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The International Service for National Agricultural Research
(ISNAR) began operating at its headquarters in The Hague, Netherlands,
on September 1, 1980. It was established by the Consultative Group on
International Agricultural Research (CGIAR), on the basis of
recommendations from an international task force, for the purpose of
assisting governments of developing countries to strengthen their
agricultural research. It is a non-profit autonomous agency, international in
character, and non-political in management, staffing, and operations.

Of the thirteen centers in the CGIAR network, ISNAR is the only one that
focuses primarily on national agricultural research issues. It provides advice
to governments, upon request, on research policy, organization, and
management issues, thus complementing the activities of other assistance
agencies.

ISNAR has active advisory service, research, and training programs.
ISNAR is supported by a number of the members of CGIAR, an informal

group of approximately 43 donors, including countries, development banks,
international organizations, and foundations.
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Foreword

The development of highly qualified researchers is the
most significant aspect of institution building for national
agricultural research systems (NARS), and the NARS in
the Southern African Development Coordinating Confer-
ence (SADCC,) countries are no exception. In addition to
their research roles, these individuals may also be expected
to take on management and leadership responsibilities, an
especially challenging task when the emphasis is on high
productivity, and when criticism is often levelled at the
manner in which that research is conducted.

Most NARS attribute poor output to a-lack of financial sup-
~ port or physical facilities for conducting research, but these
are not always the limiting factors. Problems such as these
are often solved by the creativity, innovation, and vision of

the managers, researchers, and leaders of the system.

The quality of the human capital of a NARS is determined
by the way NARS managers are able to manipulate key ele-

" ments in the management of human resources: a clear hu-
man resource plan designed to implement organizational
strategies; recruitment and selection of new employees;
training; career advancement; evaluation; conflict resolu-
tion; and motivation. .

This workshop was intended to highlight human resource
management in the SADCC NARS and to provide a forum
where NARS managers and leaders could discuss differ-
ences, suggest ways to improve practices, and share their
own experiences. To this aim, managers were invited to
prepare papers on issues in human resource management
within their own NARS, so some of the reports contained
here elaborate practices in the NARS; others deal with
more general aspects of human resource management.

We are pleased to fully document the workshop here and
hope that these papers will help launch national initiatives.

We are indebted to the NARS managers who took time
from their busy schedules to prepare the country reports;
and their committed and enthusiastic participation in the
workshop was instrumental in its success.

Luka Abe
Coordinator
Southern African Agricultural Research

-Management Training Project
ISNAR

As always, it is a privilege and a pleasure to work with
managers of agricultural research systems in the SADCC
area. | was particularly pleased with this event because it
combined material from an international workshop spon-
sored by ISNAR with papers, cases, and presentations pre-
pared by local experts. That the workshop received an ex-
cellent evaluation is a testimonial not to any individual or
organization; rather, it is an indication that the no-formula
approach adopted in conducting this workshop provided a
forum for debate of theoretical orientations, tempered by
cases developed by NARS managers from their wide-rang-
ing experiences. Thus, the appreciation expressed by the
participants was, in fact, appreciation for the format and for
themselves, as they freely exchanged and debated informa-
tion from real-life situations in the management of human
resources.

I'would like to take the opportunity to thank the partici-
pants for the workshop. This was an excellent example of
development and exchange of management skills through
the ISNAR-NARS partnership. I look forward to the next
opportunity to assist in this process. '

Paul Marcotte
Convener
Human Resource Management Working Group
ISNAR
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PROSPECTUS

SACCAR/ISNAR Regional Workshop on Human Resource Management in
National Agricultural Research Systems (NARS)

2-6 May 1989

Monomatapa Hotel, Harare, Zimbabwe.

Theme: To improve the capacity of NARS managers for efficient and effective management of human capital

Introduction

1. Human resource development in national agricultural

research systems (NARS) constitutes the foundation of
long-term, sustainable agricultural research. To under-
take productive research leading to increased national
development, NARS depend heavily on available high-
calibre expertise. Many of the NARS in the countries
of the Southern African Development Coordinating
Conference (SADCC) are young and inexperienced
and thus need to strengthen their capacity in order to
achieve their country’s potential. On the human
resource dimension, the overall concern is to ensure
continuity and an adequate supply of appropriately
trained professionals for the research enterprise.

The SADCC NARS are in a state of change and are
Struggling with problems that contribute to wasted
human and financial resources. These problems in-
clude unclear research priorities, overlapping activities,
inadequate coordination within research programs, a
young but enthusiastic mid-level professional staff re-
qQuiring more experienced professional support, inap-
Propriate size and complex organizations (given their
limited resources), and overall, inadequate resources to
Support program goals. The task at hand for research
Managers is to incorporate the tools and techniques of
Iresearch management into their daily activities, for a
more efficient and less wasteful system.

In tackling these problems, NARS place a high
Premium on human resource development to generate
high-calib_re staff. In recognizing human capital as a
vital input, the Southern African Centre for Coopera-
tionin Agricultural Research (SACCAR) convened a
workshop in August 1988 on manpower planning and

development for agriculture (including agricultural re-
search) and natural resources in SADCC. At this
workshop, the present and future profiles of manpower
needs in SADCC countries were reviewed, including
some aspects of the process of manpower planning,
problems of recruitment, and utilization and retention
of staff at NARS. In the meantime, SADCC has also
commissioned a diagnostic survey to determine factors
affecting research output, which is expected to be com-
pleted soon.

Purpose

4. The workshop will focus on the key elements of

human resource management that play a crucial role in
the research output of some SADCC NARS. In the
course of its systems reviews, the International Service
for National Agricultural Research (ISNAR) has iden-
tified some areas as being critical in human resource
management.

These include information systems for strategic human
resource planning; recruitment, selection, and career
planning; human resource training and development; a
human assets framework; and performance manage-
ment (as diagrammed on the next page). Emphasis will
be placed on these topics. Others will be dealt with as a
means of capturing the state of the art in human
resource management.

Content

S. The workshop agenda is shown in the schedule. Ses-

sions will address the critical areas identified above.
Each session will introduce an element of human"
resource management and outline the tasks that com-




Performance
Management/
Reward System

Recruitment/

Selection

Strategic Human
Resource
Planning

Human Assets
Framework

that element. Each of these overviews will then be de-
veloped in the context of the SADCC region with pa-
pers written by local practitioners and discussions fo-
cused on the reality of the SADCC region versus the

Human Resource
Management

concept.

Management Topic  Description

Strategic Human  This is the process by which an organization address-

Resource Planning es the long-term, fundamental requirements for hu-
man resources of the institution and its constituent re-
search enterprises, and the process by which it
maintains a balance of these strategic considerations
against pressure for short-term performance.

Recruitment/ This is the process by which organizations obtain em-

Selection ployees with the right skills, training, and motivation
and by which individuals obtain positions that fulfill
their personal needs and aspirations.

Socialization This is the process by which new or returning staff are
assimilated into the institutional culture to be effective
members of the organization.

Training/ Training is a relatively formal and structured activity

Development in which management improves the ability of individ-
uals to perform their jobs effectively. It may be for-
mal classroom instruction to simulate work situations
or on-the-job training.

Career This refers to the creation of job sequences for em-

Development ployees that take advantage of present skills and devel-
op new skills simultaneously so that there is clear, log-
ical development of careers and full advantage is
taken of an individual’s potential.

Human Assets This is a method that enables managers and supervi-

Framework sors to identify a worker’s individual needs and to
manage workers according to these needs,

Performance This is the set of activities by which an organization

Management identifies accepted behavior and provides incentives

for that behavior. The incentives may be both mone-
tary and nonmonetary. These activities also control
disincentives or rewards for nonperformance of a be-
havior.

Socialization

Training/
Development

Career
Development

6. A synopsis of each management topic is provided
below. The specific topics to be discussed in each ses-
sion are identified in the attached workshop schedule.

Expected Outcomes

7. The outcomes expected from this workshop are as fol-
lows:

+ enhancement in the understanding and appreciation
for some concepts of human resource management;

* Dbetter appreciation of problems in human resource
management in the SADCC region;

* establishment and consolidation of a network of
human resource practitioners in SADCC;

* an exchange of information and methods of problem
solving in human resource management.

Participants

8. The workshop is designed for both mid- and senior-
level research managers and practitioners in human re-
source management (HRM), such as directors of re-
search, training officers, personnel officers, and
administrative officers responsible for the HRM func-
tions described above. Participants should have the re-
sponsibility of articulating and implementing HRM pol-
icies in their NARS. Participants will be invited from
SADCC countries. The workshop will be conducted in
English.




Resource Team and Materials

9. Itis expected that ISNAR will contribute to the work-
shop by providing resource persons and materials de-
veloped by them in this vital field. ISNAR training ma-
terials, based on long experience in advisory service,
research, and training with NARS, will be used as back-
ground resource materials.

Case studies from the region will be used to augment
the ISNAR material. The resource team will therefore
comprise a mix of ISNAR specialists and practitioners
of HRM in SADCC.

Methods

10. The sessions will be interactive, using lectures, select-
ed case studies, group discussions (plenary and small),
and working group presentations.

Logistic Arrangements

11. Venue — The workshop will be held at Monomatapa
Hotel, 54 Park Lane, P.O. Box 2445, Harare,
Zimbabwe. Telex: 4337, telephone: 263 704501.

Accommodations — Participants will be accommodat-
ed at the Monomatapa Hotel.

Transportation — International and local transportation
will be arranged by SACCAR.

