguimiento y evaluacion
pata la adminsitracién de la
investigacién agropecuaria. Modulo 5:
Gestidn estratégica del cambio (GECI).
ISNAR PM&X Project for Latin
America and the Caribbear,

Hobbs, 8. H. Ten tools and a plan of
action for managing change in natdonal
agricultural research organizations.

Migustére des Enseignements Secondaire,
Supérieur et de la Recherche

Scientfique, République de Burkina
Faso. Renforcement du role de
PPuniversité Ouagadougou au sein du
systéme national de recherche agricole
du Burkina Faso: Recommandations et
plans d’action.

Ministry of Agriculture, Ministry of
Higher Education. Strengthening the
role of universities in the national
agricultural research system of
Zimbabwe,

Ministry of Agriculture, Ministry of
Higher Education. Strengthening the
role of universities in the national
agricultural research system of
Zimbabwe: Recommendadons and
action plans.

Ministry of Agriculture, Animal
Industries and Fisheries; Ministry of
Educadon; Ministry of Natural
Resources, Strengthening the role of
Makerere University in the national
agricultural research system of Uganda.

Ministry of Agriculture, Animal
Industries and Fisheries; Ministry of
Education; Ministry of Natural
Resources. Strengthening the role of
Makerere University in the national
agricultural research system of Uganda.
Proceedings of the national workshop,
Aptil 2-4, 1997, Kampala, Uganda.

Ministry of Agriculture and Cooperatives
(Tanzania), SACCAR, and ISNAR.
Policy and financing of agricultural
research in Tanzania. Proceedings of
first workshop (2-3 September 1996)
and follow-up workshop (8-9 January
1997).

Tola, J., W. Janssen, and S. Medeiros
{cds.). Reconocimiento y respuesta a
nuevas demandas tecnoldgicas:
Agroindustria y manejo de recursos
naturales. Memorias del Taller de
planificacion de acdvidades del
proyecto INTAs-BID-ISNAR, Santiago
de Chile, abril 01-03. Documento de
Trabajo Na. 96-8.

Extetnal Publications by ISNAR Staff
Members in 1997

These fitles do not include papers presented at
meelings utiless they are part of published
procecidings.

Bonte-Friedheim, C. Farming forever:
Research challenges for food
production for the 21% century. In

Partners in the barvest, edited by

J. Lawrence. Camberra: Australian
Centre for International Agriculmral
Research.

Bonte-Friedheim, C. Strengthening
of natdonal research organizations
through the CGIAR-System, In Foed
security and innovations: Successes and
lessons learned, Tnternational Symposinm
1996, edited by F. Heidhues and A.
Fadanin. Frankfurt am Main: Peter
Lang,

Brenner, C. and J. Komen {eds.).
Integrating biotechnology in
agriculture: Incentives, constraints
and country experiences, Report of
a policy seminar for West Asia and
Notth Africa, Rabat, Moroceo,
2224 April, 1996. The
Hague/Paris: Intermediary
Biotechnology Service/OECD
Development Centre,

Brenner, C. and J. Komen (eds.).
Intégrer la biotechnologie dans
Pagriculture: Incitations, obstacles,
expériences, Rapport d’un séminaire
pour le Moyen-Orient et PAfrique
du Nord tenu 4 Rabat, au Maroc, du
22 au 24 avril, 1996. La Haye/Paris:
Service de liaison en biotech-
nologie/OCDE, Centre de
développerment.

Cohen, J. I. Technologles in
transition. The case of agricultural
research and biodiversity. In
Agricaitural developnrent: Productivity,
distribution and environnent, Proceed-
ings frome the seminar organized by the
Ministry of Foreign Affairs, NORAD,
and the Agricultnral University of
Norway, 17-12 March 1997, edited by
R. Haug and E. Urstad. As, Norway:
Agricultural Univessity of Norway
and Noragric.

Cohen, J.I. and J. Komen.
Agricultural biotechnology policy
seminars: An overview of meetings
in Asia and Africa. In Intsgrating
biotechnology in agricalture: Tncentives,
consiraints and comntry experiences, Report
of a policy seminar for West Asia and
Narth Africa, Rabat, Morocco, 22-24
April 1996, edited by C. Brenner and
J. Kommen. The Hague/Paris:
Intermediary Biotechnology
Service/OECD Devclopment
Centre.




Cohen, J. I. and J. Komen,
International activities on the
development and wansfer of
biotechnology for developing
countties, In The 42h international
syruposinm on the biosafety resulis of field
tasis of genetically modified plants and
micrsorganiswi, edited by S. Matsud, S.
Miyazaki, and K. Kasamo, Tsukuba,
Japan: Japan International Research
Center for Agricultural Sciences.

Craig, B.]., P.G. Pardey, and J.
Roseboom. Internadonal productdvity
patterns: Accounting for input quality,
infrastructure, and research. American
Journal of Agricuttnral Econonties Vol.
794

Elliott, H. Policy responses to
structural adjustments. In Liberafization
of the domestic market: Its imsp fcations on
the national agricaliural seclor and nrore so
agricultural research. Proceedings of the
National Policy Workshop on
Liberalization of the Domestic Market, held
at KARIL Nairobi, October 17-18, 1996,
edited by P.O. Fungoh. Nairobi:
Kenya Agricultural Research Tnstitute.

Gijsbers, G. and P.T. Petrault.
Insdrutionalizing agricultural research
priority setting, monitoring and
evaluation in the Indian NARS, In
Proceedings of the ICAR-Werid Bank
Warkshop, held in New Delbi, Jaly 21-23,
1997, New Delhi: National Centre for
Agricultural Economics and Policy
Rescarch/Indian Agriculrural
Research Institute.

Hobbs. H., C. Valverde, ]. Francisco
Larios, F. R.Arias Milla, and J.
Eduardo Vides. The case of CENTA
in El Salvador: A research partnership
with farmers. foxrmal for Farming Systems
Research-Esctension Vol. 7(1): 29-38.

Loevinsohn, M. Evolving agticaltural
systems and the design of
participatory research. In New frontiers
i participatory research and gender analysis,
Proceedings of an iniernational seminar,
9—14 Seprember 1996, Cali, Colonbia,
CGIAR Systemwide Program on
Participatory Research and Gender
Analysis for Technology Development
and Institutional Innovaton, Cali,
Colombia: Centro Intetnacional de
Agticultura Tropical.

Loevinsohn, M. and P.T. Perrault.
Stakeholder involvement in regional
agtricultural R&D: In search of
accountability and effectdvencss. In
Shaping effective collaboration among
stakeholders in regional agricultnral research
and development in sub-Saharan Africa,
Proceedings of @ workshop, Amsterdars, 1-5
Septemmber 1997, Amsterdam: KIT.