Daily Subsistence Allowance — Hotel and meals
and/or per diem will be paid by SACCAR.

Date

12. The workshop is scheduled to begin on 2 May and to
end on 6 May. Participants are expected to arrive on 1
May and depart on 7 May.

Contact

13. Correspondence should be directed to Dr. Dennis M.
Wanchinga, Manpower and Training Officer,
SACCAR, P.O. Box 00108, Gaborone, Botswana.
Telex: 2752 sacar bd.




>




WELCOMING ADDRESS

Dennis M. Wanchinga

Distinguished Participants
and Workshop Resource Persons:

Let me, on behalf of the Director of SACCAR, extend our
Wwarm welcome to you all, to this SACCAR/ISNAR Work-
shop on Human Resource Management in NARS.

Distinguished participants, let me, with your permission,
Update you on the events that led to the development of
SACCAR’s current manpower development initiatives.

As you are aware, when SADCC was formally launched in
April 1980 (in Lusaka), all member states were assigned
St?ctoral areas that they were to co-ordinate. Botswana was
given agricultural research, animal disease control, and live-

Stock development. Manpower development was given to
Swaziland,

However, by early 1987, the Sectoral Council of Ministers
of Agriculture and National Resources had decided to trans-
fer the mandate of agricultural manpower development
from Swaziland to Botswana. This was in recognition of

the close relationship between agricultural research and
fraining and the necessity to achieve a critical mass of the
human resource base for agricultural research, training, ex-
tension, and agricultural production.

The broadened mandate of SACCAR included mainly pro-
fessional training in agriculture and natural resources, espe-

Cially at postgraduate levels. SACCAR was asked to devel-

0p aregional blueprint to phase out all overseas BSc
Wraining as soon as possible.

SACCAR immediately realized that in order to develop a
Coherent path to fulfill the objectives of the new mandate, it
Needed regional input. A meeting was, therefore, organized
for heads of the faculties of agriculture, forestry, and veteri-
Nary medicine and some directors of agricultural research
M SADCC in February (25-27) 1987 in Harare, Zimbabwe.

Amoﬂg the several recommendations made at that meeting
Was that SACCAR should explore the possibilities and

mechanisms of mobilizing donor assistance for strengthen-
ing departments in the region to offer postgraduate training
on a regional basis at least at the MSc level, and to identify
additional resources required for postgraduate training in
terms of staff, equipment, and other needs.

The immediate outcome of that meeting was the SACCAR/
GTZ Project on Strengthening Faculties of Agriculture in
SADCC, which is now one of the 14 regional programs
that are on-going or planned. The project aims at strength-
ening crop science (at the University of Zambia), animal
science (at Bunda College of Agriculture in Malawi), agri-
cultural economics (at the University of Zimbabwe), and
agricultural engineering with emphasis on land use (at
Sokoine University of Agriculture, Tanzania). '

Many of you will further recall that in August 1988,
SACCAR organized a workshop in Maseru on Manpower
Planning and Development for Agriculture and National
Resources. At that workshop, present manpower levels and
future profiles in NARS were discussed, and several recom-
mendations were made regarding manpower development
issues in the SADCC region. There were two immediate
outcomes of that workshop: first, it led to the development,
by a consultancy team, of a concept paper on manpower de-
velopment in SADCC. This initiative was later followed up
by a World Bank/SACCAR mission comprised of several
donor representatives and some representatives of the
SADCC region. The mission’s report has outlined major
proposals, which at this very minute, are being discussed in
Lome, Togo. It is hoped that various manpower develop-
ment initiatives will emerge from that work.

At the Maseru Workshop it was also recognized that proper
management of the human resource base in agriculture was
an important area. That concept was based on the important
realization that human resource development in NARS con-
stitutes the foundation of long-term and sustainable agricul-
tural research. A further realization was that striving to
achieve a critical mass of agricultural scientists and trainers
was in itself only half the story. At SACCAR we believe
that it is essential that a high-calibre human resource base,




like any other development resource, should be properly
managed and retained. This workshop, therefore, will focus
on the key elements of human resource management that
play a crucial role in research output of our SADCC NARS.

Efforts at good management and staff retention are evi-
denced by, among other things, low attrition rates and the
presence of a congenial and rewarding scientific or academ-
ic environment in an institution. We believe that significant
and sustainable scientific and academic endeavors in agri-
culture can only take place in such an environment.

It is in recognition of this that SACCAR, in conjunction
with ISNAR, organized this training workshop on human
resource management in SADCC NARS. ISNAR is one of
the international centers under the Consultative Group on
International Agricultural Research (CGIAR) which are
working with SACCAR in meeting its research and train-
ing objectives. As many of you are aware, ISNAR is the ex-

ecuting agency for a SACCAR regional project on Agricul-

tural Research Management In-Service Training.

These consultations and workshops are evidence of the
high premium that SACCAR places on human resource de-
velopment, in particular, the generation, proper utilisation,
and retention of high-calibre personnel.

I'need not go into the details of these programs. In the
brown folder that has been distributed, you will find a
paper I presented in Arusha, Tanzania, in July 1987 at a
workshop on Training for Agricultural Research and De-
velopment in Eastern and Southern Africa. The paper out-

lines SACCAR’s activities and the role of the international
agricultural research centers in meeting these objectives.

In conclusion, I should perhaps add that SACCAR has sev-

eral expectations from this ' workshop. In particular, we are
hoping that the participants will come out of this workshop
with a deeper appreciation of the elements for skillful man-
agement of human resources in their respective institutions.
We are also hopeful that the workshop will provide an op-
portunity for the renewal of old acquaintances, and for the

_establishment of new professional contacts.

Finally, let me, on behalf of the Director of SACCAR, ex-
press our gratitude to the Government of Zimbabwe for its
continued commitment to the broader SADCC Program of
Action, and in particular for allowing this workshop to take
place here. Our thanks also go to our cooperating partners -
who have continued to make significant contributions to
SACCAR’s activities; other thanks go to our resource per-
sons from ISNAR and the SADCC region who have come
a long way to work with us.

SACCAR and ISNAR staff have worked hard to make this
training workshop possible. Please, bear with us — for any
inconveniences you may have experienced in the course of
your travel, although we have received no reports to this ef-
fect.

We look forward to a fruitful week and hope that our col-
leagues from the SADCC region will find this to be a re-
warding experience.

Thank you




WORKING TO STRENGTHEN NARS:
ISNAR’S STRATEGY AND PROGRAM*

A. von der Osten

‘ISNAR’s Role and Function
In the Global Research System

In most developing countries, overall economic and social
development is based on technological progress in agricul-
ture. To achieve sustained progress in the agricultural sec-
tor, we need three key ingredients: appropriate technology,
Supporting policies, and strong institutional capacity. Many
kinds of institutions worldwide work on these ingredients.
'I.'hcy work at three levels: international, regional, and na-
tional. The IARCs of the CGIAR are an important compo-
Tent of this evolving system. They complement efforts at
the national and regional levels.

This global system is highly dynamic. The process of tech-
Nology generation is evolving rapidly — involving new ac-
tors, new scientific opportunities, and new forms of collabo-
fation. In this global effort, the national agricultural
Iesearch systems (NARS) of developing countries play the
central role. Others can help, but NARS must lead the pro-
Cess of generating and adapting the technology required.
1hey identify the problems and must take the lead in solv-
Ing them. Advances in agricultural production are unlikely
Without strong NARS. The ultimate success of the entire

System depends to a large extent on their strength and pro-
ductivity,

Recognizing the importance of strong national research ca-
Pacities, the founders of the CGIAR system adopted institu-
tion building as an integral component of their strategy,
Which was threefold: First, responding to the urgent needs
Of NARS in developing countries, the commodity centers
of the CGIAR concentrated on generating new technolo-
81es — thus acting as a short-term substitute for weak
NARS. This bought time for the national systems to equip
themselves for the new tasks facing them.

* e
This is a condensation of a presentation by Director General Alexander

.Yon der Osten at International Centers Week, Washington, DC, 26-30 Oc-
tober 1987,

Second, the centers complemented their technology-genera-
tion efforts by training NARS scientists. Training, along
with collaborative research, has contributed enormously to
the build-up of scientific capacity in the NARS.

Third, to complement the efforts of the centers, they creat-
ed ISNAR as the system’s focal point for systematic institu-
tion-building efforts.

Thus, while helping NARS respond to their immediate
tasks, the CGIAR system also helps them build their own
research capacity. Today, institution-building is an explicit
objective of the CGIAR. It captures roughly 2.5% of the
system’s total core resources. /

NARS Needs in Institution Building

NARS are taking up the challenge. They are assuming a
greater share in overall responsibility for technology gener-
ation. To be strong and productive institutions, they require
a solid scientific base and strong capacity in the areas of re-
search policy, organization, and management.

As we have found through working with some 40 NARS
over a six-year period, NARS are facing considerable prob-
lems in all three areas. They need assistance, and they ask
for it.

Based on this experience and careful analysis, we conclud-
ed that ISNAR should concentrate its efforts on these three
areas — thus complementing other efforts in the global sys-
tem of helping NARS. This is the basis of our strategy —
the strategy of a client-oriented service organization.

Translating that strategy into a program of action was a
major challenge. We faced three tasks in our strategic plan-
ning effort:

* defining our long-term goal;

* translating NARS needs into a viable agenda for action;




* organizing the program accordingly — in practice, that
meant defining the specific products and services
NARS need and organizing our program to meet those
needs.