Mackay, R. Promoting project
management in agriculture. In Prgjest:

~

The Magazine of the Association for Projest
Management April 1997,

Meijerink, G.W. Incentives for tree
growing and managing forests
sustainably—More than just carrots
and sticks. Wageningen, the
Netherlands: 1I<C Natuurbeheer.

Michelsen, H., C. Adandedjan, and J.
Detongnon (eds.). Strengthening the
role of Université du Bénin (UNB) in
the nadonal agricultural research
system. In Institutions and technolagies for
#iral develgpment in West Africa,
Proceedings of the international symposinm
arganized ty the University of Hobenbeim,
Germany, 16-22 February 1996 i
Cotonox, Bémin, edited by T.
Bierschenk, P.-Y. Le Meur, and M.
von Oppen. Weikersheim, Getmany:
Markgraf Vetlag.

Mills, B.E. Ex-ante agricultural
research evaluation with site specific
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Financial Report for 1997

ISNAR closed its 1997 accounts with a small deficit of US $224,000. This is about equal to the deficitin 1996,
which atose from a reduction in some donor contributions. Shortfalls of income in both 1996 and 1997
underscore the need for ISNAR to strengthen its relations with established donors, as well as to explore new
sources of income. ISNAR’s operating costs in 1997 were $10.4 million. This savings of $800,000 over the
1996 figure atises from vigorous and ongoing efforts to contain costs.

Donors providing unrestricted grant contributions continue to be the mainstay of ISNAR’s funding. Their
solid support is essential for ISNAR to fulfill its mandate to strengthen NARS in developing countries,
Unrestricted grants have increased from $6.4 million in 1996 to $6.9 million. However, these figures are not
directly comparable because the 1997 figure includes part of the Netherlands’ contribution that was
pteviously listed separately as the financing of ISNAR headquarters. Denmark significantly increased its
contribution to ISNAR in 1997, and South Africa became a donot for the first time. Also encouraging, Italy
and Belgium returned as contributors to ISNAR’s core program. It should be noted that the 1997 result
includes a shortfall of $95,000, arising from an exchange rate difference due to the late payment of the
European Union of their 1996 contribution.

More targeted support, in the form of restricted grants and complementary projects, also continues to be an
important part of ISNAR’s finances. Total contributions here amounted to $3 million, Thanks are due to
many supporters. All donors, unrestricted and restricted, are named on the accompanying pages. Full details
are provided in the financial statements of ISNAR, which are avzilable from ISNAR upon request. The
statements were audited by Moret Ernst and Young of The Hague.

ISNAR’s stakeholders are many—NARS, donors, staff, board of trustees, sister organizations—but the
most important are the people of the developing countries, whose present and future, in no small measure,
depends on the ability of agricultural research to deliver appropriate and timely knowledge. We are proud to
say that we believe ISNAR has provided good value in contributing to achieving that goal in 1997,




1997 Contributors of Unrestricted Grants (US $100,000's)

Australia
Belgium
Brazil
Canada*
China
Denmark*
Furopean Union™*
France
Germany*
India

tran*®

Italy

Japan*
Netherlands*
Norway
Philippines
South Africa
Spain*®
Sweden*
Switzerland*
United Kingdom
LSA*

World Bank*

* Indicates that donot has also provided targeted support.

Contributors of Targeted Grants

Agency fof Agricultural Research and Development {(AARD), Indonesia
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Chemonics
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Institut Sénégalaise de Recherches Agricoles (ISRA)

Instituto Nacional de Investigacion y Tecnologfa Agraria y Alimentaria (INIA), Spain
Inter-American Development Bank IDB)

International Development Research Centre IDRC)

International Institute of Tropical Agriculture (IITA)

Kenya Agricultural Research Institute (ICART)

Mali

Mauritania ] :

National Agricultural Research Organization (NARO), Uganda
Organisation for Economic Cooperation and Development (OECD)
Rockefeller Foundation




Southern African Centre for Cooperation in Agricultural and Natural Resources Research & Training
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Southern African Development Community (SADC)

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

Zambia Agricultural Research and Extension Project (ZAREP)

ISNAR Income and Expenses, year ending 31 December 1997

Unrestricted Grants 6,921 068%
Restricted Grants 840 8%
Complementary (Project) Grants 2,121 21%
Other 281 3%
Total Income 10,163 100%

Personnel 5,926 57%
Facility 859 8%
Travel 890 C 9%
Administration 1,224 12%
Computer Services 262 3%
Project Support 1,226 12%
Total Expenses 10,387 100%

-224 2%

ISNAR Expenses, year ending 31 December 1997

Personnel

Project Support
Facility
Computer Services

Travel

Administration
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La gouvernance de la recherche agricole :
changement des roles dans la prise de décision

Le rapport d’actvité pour Pannée 1997 a pour
théme principal « la gouvernance de la rechetche
agricole ». La notion de gouvernance peut se
définir comme la facon dont un systéme ou
organisme est orienté et guidé. Il s’agit done d’un
facteur important influencant le fonctionnement et
les résultats des systémes et organismes de
recherche agricole. L’attention accrue portée
actuellement 2 la gouvernance s’explique par les
changements dramatiques qui se produisent dans
Penvironnement institutionnel. En effet, les réles
du marché, du gouvernement et de la société sont
en évolution et il faur donc réexaminer les
responsabilités des uns et des autres. En outre, les
réformes du secteur public conférent une valeur
nouvelle 4 la notion « transparence et
responsabilité » et a  lefficacité dont doit
témoigner la recherche agricole publique.

En termes opérationnels, la gouvernance constitue
le cadre au sein duquel a lieu la prise de décision.
De nature habiteellement hiérarchique, la
gouvernance s’étend de 'échelon gouvernemental
(C’est-a-dire du pouvoir de décision affectant les
politiques de recherche agricole) a celui de I'institut
(ot sont prises les décisions sur ]a programmation
des recherches} — en passant par Iéchelon du
systéme, oul est étabii un ordre des priotités pour la
recherche agricole nationale. Une « bonne
gouvernance » veille  ce que les intéréts des parties
prenantes soient exprimés au niveau pertinent et 2
ce que ces partes intéressées contribuent
Pinformation  requise. Une des
importantes qu’assume la gouvernance est de
définir qui doit participer a ia prise de décision, 4
chacun des niveaux. Une autre tiche primordiale
consiste 4 tisser des liens entre les différents
niveaux,

fonctions

Gouvernance et recherche agricole

L'évolution de la gouvernance de la recherche
agricole refléte Lexistence d’'un certain nombre
d’idées sous-jacentes portant sur des sujets
connexes. Notons en premier lieu que dans bon
nombre de pays, les gouvernements ont mis en
cause le « statut public » de la recherche agticole.
Les efforts de rationalisation budgétaire souvent
reliés a lajustement structurel ont sévérement
contraint la  capacité  d’intervention  des
gouvernements. A cela s’ajoute une certaine

conception de la gestion publique selon laquelle
plusieurs acdvités, jusqu’ici confiées an sccteur
public, seraient mieux réalisées si elles étaient
prises en charge par le secteur privé. Toutefois,
dans les pays en développement, c’est chose
complexe que de vouloir mettre en jeu les
mécanismes du marché pour orienter la techerche
agricole. La production agticole est fréquemment
'unique gagne-pain de plus de cinquante pour cent
de la  population, portion  composée
principalement  de  petits  exploitants  qui
représentent les secteurs de la société les plus
pauvres et les plus dénués de pouvoir. Une
recherche axée sur les demandes du marché
risquerait d’étre concentrée trop exclusivement sut
les besoins de la couche minoritaire détentrice de
pouvoirs économiques et politigues.

En second lieu, la décentralisation institutionnelle
et la participation des paysans 2 la gouvernance
sont de plus en plus considérées comme des
mécanismes pour améliorer les performances de la
recherche agricole, tout particulierement du point
de vue de sa pertinence. Dans les situations ot 'on
dispose d’une capacité administratve locale déja
solide — ou du moins susceptible détre
consolidée - la décentralisation peut contribuer
au développement (orienté de [a base au sommet)
d'institutions transparentes ct tesponsables, et
davantage a I'écoute des paysans. On disdngue
deux catégories de mécanismes participatifs,
mécanismes dits de « voix » et mécanismes de
« sortie ». Sous « voix » se regroupent ceux qui
assurent que les bénéficiaires des services rendus
aient voix au chapitre lors de la prise de décisions
sur les modalités de livraison des setvices. Par
exemple, la possibilité que les paysans participent
de plein droit aux comités de programmes de
recherche. Les mécanismes « sorte » introduisent
le facteur « concurtence » en prévoyant des
possibilités  d’aller  s'adresser 4 d’autres
pourvoyeurs si les premiers services rendus
s’averent insatisfaisants.

S’agissant des processus participatifs, il impotte de
savoir gai se fait entendre et sur guel fype de décision, et
comment les contributions zinsi trecueillies vont
aboutir & Iélaboration d’un programme de
recherche qui s’harmonisera avec les objectifs
politiques nationaux. Le dilemme rencontré est
quhabitvellement les groupements déja bien dotés




sont aussi les mieux plagés pour pouvoir former
des associations et en tirer bénéfice. Il faut donc
s’efforcer de créer des processus participatifs pour
faire entendre également la voix d” autres groupes
actuellement trop faiblement représentés : les
femmes, par exemple, et les paysans pauvres.

Troisiemement, I'élargissement du programme de
recherche et les roles changeants des secteurs
public et privé sous-tendent certains des
changements au niveau de la gouvernance. A
I'heure actuclle, la recherche agricole englobe des
ohjectifs économiques, et
envitonnementaux, de méme que des buts
d’accroissement de production. Un  traitement
adéquat des problémes soulevés 4 tous ces niveaux
nécessite une ptise de décision politique a I'échelon
du gouvernement, et les contributions d'une
représentation plus grande des pardes intéressées

soclaux,

au niveau des communautés. Par ailleurs, la
conséquence des mesures désormais plus strictes
de protection des droits de propriété intellectuelle
est de renforcer Iactivité du secteur privé dans
certains domaines de la recherche agricole, tels
Iamélioration génétique des plantes. Cela permet
au secteut public de se dessaisir de ces activités et
de se consacrer 3 des tiches plus difficiles et de plus
longue haleine, parmi lesquelles les recherches
visant "allégement de la pauvreté et la durabilité de
agriculture et de 'environnement.

Les mécanismes de la gouvernance :
exemples et innovations

Les exemples illustrant lapplication de
mécanismes de gouvernance 2 la recherche
agticole se rapportent a différents niveaux : au
niveau du systéme national de recherche agricole

ion fut partucrpatlf puidée par les"conseils: generaux du
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(SNRA), 4 celui de l'institut de recherche, et aux
niveaux régional et international.

Au npiveau du SNRA, peu de pays disposent
actuellement d’instances capables d’exercer une
autorité sur 'ensemble des acteurs impliqués dans
la techerche agricole nationale. La création
d’institutions  faitiéres pour régir la recherche
agricole est encore peu concluante. Il convient de
distinguer deux types d'institutions faiticres — les
soctétés nationales de recherche et les conseils de la
recherche agricole.

Au niveau de [institut de recherche, 'adoption de
certains outils de gouvernance déja répandus
pourra conduire a de meillenss résultats, ainsi qu’a
une plus grande transparence et responsabilité
institutionnelles. Ces outils sont, entre autres, les
conseils d’administration, la gestion financiére et

laudit; et les évaluations externes. Les conseils
d’administration constituent un lien principal entre
Porganisation et son environnement externe. Leur
composition ainsi que la continuité au plan de
I'adhésion des membres déterminent en grande
partie leur degré d’efficacité et leur capacité de voir
Iavenir et de fournir un leadersbip. Le deuxiéme
outil de gouvernance mentionné ci-dessus — la
gestion financiére et 'audit — remplit de plus une
fonction de surveillance, pour garantir la
transparence et la responsabilit¢ financiéres, La
vérification des comptes est en effet avant tout un
moyen de contrdle indépendant pour s’assurer que
la Direction d’un instituc présente une image
correcte de la performance financiére de Pinstitut.
Quant a 'évaluaton dite externe, c’est 'examen
conduite par équipe d'experts pour évaluer les
performances et les résultats d’une institution (ou
d’'un programme ou projet) et pour proposer des




améliorations. La valeur de ce mécanisme provient
de ce qu'un groupe d’observateurs externes, bien
versés dans le domaine, posent un regard nouveau
et perspicace sur les activités examinées.

Au niveau régional, on assiste 4 I'émergence de
tout un éventail de mécanismes nouveaux pout
régir la recherche agricole. Cet éventail englobe les
associations professionnelles et les réseaux
d’échange  dlinformations  scientifiques, les
organismes  sous-régionaux, et meéme des
programmes pleinement intégrés de recherche
agricole, tels les instituts de recherche régionaux.
Les adeptes de la régionalisation appuient leurs
arguments sur les économies d’échelle et sur la
taille plus importante du réservoir de ressources,
notamment humaines, qui peuvent étre mobilisées,
Néanmoins, 'expérience montre qu’il n'est pas
facile de tirer profit de ces avantages. Hn effer,
pour lancer des initiatives régionales, il faut tout
d’abord négocier et dégager un consensus au
niveau de la prise de décision. En outre, les cotis
de transaction peuvent étre assez élevés. Bt enfin,
les représentants nationaux affectés aux corps
régionaux peuvent étre incapables de refléter les
vues de toute la gamme de parties prenantes
nationales. Qu bien, il arrive qu’ils ne jouissent pas
de l'autorité juridique leur permettant de preadre
toutes les décisions nécessaires.