Let me tell you that strategic planning in a young organiza-
tion is an exciting exercise. We found the process as useful
as the product.

ISNAR'’s Goal

Our goal is “to assist developing countries to improve the
effectiveness and efficiency of their national agricultural re-
search systems through enhanced capacity in the areas of
research policy, organization, and management.”

The Critical Factors for Building Strong NARS

We concluded that NARS need to perform 12 essential
functions. These 12 functions determine the productivity of
NARS and are the critical factors of success. They are the
target of our effort.

Ishall briefly list the 12 critical factors and then explore
three of them in just enough detail to give you a flavor of
their complexity, of their potential impact on NARS pro-
ductivity, and of the challenge they imply for us at ISNAR.
The Policy Context of Agricul_turdl Research

1. Creating and maintaining positive interactions between
national development policy and agricultural research.

2. Formulating appropriate agricultural research policies
— which includes setting research priorities, allocating
resources, and developing long-term plans.

Structure and Organization of Agricultural Research

3. Building a structure and organization conducive to pro-
ductive research.

4. Developing effective linkages between research and
policymakers.

5. Building strong linkages between research, the coun-
try’s technology-transfer system, and the users.

6. Developing and using close linkages between NARS
and external sources of knowledge and collaboration,
such as universities, specialized institutions, and the
CGIAR centers.

Management of Agricultural Research

7. Formulating programs and program budgeting.

8. Monitoring and evaluating research programs.
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9. Managing information.

10. Developing and managing human resources.
11. Developing and using physical resources.

12. Mobilizing and managing financial resources.
Let me expand a bit on three of these factors.

Example: Formulating research policy: priority setting,
resource allocation, and long-term planning (Factor 2)

The benefits of sound planning and priority setting are
widely accepted by research leaders. Yet, realistic research
strategies and plans are still scarce in the NARS of the de-
veloping world. A well-conceived national research strate-
gy provides the framework for growth and evolution of the
system. It defines the mission, provides orientation, and
gives direction to program development.

If this understanding of the system’s role and its expected
contribution to national development is shared by research
leaders and policymakers, the strategic plan becomes a
powerful tool in mobilizing support. It will help build na-
tional commitment to agricultural research, and it will help
raise the level of investment in research.

As a group, developing countries increased their research
spending substantially over the last decade. For the period
1980-85, the average level was 0.94% of agricultural GDP
—up from 0.69% for the period 1970-74. The level

reached in the developed world is 2.17% — up from 1.61%.

Many developing countries have not reached the recom-
mended target level of 1% to 2%. Many governments pay
lip service to the idea but continue to rely heavily on exter-
nal funding and overuse the options of easy money —
which introduces more problems than we can talk about
here.

Sound planning at the next level — operational planning —
is equally important. It is the basis for strong programs. We
often find, in the absence of clearly formulated strategies
and plans, that research programs risk fragmentation, lack
continuity, and have weak linkages to national priorities |
and development objectives.

Such programs are vulnerable to external pressures. Donor
priorities may dominate or seriously distort the country’s
overall research agenda. This need not be; experience
shows that donors are willing to integrate their assistance
into the framework of a national research plan — when one
exists. One thing is clear from our experience: the basis for
any meaningful dialogue with donors is the existence of a
sound research plan.
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A well-articulated plan also helps in integrating efforts at
the national level. Building a critical mass of scientists
around the most critical problems is a priority for any sys-

- tem. It is essential for productivity and impact. It is a partic-
ular challenge for younger, smaller systems.

Rationa] priority setting is rare. Yet, NARS need clear
choices to guide the allocation of their scarce resources.
Long wish lists must be replaced by well-argued priorities.
Hard decisions must be taken to match priorities with avail-
able resources.

The challenge for ISNAR: to assist NARS in their plan-
ning and priority-setting efforts and to work on the im-
Provement of tools and guidelines that will allow them to
perform these functions more effectively. We are working
on both objectives.

Example: Linkages between NARS, technology-transfer
Systems, and users (Factor 5)

The importance of effective linkages between research and
bothits clients and the technology-transfer system is clear
—Whether we call it extension or something else. We

know of the impact of those linkages on the relevance of re-
Search output and on the adoption of technology. And yet,
N many of our system reviews we find that there are prob-

lems. The flow of communication is ineffective, often not
truly two-way:

The communication of research problems from the
farm level to research is inadequate.

The transfer process is less that satisfactory in getting
solutions/technologies to farmers.

Feedback mechanisms do not function properly to get
messages back to research.

The result js

§ rrelevant products of research and nonadop-

On of research solutions.

ZZ“{ challenge for ISNAR: to gain a better understanding
llnl-qage functions and their organizational and manage-

mem_lmplications for research systems, and to develop

Practica] guidelines for improving the interaction.

iepeated requests from NARS have encouraged us to
Ove ahead with two challenging research projects in this

area — generously supported by the Italian and German
g0vernments,

;I;(i: first, which is nearing completion, has focused on ana-

duct?g and synthesizing the experiences of nine NARS con-

set ofng 0n-'farm a.dapFive research. The product will be a .

in Pracncal.guxdelmcs for research managers on organiz-
gand managing on-farm research.
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The second study, on linkages between research and tech-
nology-transfer systems, began this year. Again, the objec-
tive is to develop practical guidelines for strengthening the
link, based on a systematic analysis of country situations.

Example: The development and management of human
resources (Factor 10)

This is the greatest challenge facing NARS. The task is
complex. First and foremost, they need to develop a cadre
of experienced scientists. Once critical mass is reached,
they need to retain and effectively utilize those scientists.
The ultimate objective: high productivity of the system’s
human capital.

In all developing regions, NARS have undertaken a mas-
sive effort to build up their scientific staff. Progress is good
and systems have grown substantially. Over the last decade
Latin American systems have grown by almost 60%, Afti-
can systems by just under 50%, and Asian systems by
roughly 35%. Yet, numbers by themselves mean little.
They give no indication of productivity.

In qualitative terms, there is also progress. The number of
researchers holding postgraduate degrees has increased in
absolute terms. Notwithstanding this development, the pro-
portion of researchers holding postgraduate degrees is now
only 48% of total scientific staff — on a world average.

Moreover, staff are often young and inexperienced. The
need for additional training is obvious. The CGIAR, among
others, is doing a lot in this area, but not nearly enough in

. relation to the massive needs of NARS.

Retention is an important concern for many NARS. Attri-
tion rates are high. In the absence of career incentives, qual- -
ified scientists are attracted by better opportunities else-
where. Closely related is the issue of motivating staff —
providing incentives for high levels of performance. Part of
this challenge is for NARS to provide the proper setting for
productive work. '

Most agricultural research in the developing world is con-

ducted by the public sector. But we know that large public-
sector bureaucracies do not normally provide the best orga-
nizational environment for productive research institutions.

- Research systems need a minimum of managerial flexibili-

ty. The task: to design management systems that provide
that flexibility within existing structures.

Another key factor determining the productivity of scientif-
ic staff is the adequacy of operating funds. In general, rapid
growth in staffing has not been accompanied by similar
growth in funding. Overall budgets have grown, but consid-
erably less than staff. This has seriously distorted the re-
source mix of many systems. The effect of such unbalanced
growth: an excessive share of total resources is allocated




for salary payments. The support per scientist declines.
Funds available for operating costs have fallen seriously —
to levels as low as 5% in a number of cases. The result of
this distortion is obvious: low productivity of the system’s
most precious resource — its scientific staff.

The challenge for ISNAR: to assist NARS in developing
sound policies for building, retaining, and utilizing a cadre
of productive scientists.

The ISNAR Program

Our program has three thrusts targeted at the three compo-
nents of NARS that require strengthening:

1. More efficient and effective systems — our advisory
service program is targeted at this objective. Advisory
service to NARS is our central thrust. The effort is
aimed at system building,

2. Improved management concepts and tools — our re-
search program is targeted primarily at this objective.

3. More effective managers — this is the objective of our
training program.

The three programs are interdependent and mutually sup-
_ portive. We see them as one integrated effort aimed at en-
hancing the productivity of NARS.

Advisory service to NARS. In our collaboration with
NARS — under the advisory service program — we tend
to follow a three-stage process. The sequence is diagnosis
(or constraint analysis), planning, and implementation.

A word on ISNAR’s role in implementation: it is obvious
that we need to follow up on recommendations made in the
carlier stages of our collaboration: It is equally obvious that
ISNAR itself does not implement. What we do is assist
NARS in an advisory or facilitating role. We do not assume
direct management responsibility in the execution of sys-
tem-building projects. We follow the principle of self-help
and leave the initiative to the NARS.

Research. Our research program has two main functions:
the development of management tools for use by NARS
and the build-up of a knowledge base on how NARS func-
tion — in support of the advisory service and training pro-
grams, It is applied research, with the focus on problem
solving. Most of our research is collaborative, conducted in
close association with NARS.

Training. Our training program complements the other two
and aims at strengthening the management capabilities of
NARS leaders and scientists. It also aims at contributing to
the build-up of national or regional training capacity.
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To date, we have held 48 training courses and workshops, !

attended by 1732 NARS managers or program leaders. As

our service to NARS becomes more specific, the emphasis , ;

of our training effort shifts to national and regional events. 1
1

Working with NARS —
Collaboration in System Building

ISNAR began in an active mode. Its field of activity was
new, and the discipline of agricultural research manage-
ment was young. Learning by doing was the concept we
used. The primary vehicle for doing this was broad-based
system reviews, They were ISNAR’s main product in the
early years. They served a dual purpose: individually, they
were the natural first step in collaborating with a NARS.
Collectively, they helped us build the knowledge base that
ISNAR needs for doing its job.