Au niveau international, le GCRAI fournit un
exemple de Iintensification de la participation des
parties prenantes au niveau de la gouvernance. En
eftet, ies représentants des SNRA des pays en
développement exercent aujourd’hui une influence
plus grande en guidant Pétablissement de priorités
et 'élaboration des programmes du GCRAL Leur
contribution peut étre  considérée  comme
Iapplication des approches participatives au
domaine de la planification de la recherche agricole
internationale.

Conclusion

La gouvernance a toujours constitué un facteur
critique © de  détermination du niveau de
petformance des organisations de recherche
agricole. Or dans les pays en développement, le
défi a relever est d’instaurer des mécanismes de
gouvernance qui accordent une place, a 'échelon
le plus approprié de la prise de décision, aux vues
exprimées par les parties prenantes. Le rapport
d’activité de année 1997 met en lumiére quelques
unes des facons d'aborder les questons de
gouvernance les plus largement répandues dans les
pays industrialisés et en développement.
Lenvironnement de chaque pays étant unique,
Iinnovation en matiére de gouvernance s’impose
au niveau national afin de tenir compte des
traditions et cultures spécifiques.
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El gobierno de la investigacion agropecuaria:
cambiando los roles en la toma de decisiones

El tema para el informe anual 1997 es “el gobierno
de la investigacién agropecuaria. Gobierno puede
ser definido como ¢l medic mediante en el cual un
sistema u organizacién es guiado v dirigido. Como
tal, es un factor clave determinante del desempefio

de los sistemas y organizaciones de investigacién
agropecuariz. La creciente atencion puesta en e}
tema de gobierno se debe a los dramaticos cambios
gue han sucedido en el ambiente institucional. Los
cambios en los roles del mercado, el Estado y la
sociedad han llevado a fa re-examinacién de las
responsabilidades de cada uno. Al mismo tempo,

la reforma del sector publico ha impuesto un
nuevo valor en la transparencia, 12 responsabilidad
y la eficacia de la investigacién agropecuaria
financiada con fondos publicos.

En términos operacionales, el gobiemo es un
marco de trabajo en el cual se toman las decisiones.
Generalmente jerdrquico, el gobierno se extiende
desde la formulacién de politicas, hasta Ia
determinacién de ptioridades para el sistema de
investigacién agropecuaria, y desde ese punto 2
decisiones sobre la programacion hechas a nivel de




la organizacién de investigacién. Un gobierno
efectivo asegura que los intereses de los principales
intetesados sean tomados en consideracion al nivel
aptopiado ¥ que dichos interesados aporten la
informacion necesaria para la realizacién de la
tarea. Con referencia al tema de gobierno, es muy
importante decidir quien debe participar a cada
nivel del proceso de la toma de decisiones. Otro
aspecto importante son los vinculos entre los
distintos niveles.

Las ideas fundamentales de la
investigacién agropecuaria

Algunas ideas relacionadas entre sf forman la base
de los cambios actuales en el gobierno de la
investigacion agropecuatria. Primero, en todas
partes los Estados estin cuestionando el estatas de
sector publico de la investigacién agropecuatia.
Grandes déficits y ajustes estructurales han dejado
brechas profundas en muchos presupuestos

estatales; y las teorfas de administracion pablica
sugieren que algunas agencias publicas se
desempefiarfan mejor si tuviesen que funcionar
como empresas privadas.  Sin embargo, es
compleio depender de los mecanismos del
mercado  para investigacion
agropecuaria en los pafses en desarrollo. En dichos

gobernar  la

paises, quizds mis del 50 por ciento de la poblacion
depende de la produccidon agropecuaria para su
sustento. Mas aun, la mayoria de estos son
productores a pequefia escala que constitayen los
sectores mds pobres y menos poderosos de la
sociedad. Si es dirigida por las fuerzas del
mercado, la investigacion podtia tener la tendencia
a enfocarse en las necesidades de unos pocos con
poder politico y econdmico.

Segundo, la descentralizacidn institucional y la
participacién de los agticultores en el Estado son
petcibidas cada vez mis como una manera de
mejorar el desempefic de la investigacion




agropecuaria. Donde localmente existe capacidad
administrativa o donde la misma puede ser
fortalecida, la descentralizacién podria contribuir a
responsables v
transparentes, con el empuje proviniendo de la
base hacia arriba. Los mecanismos participatorios
pueden ser agrupados en dos amplias categorias:
“voz” o “retiro”. La categoria mog les da a los
beneficiarios la oportunidad de dar su opinion
cuando se hacen las decisiones sobre a guien deben
Por ejemplo, los
agricultores podrian ser miembros con derecho a
voto en los comités a cargo del programa de
investigacion.
aquellos que introducen la competencia en el
suministre de servicios. En otras palabras, si los
beneficiarios no estin satisfechos ellos pueden ir a
otro proveedor de servicios.

formar instituciones mads

otorgarse los servicios.

Los mecanismos de reffro son

En los procesos participatorios, surgen preguntas
tales como la voz de guidn es escuchada, a gwé nivel,
y ¢dmo dichas contribuciones van a resultar en una
agenda de investigacidon que responda a los
objetivos de las poiiticas del Estado. Un dilema
que existe es que los grupos bien dotados
generalmente son los mejores para formar
asociaciones vy begpeficiarse de ellas. Podtia ser
necesario usar medios alternativos para asegurar
que la voz de los grupos con baja representacion,
tales como las mujeres y los agricultores de pocos
recursos, sean escuchados en los procesos
participatotios.

Tercero, la agenda de la investigacion agropecuaria
en proceso de ampliacién y el cambio de los roles
de los sectores puablico y privado son el
fundamento de los cambios en el concepto de
gobierno.  Ahora la investigacién agropecuaria
abarca  objetivos  sociales, econdmicos ¥
ambientales, asf como las metas de fa produccion.
Estos deben ser enfocados desde una petspectiva
amplia y social. Para tratar tales dimensiones
adecuadamente se requiere decisiones sobre las
politicas del Estado, asi como ld colaboracién de
un numero creciente de interesados a nivel de la
comunidad. El rol cada vez mds importante del
sector privado en algunos tipos de investigacién
agropecuatia, tales como el fitomejoramiento, es
uno de los resultados de la creciente proteccién de
los derechos de propiedad intelectual (DPI). Esto
deberia liberar recursos en el sector publico para
concentrarlos en tareas mds dificiles y de largo
plazo, incluyendo aquellas dirigidas a tratar
problemas como el de la pobreza y la
sostenibilidad.

A0

Mecanismos de gobierno: ejemplos e
innovaciones

Los ejemplos de mecanismos de gobierno usados
en la investigacién agropecuaria pueden ser
relacionados a tres niveles: al nivel del sistema
nacional de investigacidn agropecuaria (SNIA), al
nivel de la organizacién de investigacion v a los
niveles regional ¢ internacional. A nivel del SNIA,
muy pocos pafses tienen organismos de gobierno
capaces de ejercer autogidad sobre los distintos
grupos de actores involucrados en la investigacién
agropecuaria 4 nivel nacional. La experiencia con
los organismos coordinadores para gobernar la
investigacién agropecuaria ha sido, por tanto,
demasiado heterogénea. Jas corporaciones de
investigacidon y los concejos de investigacion
agropecuaria son dos de los tipos de otganismos
coordinadores.

A nivel de la organizacion de investigacion, algunas
herramientas de gobierno estindar pueden ayudar
a mejorar el desempeflo organizacional y su
transparencia.  Estos incluyen juntas directivas,
gestion  financiera y auditotia v evaluaciones
externas. Las juntas directivas proveen un vinculo
clave entre la organizacién y su ambiente externo.
La eficacia de las juntas directivas y su habilidad de
emitir una vision y ejercer liderazgo son
determinadas en gran medida por su composicién
y la continuidad del sexrvicios de sus miembros. La
segunda herramienta de gobierno, la gestdn
financiera vy la auditorfa, también sirve en su
funcién de supervision. La auditoria cs
esencialmente una verificacion independiente que
el desempefio financiero de lz  institucion
presentado por la Direccién es correcta. En una
evaluacion externa, un panel de expertos estudia
una organizacion (0 pPrograma o Proyecto) para
evaluar su desempefio y hacer recomendaciones
para su mejora. Para los interesados, el valor de
este mecanismo consiste en que un grupo de
personas conccedoras de fuera trae consigo un
punto de vista fresco y critico de las actividades
bajo escrutinio.

A nivel regional, estin surpiendo varios
mecanismos para el gobierno de la investigacién
agropecuaria. Estos varfan desde asociaciones
profesionales y redes de trabajo para el intercambio
de informacién cientifica hasta programas de
investigacién completamente integrados, tales
como las instituciones regionales de investigacion.
Los partidarios de regionalizacion sefialan la
habilidad de fortalecer el desempefio de la
investigacion logrando economias de escala y una
cobertura geogrifica mas amplia, masa ctitica de




los recursos e incremento cn el intercambio de
Sin embatgo, la
cxperiencia demuestra que no es facil captar estos
beneficios. Esto se debe primero porque las
iniciativas regionales requieren consenso en la
toma de decisiones. Segundo, los costos de
transaccion podrian ser muy altos. Tercero, los
tepresentantes nacionales para los organismos
regionales quizds no tienen la habilidad de reflejar
la amplitud de los puntos de vista de todos los
interesados  nacionales. Probablemente  no
cuentan con la autoridad legal para tomar algunas
de las decisiones requeridas.

expetiencias v tecnologias.

A nivel internacional, el GCIAI ofrece un ejemplo
de la patticipacion cada vez mayor de los
intetesados en el gobietno. Los representantes de
los SNIAs de los pafses en desarrollo han ganado
influencia en la orientacidn de la agenda v las
prioridades del GCIAL  Tal contribucién puede
ser vista como la aplicacion de enfoques

participatorios  en la  planificacion  de la
investigacién agropecuaria internacional.

Conclusion

El aspecto de gobierno siempre ha sido un factor
critico para determinar el desempefio de una
organizacion de investigacién agropecuaria. Para
la investigacion agropecuaria en los pafses en
desarrollo el reto es introducit mecanismos de
gobierno que incorporen [z voz de los interesadas
de importancia al nivel mas apropiado en el
proceso de la toma de decisiones. Este informe
anual para 1997 sobresalta algunos enfoques sobre
gobierno usados mas ampliamente en los pafses
industrializados y en vias de desarrollo.  Sin
embatgo, el ambiente en cada pafs en desarrollo es
unico. Esto requiere innovacion en el gobierno.
Asimismo  subraya la  necesidad de buscar
soluciones novedosas que tomen en cuenta la
cultura y las tradiciones locales.
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PyKOBOACTBO CETbCKOXO03MHCTBEHHBIMH HCC/IETOBAHHAMM:
H3MeHEHHE POJIH B Mpolecce MPUHATHS pelleHuit

Temo#l HacTOSIIEr0 EXEercgHore AoKiada 3a
1997 ron ABNSCTCH "PYKOBOACTBO
CEIBCKOXO3IHCTBEHHBIMH  HCCNIGAOBAHMSIMH "
PykoBomcTBo MoXeT ObITh OIpedeneHo Kak
crocob, NOCPEACTBOM KOTOpPOro
OCYLUECTBIIAETCH HallpaB/IEHHE H
PYKOEBOLCTBC CHCTEMOH MM OPraHU3ALHMCH.

B Kayectse  TAKOBOIO  OHO  SIB/ICTCH
KITIOYEBBIM thakTOpOM, ONPEACTISTIONINM
atpexTHBHOCTE IEATEABHOCTH
CE/ILCKOXO3AMCTBEHHBIX  MCCIIEJOBATEIBbCKHX
cucreM W opranmsaunid.  [losbinenHoe
BHHUMaHHE K BONPOCY O  PYKOBOICTBE
OoOBACHAETCA ~ OTPOMHBIMM  M3MEHEHHIMH,

NIPOHCXONAIIMME B OPraHH3allHOHHOH cpefe.

HsMeHeHHWe poONMM pbIHKA, MPaBUTENBCTBA H
ofliecTsa  NpHBENM, COOTBETCTBEHHO, K
nepecMOTpy chep HX OTBETCTBEHHOCTH. B TO
Ke BpeMs pedOpMBI B T[OCYRAPCTBEHHOM
CeKTOpE BbIABHTAIOT HOBbie TpeboBaHHA K
OTKPBITOCTH, OTYETHOCTH H 3thheKTHBHOCTH
CeNbCKOXO39HCTBEHHBIX HCCAeIOBaHHH,
(PHUHAHCHUPYEMBIX 32 CYET [OCYIAPCTBEHHBIX
CPENCTE.