So far, 34 system reviews have been carried out. Over time,
their proportion in our total activities has decreased consid-
erably, but they continue to be the logical first step in the
collaborative process. They fulfill an important function.
But what follows after the review is even more important.

Planning is an area of heavy demand and intensive ISNAR
involvement. To date we have collaborated in some 32
planning exercises — at varying levels of intensity and
depth. NARS leaders realize that planning is essential for
their system-building efforts. From the perspective of do-
nors, a solid plan provides the framework for sound proj-
ects and for rational investment decisions.

Implementation — or more precisely, collaboration with
NARS in their system-building efforts — is an area of
growth in our program. The range of assistance we are
asked to provide is broad. Any of the 12 critical factors
may be involved; often it is a mix of several.

More advanced systems tend to require specialized advice
on specific issues or factors. The focus is narrow. ISNAR’s
main contribution is assistance in providing better tools and
training. The time frame is short to medium term.

Collaboration with younger systems follows a different pat-
tern. Their needs are broad. Collaboration is intensive and
covers the whole spectrum of system building. The time
frame is long term.

So far we have worked with 14 countries in the implemen-
tation of system-building efforts.

Conclusion

Finally, I wish to emphasize three points:

First, institution-building is the business of nationals. We
collaborate and contribute. We do not claim credit for im-




pact, but we do take pride in being associated with progress.

Second, institution building is a long-term process. The ul- |

timate objective is systems that are equipped to provide
technological support for the modernization of the
Country’s agriculture.

?‘hird, institution building is incremental. Change occurs
In steps.

The task is challenging: to work as partners with NARS, as-
Sisting their efforts to raise their own productivity. The task
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is complex: the organization and management of NARS is
a young and developing discipline.

Demand is great: well beyond our capacity to respond. This
has two important implications. First, our role is often cata-
lytic. Given our small size in relation to NARS needs, we
must mobilize capabilities and resources elsewhere, bring-
ing them to bear on NARS needs in our mandate area. This
implies close collaboration with a broad range of institu-
tions, including donor agencies. The second implication of
this great and growing demand is the need within ISNAR
for sound planning, priority setting, and resource allocation.
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CGIAR goal

CGIAR objectives
relevant to the
ISNAR mandate

ISNAR goal

ISNAR products —
program objectives

Programs

Program output—
intermediate
products

Activities

Activity in TAC
Glossary

Resources/
Inputs (PY)

Contribute to increasing sustainable food production in developing countries

~ Strengthening national research capacities
— Improving the policy environment
— Strengthening the integration of efforts

t

Assist developing countries in improving the effectiveness and efficiency of their NARS through

enhanced capacity in the areas of research policy, organization, and management

I

More effective

Improved management concepts More productive national
and tools agricultural research systems managers
RESEARCH <+———— | ADVISORY SERVICE TONARS | <——sr TRAINING
Improved concepts, More effective
3 In-house Analysis System-building struch Dissemination Collaborative
Expanded guideli methods for In-depth of NARS' strategies Improved of knowledge build-up of
knowledge for use by NARS in system and studies strengths Long-term plans organization Training and management
base research policy, component on priority and Design for More efficient il develor tof expertise
on NARS organization, and analysis issues k Y building nt management skills
management projects processes
Development Development and Build-upof .| | Collaborative Diagﬁosk: Planning: Implementation: Formal training formaltral g
and analysis of | {adaptation of P ISNAR's research —System review| | —Designing syst — Collaboration in — Planning, organi- | |—In-house training
databaseon | | andtooks on priority | | diagnostic and projects —Constral building strategi strengthening organi- zation, and execu | —Fellowship
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an; materials
experience managem —Formulating sys- | [ —Adaptation, applica- shops and semi-
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TRAINING FOR AGRICULTURAL RESEARCH AND DEVELOPMENT IN
EASTERN AND SOUTHERN AFRICA:
SACCAR’S ROLE IN AGRICULTURAL RESEARCH AND TRAINING*

Dennis M. Wanchinga

Introduction

The Southern African Center for Cooperation in Agricultur-
al Research (SACCAR) was formed in 1984 as a unit of the
Southern African Development Coordination Conference
(SADCC) to serve member countries. Its aim is to coordi-
hate agricultural research and training in the region. The
Overall objectives of SACCAR are

.

10 promote and disseminate available technology;

10 promote and implement studies of problems com-
mon to member states and initiate cooperative research
Projects to overcome them;

t0 generate new technologies needed by farmers to
raise the productivity of food and nonfood crops, live-
stock, fisheries, and forestry through regional collabo-
rative projects;

10 strengthen national agricultural research systems
(NARS) and their research capabilities;

t0 promote the rapid and continuous provision, ex-

change, and utilization of scientific and technical infor-
Mmatjon;

48 may be necessary to assist and inform national and
Tegional research activities.

SACCAR has recognized that substantial long-term invest-
Mments in agricultural research are required in order to lay
ﬂ_‘° foundation for a science-based agriculture and to diver-
Sify SADCC’s agricultural economy. However, this invest-
ment must be accompanied by long-term investments in

Uman resource development and in building the training
“@pacity of the universities in the SADCC region.

10 provide such regional support services and functions -
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The stock of human capital in scientific fields in Africa in
1980 was about one-fourth that of the scientific strength of
Asia in 1970 (measured in number of researchers per mil-
lion individuals in the general population). In 1984, 26% of
all professional staff in research, extension, agricultural
training schools, and faculties of agriculture in SADCC
states were expatriates. The annual cost of expatriate advis-
ers is between USS$ 80,000 and US$ 150,000 per person.
The cost of training for an MSc or PhD degree ranges be-
tween USS$ 30,000 (in Europe) and US$ 80,000 (in North
America). Cooperating partners have avoided long-term in-
vestments in basic science research and in building the ca-
pacity for postgraduate training in universities in the
SADCC region. Current funding for SACCAR’s manpower
and training programs is derived from grants given to
SACCAR by SADCC member states, along with CIDA,
NORAD, USAID, ODA, and FRG. Recent developments
suggest a new interest among these donors in graduate edu-
cation in the region.

Strategies for Promoting Agricultural Research Capability

Strategies to promote agricultural research capability should

* (as ashort-term strategy) promote improved staff in na-
tional agricultural research systems and in regional pro-
grams through training workshops, seminars, and short-
term training courses; /

* encourage careers in agriculture by fostering upgraded
education at preuniversity levels through appropriate
institutions; _ .

» foster creation of “centers of excellence” in >strategic re-
search fields, which would act as focal points for
achieving a high-level research capability;

* promote a regionally coordinated high-level training
program. )




‘Current Activities Related to
Manpower Development

To achieve the strategies listed above, SACCAR has under-
taken the following activities: :

* improving existing staff in national agricultural re-
search systems and regional programs through work-
shops and conferences and awarding grands for travel,
study, and research;

* encouraging careers in agriculture by fostering upgrad-
ed education at preuniversity levels through appropri-
ate institutions;

» fostering creation of “centers of excellence” in strate-
gic research fields which would act as focal points for
achieving high-level research capability;

* assessing natural and human resources for agricultural
development, research reviews, reports, and related in-
formation.

Staff Improvement

Workshops and conferences. Several workshops and con-
ferences have been planned to take place between 1985 and
1989. It is anticipated that approximately 450 person weeks
will be devoted to workshops and conferences during the
five-year period (1985-89). Between November 1985 and
June 1987, six workshops and seminars have been conduct-
ed and three more are planned for the remainder of 1987.

Travel grants. About 120 travel grants are expected to be
approved between 1985 and 1989, Participants are becom-
ing more aware of these grants as they realize the impor-
tance of traveling and of learning through the experiences
of colleagues and senior researchers in the region.

Meeting Manpower Needs in the SADCC Region

Research grants. Between 1985 and 1989, through the
Manpower and Training Office, SACCAR will award 90 re-
search grants of US$10,000 each to young agricultural sci-
entists in the SADCC region. These grants are to enable
them to carry out research in areas of importance to their
countries and the region as a whole. Research grants are
supported by funds provided by the Swedish Agency for
Research Cooperation (SAREC). The grants are announced
in SACCAR’s newsletter six months before the application
deadline. At least three reviewers determine the suitability
of each research proposal. '

Study grants. About 30 person-months have been ear-
marked for special studies. Two areas for special studies al-
ready identified are (1) the potential for irrigation in
SADCC countries and (2) requirements for strengthening
manpower output from faculties of agriculture, forestry,

and veterinary medicine for agricultural research, training,
and extension in the SADCC region.

In its efforts to improve existing staff in national agricultur-
al research systems and regional programs, SACCAR shall
also encourage, and sometimes run, regional training pro-
grams for research managers, station managers, trainers, ex-
tension directors, and specialist scientists.

Upgrading Education

SACCAR will implement the strategy of encouraging ca-
reers in agriculture in liaison with SADCC’s Regional
Training Council (RTC) in Swaziland and the faculties of
agriculture, forestry, and veterinary medicine in SADCC
countries. SACCAR will continue to provide fora for identi-
fying regional training needs and generating ideas for im-
plementing them. The workshop on the Role of Faculties of
Agriculture, Forestry and Veterinary Medicine in Meeting
Manpower Needs for Agricultural Research, Training, and
Extension (held 23-27 February 1987) was one such forum.

It is hoped that SACCAR, through specialized consultan-
cies and in conjunction with faculties of agriculture, forest-
ry, and veterinary medicine, will develop a comprehensive
regional strategy for agricultural manpower development in
the SADCC region. In addition, SACCAR will encourage
the distribution of information to schools to encourage
young people to take up careers in agriculture, an important
long-term strategy that needs to be recognized early in all
national and regional programs.

Centers of Excellence

To establish centers of excellence to strengthen the re-
gion’s research capability, SACCAR will identify a few
disciplines that are pivotal to most regional and national
programs. Such areas may include plant breeding, crop pro-
tection (weeds, pathology, entomology), irrigation, and
agroindustry. Institutions within the regions will be encour-
aged to become centers for specialized postgraduate train-
ing in identified areas, with provisions for specialized train-
ing for technicians. An efficient agricultural extension
service cannot be built using agricultural graduates alone.
Effective application of research findings and new agricul-
tural technology at the grassroots level depends on a strong
cadre of technically trained, intermediate-level personnel.
SACCAR will provide fora to promote these ideas.

Assessment of Natural and Human Resources

Regional and national plans for agricultural research and
development, including production targets, will be com-
piled. Such assessments are essential to the process of plan-
ning national and regional research. Building up a useful
database also depends on the objectivity and expertise of
the sources of information. The Manpower and Training
Program will establish and maintain a network of profes-
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Sional staff and key consultants in the region who can act
as resource persons for specific resource assessments in the
SADCC countries. The database will be updated every two
years. A full assessment of agricultural research resources
Wwill be initiated in Angola.

A_network of consultants will thus help to critically exa-
mine, review, and synthesize the information produced by
SADCC member states, including information from indi-
Vidual researchers. The database is an important facility
Wh'iCh will play an important role in identifying regional
raining needs as well as the strengths and weaknesses of
Waining institutions in the region.

The Role of International Agricultural
Research Centers

SADCC countries have recognized the important role of In-
te}'national Agricultural Research Centers (IARCs) in gener-
ating technologies that farmers can use to increase food
Production. These centers also play an important role in de-
V°1'°Ping human resources for research because they have
unique resources. However, if the IARCs are to be success-
fully involved in SADCC training programs in agriculture,
fO{CStTy, and veterinary medicine, they must recognize the
training needs of each of the participating states.

The basic theme for the involvement of the IARCS in the re-
Search and training activities of SADCC regional programs
18 the sustainable development of the initiatives. LARCs
should have deliberate policies for strengthening the re-
Search capacities of the national research systems as a short-
terfn Objective, with a long-term goal of strengthening the
raining capacity of the training institutions on which the
ARS depend, '

SACCAR is collaborating with several IARCs in meeting
Manpower needs for research and training. This collabora-
tion has taken various forms, and its roots are embedded in
S.“"CC"&R’S role as a management entity for SADCC’s re-
8lonal programs. About eight regional agricultural projects
are either planned or on-going, with a large training compo-
fent. IARCs are involved in these regional efforts by direct
Mandate, as executing agencies, through consultancies or
3 training centers.

1_)" €Ct mandate to train. The International Service for Na-
;“’nal Agricultural Research (ISNAR), for example, has
»°tn mandated to carry out an in-service training program
M SADCC on behalf of SACCAR. The program is on agri-

cultural research management for strengthening the man-
agement capability of NARS.

As executing agencies for regional programs. ICRISAT,
CIAT, and IITA, for example, are executing agencies (on
behalf of SACCAR) of SADCC’s regional programs in sor-
ghum and millet, the bean component of the grain legume
program (GLIP), and the GLIP’s cowpea component, re-
spectively.

Executing agencies have a responsibility to develop a re-
gionally balanced training program to enhance the research
capabilities of the NARS for the commodity that has been
mandated to them. Training activities under these programs
run from technician training programs up to postgraduate
training. Under the sorghum and millet program, executed
by ICRISAT, about 30 scientists are to be trained at MSc
and PhD levels to strengthen national research systems.

Through consultancies. Prior to the formulation of a region-
al project, it is often necessary to commission consultants
to carry out an informed assessment of the problem to es-
tablish the needs of the project. These initiatives often in-
volve representatives of the IARCs. For example, a joint
SACCAR/CGIAR team has just undertaken a regional as-
sessment of the needs for a proposed CGIAR initiative for
maize-based farming systems in SADCC. Regional training
needs related to maize-based farming systems were identi-
fied in the NARS.

IARC: as training centers. SACCAR has recognized the
great training resources that exist at the IARCs operating in
the region. Scientists seeking on-the-job training and high-
er degrees within the scope of SADCC regional programs
executed by the IARCs are encouraged, through the appro-
priate training mechanisms, to benefit wherever possible
from the unique expertise that exists at the IARC:s.

Conclusion -

There is great potential for SACCAR and the IARCs to
work together to strengthen the manpower resource base
for agricultural research and training in the SADCC coun-
tries. The directors of agricultural research and some deans
of faculties of agriculture in the region, who constitute the
board of SACCAR, are responsible for identifying and fo-
cusing on priority areas for collaboration between
SACCAR and the IARCs. These board members are aware
of the potential impact of this partnership on both the re-
gional and national SADCC programs.






THE MANAGEMENT OF A REGIONAL TRAINING PROJECT:
THE SACCAR/ISNAR SOUTHERN AFRICAN AGRICULTURAL RESEARCH
MANAGEMENT TRAINING PROJECT

Luka O. Abe

Introduction

The Southern African Development Coordination Confer-
ence (SADCC), launched in April 1980, is comprised of
the countries of Angola, Botswana, Lesotho, Malawi, Mo-
Zambique, Swaziland, Tanzania, Zambia, and Zimbabwe.
'I.'hough formed out of a practical desire to develop collec-
tive economic self-reliance among member states, it soon
Channeled its interest into agricultural research cooperation.
This interest was precipitated by the persistent drought of
the 1970s and *80s which drastically reduced agricultural
Production in many of the countries. The population of the
Tegion is currently estimated at 70 million and projected to
Tise to 100 million by the year 2000. Up to 80 percent of
the population and the labor force in the member states is
dependent on agriculture for employment and income; agri-
Culture, therefore, plays a central role in the economy of
these nations,

The Southern African Centre for Cooperation in Agricultur-
al Research, (SACCAR), the brainchild of the Government
of the Republic of Botswana, was formed in 1984 with a

Mandate to undertake agricultural research coordination in
the SADCC region.

The overall objectives of SACCAR are
*  to promote and disseminate information on available
technology among the NARS of SADCC member
States;

to promote and implement studies of problems com-
mon to all or several SADCC member states and to ini-
tiate cooperative research to overcome these problems;

10 generate new technologies needed by farmers to
raise the productivity of food and nonfood crops, live-
Stock, fisheries, and forestry through rational collabora-
tive projects and intercountry liaison;

* tostrengthen national agricultural research systems and
capabilities through human research development.

SACCAR currently operates 11 collaborative research net-
works which include

¢ the Sorghum and Millet Improvement Program — with
ICRISAT;

* the Sorghum and Millet Utilization Project — with
Zimbabwe;

*  the Grain Legume Improvement Program — with
CIAT and ICRISAT;

» the Land and Water Management Project — in Botswa-
na;

+  Agroforestry — with ICRAF;

* the Maize and Wheat Improvement Network — with
CIMMYT;

* the Gene Bank Project with the Nordic countries; -

* aNetwork of Farm Power and Equipment for Small-
holder and Large-scale Farms;

* Livestock Improvement Program/ (LIP);
* the Regional Vegetable Research Program;

¢ Agricultural Research Management Training Project —
with ISNAR as the executing agency.

These research networks show the scope and opportunities
for working with various organizations, apart from the
NARS, for the enrichment of the knowledge base in agricul-
tural research management in the region. We shall explore
this aspect later in our discussion.
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Description of the Project

The project objectives are stated as follows:

* to foster human resource development in agricultural
research management;

* to strengthen the capacity of national research leaders
to plan, program, budget, execute, and monitor re-
search programs of relevance to national development
goals;

* to build the skills of mid-level research administrators
in the management of agricultural research activities;

» to work towards building a base for sustained capacity
in management training for agricultural research within
the region;

» to reinforce the exchange of information among

SADCC scientists and administrators on issues related

to the management of regional and national agricultur-
al research programs.

Profile of the NARS in the Region

As stated earlier, the region has a population estimated at
70 million for all nine countries. In total, there are justa
few more than 830 agricultural researchers in the area (see
table 5 for details). A closer look at the NARS shows that
they are vastly different in their research requirements, and
they are at varying stages of development. Table 1 summa-
rizes categories of NARS in the region — their levels of in-
stitutional development and management capacities. These
characteristics have implications for our strategy for train-
ing in each of the categories.

ISNAR'’s Role in the Project

As the executing agency for the project, ISNAR’s responsi-
bilities include technical and logistical coordination of
training events; identification of resource persons; mainte-
nance of an information dissemination system (which ini-
tially involves the creation of a library of pedagogic materi-
als, case studies, exercises, and relevant literature, both at
ISNAR and at the SACCAR Secretariat); preparation and
submission of periodic reports to donors, SACCAR Secre-
tariat, and other interested parties; and follow-up of train-

Table 1. SADCC NARS Institutional Development and Management Capacities

: Size
Country (No. of Scientists) Inst. Dev., Management
Tanzania Large Low Low efficiency*
4 (>320 researchers) Low effectiveness**

Zimbabwe & Malawi Medium Medium Low efficiency

(>120) Moderate effectiveness
Zambia Medium Low Low efficiency

(>100) Low effectiveness
Botswana, Lesotho, Small (<20) Low Low efficiency
Swaziland ] Moderate effectiveness
Angola, Mozambique Small (>10<60) Low Low efficiency

' Low effectiveness

*Efficiency = capacity of a NARS to maximize output from resources available to it.