C oneparvBHOH TOYKM 3PEHHs PYKOBOICTEO
SIBIISETCH paMKaMM, B KOTODBIX NPUHHMAIOTCH

PeLIEHMS. O6p14n0 XapakTepH3ysICh
HepapXUyeCKoH  CTPYKTYPOHl, PYKOBOICTBO
BKJIIOYaeT NONUTAYECKHE PelleHHs,




NpPHHUMAEMBIE NNPABHTE/ILCTBOM, NPHOPHUTETLIL,

YCTAHAB/IHBAEMBIC and CHCTEMBI
CENbCKOXO3AMCTBEHHBIX  MCCNIENOBaHMH, H,
HAKOHEL,  pelleHMs 110  OIPENCNCHHIO
nmporpaMM, — NPHHMMAEeMblE  HA  YPOBHE
HCCTIe0BATENBCKOM OpraHH3aIuH.
DipbexTHBHOE pyKoBOACTBO obecHeduBacT
OTPAXEHHE MHTEPECOB  COOTBETCTBYIOWUMX
3aMHTEPECOBAHHBIX CTOPOH Ha

COOTBETCTBYKLIEM YPOBHE M MPENOCTaBIcHHE
3aUHTEPECOBAHHBIMY CTOPOHAMH
HHOpMaLUy, HeoOXOmMMOH Afd  peleHns
KOHKpeTHOH 3amayn. OOHHM H3  BaXHBIX
ACMCKTOB PYKOBOJCTBA SIBNSAETCH TPUHATHE
pelieHdd 0 TOM, KTO JOMXEH Yy4acTBOBaThk Ha
KaXAOM YPOBHE NPHHATHSA petucHHit. Hpyrum
aclieKToM  HBJSeTCd  YKPerUieHMe  CBA3eH
MeX1y PawIMYHBIMH YPOBHAMH.

oy ATpaRNeHa HA: JOCTHXEHNE . ; H

Haewn, exaimue B OCHOBE
CETbCKOXO3AHCTEEHHBIX HCCTeZOBAHME

B OCHOBE HBIHEIIHHUX H3MEHEHMH
PYKOBOICTBA CENBCKOXO3IRCTBEHHBIMMY
HCCICACRAHMIMU JIeXaT HeKOTOPBIE CMEXHEIE
HIACH, Bo-nepsbix, TOBCIOAY
NIPABUTENLCTEAMHM  CTABHTCH  NOJ BONPOC
rocyaapcTBEHHBIH cTatyc
CENBCKOXO3IRCTBEHHEBIX HCCNeToBaH .
Bonpwiod  jmepMuMT 0 M CTPYKTYPHBIE

KOPPeKTHPOBKH TPHBEMM K  0OpazoBaHHIO
mybokux  "melp" B OHOIXKETax  MHOTHX
rOCyJapcTB, a TEOPHH TOCYAapCTBEHHOTO
YOpPABIEeHHS YKa3biBAIOT HA TO, YTO MHOTHE
rOCYJapCTEeHHBIE  OpraHM3alMH  OblTH  Obi
Gonee  athekTHBHBIMU, ecnd OBl OHH
ACHUCTBOBATH B OObLIEH Mepe Kak 4acTHBIE
NpeaNpHATHS. Bmecte ¢ Tem, B
Pa3BMBAIOLIMXCA CTPAHAX CIOXHO IOJararbes

0€30MACHOCTH 1 9KONOIHIeCKOi




Ha  PBIHOYHBIE  MEXaHW3MBI B [I1aHe
PYKOBOACTBA
vccneaosanuaMu. B 3THX  cTpaHax KU3Hb
bomee 50 MPOLEHTOB  HaceNeHHs  MOXET
3aBUCETH oT CeNnbCKOXO03AHCTREHHOTO
npon3BoacTsa. Kpome Toro, GONMBUIMHCTBO U3
HUX SBIFIOTCA MENKHMH TIPOH3IBOIMTEIAMH,
KOTOphIE COCTaBnAT Haubonee OenHyw H
obnanawuyo HAHMEHBIHMH npapaMH
rpynny o6wectsa. OCHOBBIBASCH HA PHIHKE,
HCCSNOBAHUS  MOTYT  XapaKkTepH3OBaThCs
TEHIEHUHEeH  VyAefleHus  NepBOOYEpesHOro
BHUMAHWA  TOTPeDHOCTSM  OrPaHHYEHHOTrO
Kpyra aud, oBIagaloiHx SKOHOMHYECKOH M
MTOTHTHYECKOW CHIIOH.

Bo-sropeix, OPraHH3aLHOHHAA
DELUGHTPAIH3AUKNE W y4acTHe (pepMepoB B
pykosogcTBe  Bce. B Dombluell  mepe

paccMaTpuBagTca B Kayectse  criocoba
MIOBEITIIEHNA athdhex THBHOCTH
CENLCKOXO3IHCTBEHHBIX HCCNEJORAHNM,
ocobeHHO HX NpHKIagHoOro xapakrtepa. Ilpu
HaJTMYHH  MECTHOTO  AJIMHHHUCTPATHBHOIO
IIOTEHLHANA HIIH BO3MOXHOCTH ero
YKpeIUIeH s AeleHTpanu3auus MOXeT

cnocobcTBOBaTE  co3gaHul  Honee  BuiCTpO
pEarHpYIOIX M MOJOTYETHBIX OpraHH3alHH
C €amMoro Hu3y. MexaHu3Mbl YYacTHa MOTYT
BbITb  CrPYNINMPOBaHBI B pamMKax  JIBYX
LIMPOKHX KareropHil: "npaeo ronoca” H
"npaBo  BeIXOFa'. [Ipaso  z2osn0ca paer
GeneULIMADHAM BO3IMOXXHOCTE BBICKA3aThCH
IpM [PUHATHH pElleHHH No  BONpOCaM
okazadua ycnyr. Hanpumep, depmepnl moryt
OBITH 4ICHAMH KOMUTETOB no
HUCCNENOBATENECKHM MPOTpaMMaM C  [IPaBOM
ronoca. MexaHuaMel npasa setxoda SBASHOTCH
criocofoM BBefleHUS KOHKYDEHLMH B cthepy

OKazaHHs YCIYT. HHbiMu CIIOBAMH,
OeHeduuHapuu MOTYT OOpATHTBCS K YCIyram
Ipyrou ci1y x08l, ecnu OHH He
YIOBIETBOPEHBI NPEAOCTABISEMBIMHU
YCIyTaMH.

B pamkax upouecca IUHPOKOrO Yy4yacTHs
BOSHUKAKT BOMPOCKL, CBA3AHHBIE C TeM, Hell
rooc OyNeT YCNblUaH, HA KAKOM YPOBHE H
Kakum 00pasom TaKoH Bkiax OyaeT yuTeH
IIpH onpeneneHnn HarpaslIeHHH
HCCIIEN0BATENLCKON  paboTel,  OTBEYAKIIHX
UEnaM rocyaapcTBeHHOH NMOMUTHKH, JuneMma
COCTOMT B TOM, 4TO 0O6/aaiomue XOPOLINUM
[OTEHIMANOM  Tpynael  o0BYHO  HMEIOT
Bombiie BCero BO3MOXHOCTEH I CO3NAHMS
accoUHaldil W TIOAYYEeHHsT OT HWX OTAa4yH.
Moryr  norpeGoBaThcsi  aTbTEpHATHEHBIC

CEeNbCKOXO3IHCTBEHHBIMH

crocobnr  obecriedeHua Toro, 4ToOH roaoc
HEAOCTATOYHO NPEACTABICHHBIX [PYII, TAKUX
KaK XeHUmHbl 1 GenHeline depMmepst, Gbin
YCIBILIAH B paMKax {Ipoiecca IIHPOKOTO
YUYACTHAL