**Effectiveness = capacity of a NARS to provide relevant technology.

ing with NARS. SACCAR is responsible for some aspects
of the technical coordination of events.

Project Activities

The workplan for the project is shown in figure 1. The proj-
ect started in September 1986 and will run until 1990. The
basic activities include planning visits used to assess train-
ing needs and working up the logistics of workshops and
curriculum development, which is a continuous process. A
total of 19 training events have been planned for the project
— the larger NARS of Malawi, Tanzania, Zambia, and

Zimbabwe will each have four training events, while the
smaller NARS of Botswana, Lesotho, and Swaziland will
be grouped together for one regional course. Mozambique
and Angola will also have only one event in the four-year
period. In the third year of the project (1989), a regional

seminar for policymakers from the four NARS will be held.
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It is also planned that a SACCAR representative, possibly
the manpower and training officer, will travel to Franco-
phone West Africa to visit the AGIR project and to ex-
change experiences on the two projects.




Activities 1986

1987

1988 1989 1990

1. Project Start-up * Sept.

2. Planning Visits & Consultations

(Training-Need Assessment)
3. Information Dissemination

4. Curriculum and training

materials development
5. Training

- National Management
Improvement Program (Malawi,
Tanzania, Zambia, Zimbabwe)

- Workshops
Botswana, Lesotho,

Swaziland

Angola/Mozambique

Seminar for Policymakers
CDA Program Exchange*

7. Monitoring & Evaluation

ITrr

WWWwWWwW WWWWW WWWWW

€ £

ITrr ITrr Irrr

Key: ——— continuous process

W = workshop
I = quarterly report
Figure 1. Project workplan, 1986 - 1990
Training-Need Assessment NARS. To cite an exampie, recently Tanzania requested

ISNAR’s involvement with NARS in the African region
Spans a number of years of advisory service, research, and
training activities with the NARS. Since 1982, under the
donor association, Cooperation for Development in Africa
(CDA), ISNAR undertook a program on strengthening the
Management of agricultural research in Africa, which fo-
Cused on staff development for the African NARS. Under
this project, ISNAR conducted a field study to determine
Specific management development needs in African agricul-
tural research, undertook the preparation and testing of
'raining materials in agricultural research management, and
also conducted a series of management training workshops.

From the experience in the first phase, it was established
that there was a strong and urgent need for agricultural re-
Search management as a building strategy for NARS train-
Ing institutions, but as it was not feasible to cover all of sub-
Saharan AfTica, attention was focused on the subregion
Under SADCC described earlier.

Training-Need Identification

In thls project, training needs are first determined using the
t?a{mng-need indicator shown in table 2. This is a joint ac-
tivity of SACCAR, ISNAR, and most important of all, the
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that in their second national workshop, emphasis should be
placed on strategic and research master planning, as the sys-
tem is to undergo a major restructuring and reorganization.
In responding to the request, we designed a training mod-
ule that spanned topics on research planning, programming,
priority setting, human resource management, management
and supervisory leadership, teamwork, etc., in agricultural
research. As most of the senior and middle-level research
managers had little or no experience in research planning,
the workshop afforded an excellent opportunity, through
simulation exercises, interaction, and the use of case stud-
ies in working group sessions, to prime them for this task.
We are informed that many who have been selected to
serve on the national task force for the master planning ex-
perience attended our workshop.

Another training indicator has been identified in the area of
communications in the Zambia NARS, and the project is re-
sponding by convening a regional workshop to train train-
ers in communication techniques, focusing on scientific

and technical report writing. It seems the need is pervasive
in the region and each NARS will need to build its own ca-
pacity to train its staff in this area. The Zimbabwe NARS is
in the process of consolidating its research at the program
level and therefore wishes to adopt a nationally coordinated
research program approach. It is hoped this project will re-




Table 2. Training-Need Indicators

1. Organizational Plans
(Research Strategy, or Manpower Development and
Training Plans)
- Projected changes in mandate (or objectives) and re-
search priorities
— Changes in structure and organization

2. Employee Records

— Staff turnover
- Low performance ratings
— Career paths and plans

3. - Research Operations

— Acquisition of new research equipment, techniques,
or methodologies

- Fluctuations in research output

~ Performance appraisals

4. Staff Selection Policy

- Qualifications of staff at functional levels
- Experience and training background of staff

5. Morale Factors

— Personnel friction
— Conflicts
= Poor leadership

6. Job Knowledge

— Technical aspects
— Administrative aspects
— Supervisory aspects

7. Communication Facilities

— Poor written and oral communications
- Poor flow of information up and down

8. Supervision

— Lack of clarity in work assignments
— Planning and scheduling
— Improper resolution of conflict

spond to this proposed change by organizing a workshop or
seminar on the management of nationally coordinated re-
search programs. Such a workshop could necessarily use

. the experience of Malawi NARS in this area through a case
study presentation.

It is important to note that the assessment of training needs
is a continuous and vital process, and by using the indica-
tors as early-warning systems, NARS should respond in a
timely and appropriate way. A significant function of the
project coordinator is to monitor these requirements. This
is sometimes done through planning visits, as indicated in
the work plan.

Training Areas

After training needs have been assessed, the problem of
what type of training to deliver arises. As a rule, the train-
ing areas selected link directly to the goals and objectives
of the research managers and of the NARS as an organiza-
tion. The approach is intended to give results in the most
cost-effective and productive way to the NARS, ISNAR,
and SACCAR. ‘

Figure 2 depicts the training process used in planning and
delivery of the events,

All the training areas and the modules designed to achieve
the training emphasize the following: reinforcement of fun-
(damental agricultural research management skills; the en-
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hancement of individual excellence, that is, how individu- _
als can work better and be assured greater responsibility,
thereby ameliorating their opportunity to achieve individu-
al excellence; how to improve program productivity by
using state-of-the-art concepts on which a sound founda-
tion in agricultural research management can be built; and
finally, using innovative training techniques, such as the in-
tegration of action-oriented methodologies — simulation,
case study approaches, problem solving, etc. — that are ex-
citing and involve everyone.

In table 3, we present some priority training areas and their
levels of importance in designing training modules for the
different levels of management in NARS. Most of the top-
ics are drawn from ISNAR’s 12 critical factors.

Once needs are identified, a prospectus is prepared and cir- -
culated to prospective participants selected by the NARS.

Evaluation

Evaluation of the project is done at several levels. First, it
starts at the level of training-need assessment (called ex
ante evaluation), the process stated above, to enable us to
target the training. In this project, the training module has
utilized a workshop mode. The second level of evaluation
is at the delivery of the workshop. Workshop participants
and resource persons assist the project coordinator in evalu-
ating the workshop, emphasizing the extent to which the
learning and behavioral objectives of the workshop have




Assessment

of Needs

Design

Training
Program

Production of Test and

Materials Validation

Redesign

Figﬁre 2. Training cycle for design and delivery of an event

Table 3, Areas of Focus for Training of Research Managers in NARS

MANAGERIAL LEVELS'
Senior Middle-Level
Training Areas Policymakers Research Managers Research Managers
- Development Policy XXX XX X
— Planning and Priority Setting XXX XX X
- Organization and Structure
of NARS XXX _ XX XX
- Linkages to Extension
and Farmers X . XXX XXX
- Linkages to Knowledge Sources XXX ' XX
- Program Formulation '
and Budgeting X XXX XXX
- Monitoring and Evaluation X XXX , XXX
— Management Information Systems X XXX XXX
~ Human Resource Management X XXX XXX
- Financial Resource Management X XXX X
- Physical Resource Management X XX XXX
— Management and
Supervisory Leadership XX XXX XXX
Key: XXX = Must Know (Priority 1)
XX = Should Know (Priority 2)
X = Niceto Know (Priority 3)
L. Policymakers — Board of Governors, Agricultural Research Council members, planners, executive officers in the NARS — permanent or pnncxpal sec-

retaries, etc., responsible for policy and establishing long-range objectives of NARS.

Senior Research Managers — Senior managers and executives of the system, e.g., directors gencral/dxrecton, their department and assistants — those
responsible for overseeing implementation of policies.

Mid-Level Research Managers — Research coordinators, station heads — those responsible for supervising research operations at research stations,
laboratories, institutes, etc.
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been achieved, the relevance and usefulness of the topics
covered to participants of the workshop, etc.

This information is made available to resource persons and
also used in planning and designing subsequent training
events. The third level is a follow-up evaluation, shown in
figure 3. In order to ensure a lasting impact in the NARS,
the transfer of managerial and practical skills and knowl-
edge must be completed. This is usually done through re-
peated reinforcement of these skills. In the scheme shown,
further personal contact, liaison with former participants,
and help in the practical application of these skills guaran-
tee this transfer. For instance in Zimbabwe, ISNAR’s in-

volvement in advisory service to the NARS (where a local
task force of research managers work hand in hand in a di-
agnostic review or on planning, etc.) will facilitate this pro-
cess.

A second example is Tanzania, where it is expected that
ISNAR staff will join a task force of local and international
consultants for research master planning. The use of local
resource persons drawn from former participants at similar
workshops in the NARS ensures continued interest and de-
velopment of personal capacity. The follow-up scheme
therefore assists in consolidating knowledge and skills,

FOLLOW-UP

EVALUATION OF TRAINING:

— Behavioral changes, €.g., skills, knowl-
edge, attitudes, experience, etc.

- Results of application, e.g., strategic
planning, priority setting for NARS, pro-
gramming, etc. :

FURTHER PERSONNEL
DEVELOPMENT:

HELP IN PRACTICAL
APPLICATIONS:

— External services, including consuitan-
cies, e.g., working with ISNAR staff on
advisory service in a task force mission

— On the job

- Further training courses

- Help by superiors and colleagues —
senior managers and subordinates attend
similar workshops

LIAISON WITH FORMER
PARTICIPANTS:

— Personal contacts — visits, correspon-
dence, etc., with resource persons &
among themselves

— Publications in agricultural research

management from ISNAR &
SACCAR, selected articles and other
information

- Conferences
~ Help from alumni in training — partici-

pants serving as resource persons at na-
tional or regional workshops

Figure 3. Follow-up scheme of participants at SACCAR/ISNAR agricultural research management training project for
/ NARS in SADCC countries

SOURCE: Adapted from M. Kubr. 1985. An Introductory Course in Teaching and Training Methods for Management Development. ILO, Geneva.
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At the project level this is done through submission of quar-
terly reports to donors and to SACCAR and ISNAR man-

dement, along with mid-term and end-of-project evalua-
ons, :

Assessment of Outcome of an Event

pﬁen, when we organize training, we get more immersed
In the procéss and may neglect to assess the outcome at
¢ach of the steps that assure the quality of the training and
client satisfaction. It is therefore vital that for any event,
Outcomes be clearly identified and tested to ensure that
they meet the following criteria: the extent to which we
hope the task can be accomplished, clarity and specificity,
Verifiability — the quality of training materials, probability
O_f Success and input, how realistic the outcome is in rela-
tion to our resources or target group, how realistic the time
frame for the outcome is. In doing this, we ensure the suc-
Cess of the training. Table 4 gives a checklist of activities
that constitute key elements or outcomes of a training event
that can be used in planning or implementing training.

Table 4. Degree of Success

Achievements

- To date, training has been offered to 243 research man-

agers in seven of the nine SADCC countries. Table 5
shows the breakdown of participants by country.

The eight training events in the region have generated a
large amount of training materials: country-specific case
materials developed by indigenous resource persons, video-
tapes of lectures on monitoring and evaluation, problem
solving, research station management, strategic planning in

" Malawi, and others on aspects of organizational behavior,

e.g., delegation, motivation, leadership styles, etc.

Resource persons for the training events have been drawn
from ISNAR, the NARS in the region (including the univer-
sities), and national or regional management training insti-
tutions. The project is building a pool of trainers which will
ultimately form a core of trainers for the region. This can

be viewed as a step towards institutionalization of agricul-
tural research management training in the region.

- Activity Accom- Clear, Substantive Time
KCM) plishment  Specific  Verifiable Realistic Impact Values  Frame

L. Promotion (publicizing, in-
forming NARS of availability -
of training)

2. Response to NARS request
3. Needs assessment

4. Negotiation with NARS (e.g.,
on funding, context, division
of labor) -

3. Prospectus

6. Coordination of development
of materials

+ Coordination of training teams
+ Adoption of agenda

Logistics (tickets, per diem,
accommodation, recreation)
Presentation of training materi-

als (pedagogy, context, docu-
ment)

11. Bvaluation

12. Certificates
13,

10.

Follow-up plans & implemen-
tation, etc.

NOTE;

Training outcomes and determination of the capacity with which the outcomes may be achieved. A scoring system is used. Low scores will give
an indication of the need for further action. :
The outcomes represent key considerations in planning and implementation to ensure client acceptance and satisfaction.




Table S, Training Output, 1978-88

Population Approximate size Number of
(1985) of NARS (total no. Participants

Country in 000s of scientists)* 1987 1988 Total
Angola 8,756 28
Botswana 1,034 61 4 4
Lesotho 1,515 18 1 1
Malawi 7,044 120 34 34 - 68
Mozambique 13,791 15
Swaziland 7158 15 6 6
Tanzania 22,242 320 \ 18 42 60
Zambia 6,640 110 33 29 62
Zimbabwe 8,406 150 32 32
Total 70,186 837 85 158 243

SOURCE: ISNAR Database (in press) and the World Bank Atlas (1987).
*Total is for professional staff with BSc degree or above.

- The workshops have brought national universities (especial-
ly faculties of agriculture and veterinary medicine) closer
to the national agricultural research institutes by providing -
a forum for looking at each other from various perspectives
and fostering opportunities for better cooperation on man-
aging research resources. These interests were powerfully
manifested in the workshops in Tanzania, Malawi, Zambia,
and the BLS countries (especially Swaziland).

Lessons Learned

We need to develop suitable training materials. At ISNAR,
efforts are being made to convert research and other types
of materials into training instruments. Development of ma-
terials will involve an integrated process of literature
search, state-of-the-art review, writing, rewriting, and syn-
thesis of a variety of activities which validate the materials
to ensure that prospective users will have a good under-
standing of the application of the concepts to their own situ-
ations. We recognize that development of good training ma-
terials is both a time-consuming and labor-intensive
process. '

In particular, participant evaluation of the workshops has
clearly shown that materials based on case study approach-
es, role playing, simulation, and fieldwork, all of which em-
phasize concept application, are most preferred. This fur-
ther underscores the need to relate the content of materials
to the professional responsibilities of the research managers.

Furthermore, we have realized that in order to rapidly multi-
ply training materials, the project should consider training
persons to write cases. The need for case materials suited to
the region has become even more apparent in the work-
shops already completed. Selected persons, representing
NARS in the region, could be trained in case study method-
ology and assigned topics to research and prepare cases be-
“fore testing them in the various workshops in the region.
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Video technology has also been used to supplement and
complement training materials, and participants have great-
ly appreciated this as it provides both relaxation and easy
learning. The use of both commercially produced video-
tapes and materials taped at workshops will be promoted
for blending with other materials to form an integrated sys-
tem.

“Even as we contemplate an intensive drive to develop mate-

rials at ISNAR, one quickly realizes the paucity of talent to
undertake this task. Development of materials will undoubt-
edly require people with an interest in and understanding of
the skills required for designing, writing, editing, typing,
and reproducing the materials. Present staff at ISNAR are
already overstretched.

We have further confirmed that these countries have spe-

- cific training needs. Therefore, we have to tailor, modify,
. and adapt materials to suit the dynamic character of their
NARS management. We need to further refine our needs as-

sessment, making it more sensitive to the specific needs of
the NARS. :

We have also learned that there is the danger of losing our
competitive edge in the region unless we continuously re-
view our client needs and redesign and develop suitable ma-
terials to meet their needs in a timely way. There are other
agencies (e.g., Winrock International, USDA/OICD,
FAMESA, and ESAM], etc.) that are operating in the re-
gion and would quickly step in to fill any gaps. However,
where ISNAR has no comparative advantage, collaboration

~with other agencies is very much encouraged.

~Our deliberate policy of involvement of indigenous persons

to serve as facilitators at the workshops has helped us evalu-
ate the potential capacity of the region to take charge of the
project for a long-term sustained effort. The contributions
from these people have been good and have not compro-




mised the quality of the training; in fact, it has generated
Very positive support and accorded a high level of legitima-
Cy to the project at the national levels.

According to training requirements identified through inter-
action with NARS managers, there is a need to teach gener-
al management principles and aspects of human and con-
Ceptual skills. This is because most of the mid- to senior-
level research managers have not had any prior training in
bfxsic Mmanagement principles, since they come from strictly
biological science backgrounds. These subjects have been
taught by the resource staff of national management train-
Ing institutes and supported by ISNAR staff. The signifi-
Cance of this is the close collaborative arrangement forged
between ISNAR and these institutes. Examples of this are
the Institute of Development Management (IDM), which

§ aregional mandate for management training in Botswa-
: f}a, Lesotho, and Swaziland; the Zimbabwe Institute of Pub-
h(f Administration and Management (ZIPAM); and the In-
Stitute of Development Management in Tanzania, etc.

The Management of linkage and collaborative mechanisms
Of NARS with CGIAR institutes and other development
agencies is a problem in many NARS. Though not directly
Within the purview of this project, it is necessary to address
ll}ese issues since they sometimes gravely affect the run-
Ting of a NARS, particularly where donor-supported pro-
Jects are larger than national ones.

This Project is being supported over a four-year period
from 1986 10 1990. It is now at the midway point. It has al-
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ready made tremendous gains in this initial phase to create
better understanding of agricultural research management
problems among some research managers in SADCC
NARS. The training offered has mostly been of the over-
view type and will continue in this way for some of the
NARS. It is hoped that in subsequent phases, with better un-
derstanding of the NARS and development of materials
(e.g., case studies, etc.) the project will get into more prob-
lem-solving approaches.

Conclusion

Finally, NARS need to work continuously toward devel-
oping a strong culture in agricultural research management
best suited to their environment. At present, the NARS are
faced with the difficult task of managing culture changes,
including consciousness-raising among NARS policymak-
ers and managers for the need to increase productivity to
generate appropriate technology for the farmer. This may
mean adopting new work strategies, improving the scientif-
ic and research environment by challenging existing norms,
improving the reward system for research, improving team-
work, and providing better research management tools and
skills to the managers.