B-tperbnx, pacuiMpeHuHe HAIIDABIICHHH
CebCKOXO3HCTBEHHBIX  MCCACHOBAHMA M
H3MCHEHHE  POJH  TOCYHapCTBEHHOTO M
YacTHOIO  CEKTOPOB  JleXar B OCHOBe
M3MEHEHMH B OONacTH  PYKOBOACTBA.
CenbcKoX039iCTBCHHBIC  HMCCNENOBAHHA B
HAaCTOSIIEE BPEeMSl OXBATBHIBAKT COLMATBHELE,
SKOHOMHYECKHE M BKOIOIHYSCKHE NpodneMel,
a TakXe MpOM3BOACTBEHHBIe 3amadu. K Hum
HeoOXOAUMO NOAXOOHTh, HcXomd u3 Gonee
MIMPOKOH COUMANBHOH NepcrekTHRLL g
pelieHns CTONh OOIIMPHBIX 3agad
HEODXONHMO TIPMHATHE peIleHUH HA YPOBHE
rOCyapcCTBEHHOW  TIONUTHKH, 4  TaKke
COOTBETCTBYIWIUMH  BKJTaD CO  CTOPOHBI
PACTYLIETD YHC/A 3AMHTEPECOBAHHBIX CTOPOH
Ha ofwmHHOM ypoBHe. Bee Goneias pons
YAaCTHOIO CEKTOpa B HEKOTOPEIX  BHAax
CENBCKOXO3IHCTBEHHBIX HCCIENOBAHKH,
HallpUMep, B PACTEHUEBONCTBE, SBILETCH
pesynsTaroM Bece OoIblICH 3AILUTHI  [PAaB
MHTENNeKTYaIbHOH  cobeTBeHHocTH.  Bro
MOXET [103BOJIUTH BBICBOOOIHMTH pECypCHI
rocyIapCcTBEHHOIO CeKTopa, ¢ TeMm u4TOObI
CKOHLIGHTPHPOBATLCA Ha (ojlee CIOXHBIX ¥
OOJIOCPOYHBIX  zallauax, BKJOYad 3a0auw,
HalpaBICHHBIC HA  peHieHde  BONPOCOB
BEMHOCTH ¥ YCTOMUMBOIO PA3BHTHA.

MexaHuIMBI PYKOROACTRA:
NMpHMepLl H HOBIECTEA

[prumepn MEXaHU3MOB PYKOBOJCTBA,
HCITOITB3YEMBIX B CENBbCKOXO3AHCTBEHHDIX
HCCNENoBaHuIX, MOryr ObITb OTHECEHBI K

TPEM  YPOBHAM: YDPOBEHb  HALMOHAIBHOM
CHCTEMBI CENbCKOXO3AMCTBEHHBIX
HCCNIEN0BAHKH (HAPC), YPOBEHD
HCCIEN0BATENbCKOH OpraHu3alHH H

PErMOHAIBHBIE H MEXIYHADCOOHBIH YPOBHH.
Ha yposne HAPC nuins B  HeMHOFHX
CTpaHAX HMEHTCA PYKOBOAATIME OpraHsl,
cnocoOHble OCYWIECTBASTh PYKOBOICTRO BCEM
CIEKTPOM  ODraHu3allMi,  3aHMMAIUXCS
CeIIbCKOXO3IHCTBEHHBIMH UCCNETOBAHUAMU B
crpate.  OnNBIT  HEHTPATBHBIX  OPraHoB,
3AHHMAIIUXCS PYKOBOICTBOM
CENbCKOXOIANCTBEHHBIMM  MCCNEI0OBAHHAMH,
A0 CHX MOp OCTACTCS HCONHO3HAYHBIM, HByMa
BHIAMW UEHTP&IbHBIX OpPraHOB  SBIIIOTCH
HCCIEAOBATENLCKHE KOPIIQPAMH M  COBCTEI
MO CEJILCKOXOZAHCTBEHHBIM HCCIEI0BAHUAM.




Ha ypoBHe WCC/IemNOBATENBCKONH OpraHH3aLHH
HEKOTOpblE  CTAHZAPTHBIE  HHCTPYMEHTEI
PYKOBOICTBA MOTYT crocoOCTBOBATE
NOBHILUCHHIC 3(GPEKTHBHOCTH ICATCIBHOCTH
M OTBETCTBEHHOCTH. OHM BKJIOYAIOT COBETHI
YNPaBIAIOWEHX, (PHHAHCOBOE YIPAaBIeHHEe H
ayIMT, & TAKXKe BHewHue NposepKH. COBETH
ABJSIOTCH  KJIIOYEBBIM  3BEHOM  MEXIY
opraHuzauMeH H BHCLLIHEH CPEAOH.
BpdeKTHBHOCTE COBETOE H MX CHOCOBHOCTS
NIPEIBMIIETE BAPHAHTHI OYAYINEro pasBUTUS W
OCYIIECTBATh PYKOBOACTBO B 3HAUHTENBHOM
Mepe  OHpelensiioTCi HMX  COCTaBOM M
MPONOIXHUTEABHOCTEIO paboOThl HX H/ICHOB B
coseTe. BTOpoH HHCTPYMEHT DPYKOBOACTBA -
(pHaHCOBOE  ynpasjieHHe ©  ayluur -
BHITIONMHAET TakXe (IyHKUHK Hag3opa Mo
otdeTHOCTH. Tlo CBOel CyTH aymuT ABmseTcs

HE3aBHCHMOH  MPOBEPKOH  MNPABHIIBHOCTH
OTpaXeHHs  pyKoBOACTBOM  (PMHAHCOBOM
OesATE/MBHOCTH — OpraHM3almMe. B pamkax
BHEIIHEH MPOBEpPKH  [PyNnna  3KCIepTOB
H3y4YaeT opraHM3auuio (WNW nporpamMy, HAH
IPOEKT), c TeM qrolHI OLEHHTB
PDEKTHBHOCTE €& ASATE/IPHOCTH M BBIHECTH
PEKOMEHAITHH B AfiaHe
YCOBEPLUCHCTBOBAHHA. na

3aHHTEPECOBAHHBIX CTOPCH LIEHHOCTB 3TOIO
MECXd4HH3Ma  3aKjII0¥aeTcss B TOM, 4TO
MCTIONB30BAHHE Ipyillibl
KBATH(DUIMPOBAHHBIX JIHL W3BHE I103BOJSIET
NONy4uTs cBeXwil r[yOOKHA B30I HA
paccMaTpHBaEMBIC BHIBI AEATCIBHOCTH.

Ha pernoHansHOM YpOBHE BO3ZHHKAaeT pAf
HOBBIX MEXaHU3MOB PYKOBOACTBA
CEJIBCKOXO3AHCTBEHHBIMH  HCCIIGNOBAHHAMH.
Onu  papeupyiorcd OT npothecCHOHANBHBIX
accouMalMid M cerell oOMeHa Hay4yHOH
HHhopMalLHei o MOIHOCTRED
HHTEIPHPOBAHHBIX  CEMbCKOXO34HCTBEHHBIX
HCCNEOOBATENBCKUX  IIDOTPaMM, TakHMX Kak
PErMOHANLHAIC HCCIIEI0BATENBCKHE
HHCTUTYTEL. CTOPOHHMKM PEIHOHANM3ALMY
YKA3bIBAIOT Ha BO3MOXKHOCTH TIOBBIIIEHHA
3(pheKTHBHOCTH HCCIENOBAHHIT [TOCPEICTBOM
sanedcrpoBaHua  "adperra macwmraba” M
fofiee WMPOKOro reorpapuyeckore oxpara,
HAKOMIEHHMS KPUTHYECKOH MAcChl pecypcoB M
fonee  1uMpoxkoro  o0OMeHa  OHBITOM M
TeXHONOTMAMH. OIHAKD OIIBIT [OKa3bIBACT,
4TO BOCHIONTb30OBAThCH THMH
NpeMMyIlecTBAaMH He Tak IpocTo. Bo-
NEPBLIX, ITO CBAZAHO o TCM, YTO
PETHOHATIBHBIC HHHLUHWATHBEI TpeOyIT
NPOBEASHHS IIEPEIOBOPOB M NOCTHXEHUS

KOHCEHCYCa IipM NpPHMHATHH pelleHuii. Bo-
BTOPBIX, pacxoanl Ha NPpoBEnEHHUS
MEpOHPHUITHIH MOIYT ObITh BECbMA BBICOKHMH.
B—TpeTBHX, HallHOHAJIBHBIE TIPCACTABUTENH B
PCrHCHAIBHBIX OpraHax MoryT ObITb HE B
COCTOAHUM OTPA3UTh BECh CIEKTP MHEHHH
HAaUHOHAIBHBIX 3aHHTEPECOBAHHBIX CTOPOH

HITH OHH MOTYT  .HE pacIonararhb
HPUIHYECKUMH NOSHOMOYHSIME Jihi:t
[IPHHATHS HEKOTOPBIX HeoOX OIMMBIX
PCLLICHHMN.

Ha MEXY HAPOAHOM YPOBHE
KoncynsTarHrHas rpynna no
MEXNYHAPOIHBIM CEJTbCKOXO3AHCTBEHHBIM

vccnenosanuaM obecrieunsaer npumep Oonee
[IMPOKOTO  BOBJCYEHMS  3AMHTEPECOBAHHBIX
CTOPCH B BONPOCH] PYKOBOOCTBA.
Ipencrasurenu HAPC pasBUBaIOILKUXCS
CTpaH OKa3blBalT Bce Gonblliee BIWSHHME Ha
HarpaeneHHe JedTeIbHOCTH
KoncynpraTHBHONH TpYNIsl no
MEKIY HAPOIHBIM CelIbCKOX 03I HCTBEHHBIM
UCCIENOBAHMAM W IPHOPHTETH. [lomoOHBIH
BKJIAJ MOXHO paccMaTpHBATh B KauecTee

HCITO/IB30BAHHS MOOX0A0B Ha OCHOBE
LHAPOKOLO Y4acTus B [IaHHPOBAHMH
MEXIYHAPOJHBIX CENbCKOXO3MUCTBEHHBIX
HCCNenoBaHMHH.

JaKN0UYHTERLHAA YACTh

PykoroOcTBO Bcerfia ABISANIOCH  PElIAfOIMM
thaxTopomM, onpeaeaswmnM 3hHEeKTHBHOCTE

AEeATSIIBHOCTH CeNnbCKOXOIAHCTBEHHON
HCCHC,!IOB&TBHLCKOFI OpraHu3anu. HJIH
CENBbCKOXO3MHCTBEHHBIX  WCCIICHOBAHHH B
pa3BHBaI-OHIHXCH CTpaHaX Janava
3aKNYacTCA B TOM, ‘ITOGI—J BHB}],pI/lTB
MEX3HHM3MBl  PYKOBONCTBA,  YYMTBIBAIOLIME
MHEHHE COOTBETCTBY XHUHX

3aMHTEPECOBAHHBIX CTOPOH HA ONTHMANLHOM
YPOBHE TpHHATHA pelieHMH. B Hacrodimem
roooBOM gokname 3a 1997 roj oceematoTcs
HEKOTOPBIE  MOAXOAM K  PYKOBOICTBY,
KOTOpble HauboJiee IIHPOKOro MCIOMb3YIOTCH
B NPOMBILUIEHHO DA3BHUTEIX H
pasBHBalOIIMXCA cTpaHax. Bsecte c Tem,
YCTIOBHA B Kak[oOH pazBHBamOileiica cTpaHe
ABNAIOTCA  YHHUK&TBHBIMH.  DT0  Tpebyer
HOBATOPCKOTO oaxoaa K BOMpOCaM
PyKOBOACTBA. ITO TakKXke MNOIYEepKHEBaeT
HEeOOXOHHMOCTD HAXOXIEHHA HOBBIX
PELIeHHH C y4YeTOM MECTHOH KYRbTYDPBl M
TPANKIIMH.
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~ CGIAR-Supported International Centers
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CIAT
CIFOR
CIMMY'T
CIP
ICARDA
ICLARM
ICRAF
ICRISAT
IFPRI
1IMI
IITA
ILRI
IPGRI
IRRI
ISNAR
WARIA

Centro Internacional de Agricultura Tr;)pical, Cali, Colombia

Center for International Forestry Research, Bogor, Indonesia

Centro Internacional de Mejoramiento de Maiz y Ttigo, El Batan, Mexico

Centro Internacional de la Papa, Lima, Peru

International Center for Agricultural Research in the Dey Areas, Aleppo, Syria
International Center for Living Aquatic Resources Management, Manila, Philippines
International Centre for Research in Agroforestry, Nairobi, Kenya

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

International Irrigation Management Institute, Colombo, Sti Lanka

International Institute of Tropical Agriculture, Ibadan, Nigeria

International Livestock Research Institute, Addis Ababa, Fthiopia/Nairobi, Kenya
International Plant Genetic Resources Institute, Rome, Italy

International Rice Research Institute, Los Bafios, Philippines

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

West Africa Rice Development Association, Bouaké, Cote d’Tvoire
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About ISNAR

The International Service for National Agricultutal Research (ISNAR) assists
developing countries in bringing about lasting improvements in the
performance of their national agricultural research systems and organizations.
It does this by promoting appropriate agticultural tesearch policies,
sustainable research institutions, and improved research management.
ISNAR’s services to national research are ultimately intended to benefit
producers and consumers in developing countries and to safeguard the natural
environment for future generations.

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 CGTAR, an informal group of
donors that includes countries, development banks, international or-
ganizations, 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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