Managing culture change is imperative for the NARS if
they are to meet the challenge posed by their countries for
increased agricultural productivity. The process is viewed
as continuous, requiring large investments in vital resourc-
es of time, money, and human capital. Through training in-
terventions, this project is making an invaluable contribu-
tion to this process.







HUMAN RESOURCE MANAGEMENT FOR AGRICULTURAL RESEARCH:
OVERVIEW AND ISSUES

Paul Bennell and Larry Zuidema

Introduction

People are the most important resource for national agricul-
tural research — the human resources of a research organi-
Zation are the primary means by which it achieves its objec-
tives, Productive agricultural research systems, therefore,
T®quire effective planning and management of professional
re':“"archers and their support personnel. The objective of
this document is to assist agricultural research program
Managers and administrators at all levels in developing the

Owledge and skills needed to maximize the effective pro-
d“"tivity of these specialized human resources.

The policies and practices required for managing human re-
Sources in agricultural research institutions differ in impor-
tant respects from those required for other types of public-
and private-sector institutions, Most notably, agricultural re-
Search js highly skill-intensive, requiring the recruitment of
Specialists and the provision of continuous professional de-
Velopment, Agricultural researchers carry out a complex
arr?y of activities with generally unpredictable outcomes.

113, plus the fact that several disciplines and subdisci-
Plines are involved, complicates the planning and manage-
ment of human resources and the development of an effec-
tive information system.

".\gﬁcultural researchers themselves have unique occupa-
Honal needs and characteristics that have important implica-
Ons for management. Potentially creative individuals, they
e said to have especially high expectations for job fulfill-
Ment and need considerable autonomy in determining and
g?br}'ying out their research activities. One important respon-
R ity of agricultural research managers, therefore, is to in-
Ure that the organization retains and effectively utilizes
Uman resources with the specific skills, attitudes, and mo-
t“’a_tions that will allow the organizational objectives to be
Altained as efficiently as possible.

;I'his document provides an overview and identifies some
Mportant issues relating to human resource management
Oragricultural research. Most of the material in the docu-

ment is equally applicable to individual research institu--
tions and well-coordinated national agricultural research
systems (NARS).

There are two sections in this document. Section I focuses
specifically on five human resource management tasks for
agricultural research which can be defined as follows:

1. Planning involves the determination of the types,
amounts, and availability of human resource skills re-
quired for the attainment of predetermined program ob-
jectives and tasks over a specified time period in the
most cost-effective manner.

2. Staffing involves developing the job descriptions, poli-
cies, and practices that relate to recruitment, selection,
assimilation, and deployment of personnel.

3. Development involves the continuous improvement of

the capacities of research personnel through formal ed-
ucation, specialized and on-the-job training, and partici-
pation in professional meetings.

4, Compensation relates to the structure of grades, promo-
tion policies, and salary and nonsalary rewards, which
influence the motivation and performance of research-
ers and support staff.

5. Evaluation includes performance planning, appraisal,
and counseling, which are critical to the effective man-
agement of human resources.

Section II focuses on organizational behavior factors relat-
ing to researcher motivation and interpersonal and inter-
group behavior. The latter includes management issues

. such as leadership, team building, effective communica-

tion, and conflict management.

The appendices provide practical guidelines and sample
documents for NARS managers and personnel directors.
- Other ISNAR documents provide NARS managers and ad-




ministrators with an understanding of the rationale for and
utilization of information for human resource management,
including a human resource information system (HRIS).

reliance on donor projects, (4) rigid civil service regula-
tions which reduce options for personnel deployment and
rewards, (5) limited human resource planning expertise, (6)
an inadequate human resource information system, and (7)

Section I — Human Resource Management heavy reliance on donor funding for staff development.

Tasks

Human resources can be described as a subsystem within a
larger organizational system. The human resource system
within a national agricultural research institute or system in-
cludes the quantity and quality of its research staff and the
organizational framework governing its behavior.

Human resource planning is integral to the overall program
planning process. The primary reference points for human
resource planning and utilization are organizational goals
and objectives as well as research program plans and priori-
ties. It is essential, therefore, for research managers to be
able to relate information about current and future staff to
current and future commodity, regional, and/or discipline-
oriented research programs. This link between human re-
source planning and program planning provides the basis
for an effective and comprehensive research program that

This section reviews the tasks required to plan and manage
a human resource system for agricultural research. Figure 1

illustrates the planning and management process for a hu-
man resource system. It shows an iterative process that be-
gins with three inputs: research objectives, available operat-
ing resources, and the current state of human resources.

The manager first measures the available human resources
against research objectives. Then, decisions are made in the
planning stage to modify the human resources within the
available operating resources, so that the research objec-
tives can be met. Management decisions are made and then
implemented in the areas of staffing, development, compen-
sation, and evaluation. At the end of the management

cycle, the human resource system reflects the changes that
have resulted from management decisions. The modified
stock of human resources becomes an input into the next
planning cycle. '

1. Planning

Human resource planning involves the analysis and deter-
mination of the types, amounts, and availability of person-
nel required for the efficient and effective attainment of or-
ganizational and program objectives. This activity allows
research managers to assess where their organizations are
and where they should be going in terms of human re-
source availability and utilization. The main products of
this planning activity are realistic strategic and operational
plans. The longer-term strategic plan may include, for ex-
ample, strengthening the training capacity of the institution
or proposing changes in personnel policies to appropriately
reward research staff. The operational plan may include
changes in personnel recruitment levels, redeployment of
staff, or implementing a performance planning and apprais-
al system.

Human resource planning has not been a rigorous activity
of many NARS, particularly those that are young and expe-
riencing rapid growth in a relatively short time. Several of
the factors that contribute to a lack of comprehensive hu-
man resources planning are (1) a low level of overall pro-
gram planning for the NARS, (2) a lack of control over per-
sonnel recruitment, (3) excessive program and personnel
fragmentation due to the nature of the system or to heavy

relates resources to national agricultural development goals.

It is important at early stages of the human resource plan-
ning process to make current and future assessments of the
capacity of the research organization to effectively absorb,
utilize, and manage projected levels of staff. The following
are some of the factors that affect the utilization and, there-
fore, productivity of agricultural researchers. These factors
are likely to modify the projections of the requirements dis-
cussed above.
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Training capacity within, or readily available to, the or-
ganization for researchers who must be trained on the
job by experienced and competent researchers.

Opportunities for university training for young, quali-
fied staff on whom the organization depends for future
program leadership. Of particular importance is the
continued development and availability of basic re-
search skills in addition to disciplinary expertise.

Management ca_pacity for staff direction, supervision,
and monitoring. This includes management at the sta-
tion, division/department, and program levels.

Support assistance from technical and other support
personnel. The number and quality of these personnel
influence the number of researchers who can be em-
ployed effectively. While needs vary considerably for
different disciplines, a common overall relationship for
many NARS is two technicians and three to four sup-
port persons for each researcher.

Funds for operational expenditures is a major determi-

nant of the numbers and kinds of researchers who can
be employed effectively. Funds for operations and sup-

-port personnel represent the total recurrent resources

available per researcher. It is often said in developed

countries that no more than 70 percent of recurrent re-
search expenses should be for personnel. However, in
developing countries where salaries are low relative to
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those in developed countries, but many operating ex-
penses are priced on an international basis (e.g., import-
ed fertilizers), such a ratio may be misleading. Under
these circumstances, it would be more appropriate to
establish a minimum average budget per researcher.

*  Adequate facilities for agricultural research endeavors
that require specialized laboratories or other facilities.
Coordination of staff recruitment and development of
facilities is essential.

Assessment of these factors and their relevance to human
resource requirements is crucial both for effective planning
for the future and for understanding current management
problems. Planned expansion of the level of staffing in a
NARS may need to be deferred until these factors become
adequate for effective utilization of staff.

The human resource planning process includes three inter-
related activities:

*  analysis of human resource requirements (demand);

* assessment of the availability of human resources (sup-
plY);

* matching requiremedts to availability.

How these planning activities contribute to the develop-
ment of a human resource strategy for a NARS is described
below. This planning process can be facilitated by an effec-
tive human resource information system (HRIS), which is
discussed in other ISNAR documents.

Analysis of Human Resource Requirements

Determining human resource requirements constitutes the

~ “demand” side of human resource planning. Ideally, esti-
mates of human resource requirements are derived on the
basis of carefully formulated national research strategies
and program objectives. Effective human resource plan-
ning, therefore, is fully dependent upon the planning and
programming of agricultural research activities. In other
words, research managers can utilize a planning process to
determine personnel needs only if they first know what
they want to accomplish. ‘

The research program should normally constitute the basic
unit of research planning at all levels (institution, depart-
ment, and project). Research managers, in conjunction with
planners and budget authorities, determine the optimal allo-
. cation of all resources among the various possible agricul-
tural research programs. Full consideration needs to be
given to overall national and agricultural development ob-
jectives and the likely level of resources available in the fu-
ture. When this is accomplished, more detailed planning is
undertaken in order to allocate these resources to activities

32

within research programs. This phase of operational plan-
ning is known as programming.

For human resources, the research planner first determines
the optimal composition of skills and disciplines for each
agricultural research program/project over a specified time
period. This activity, called task analysis, also includes de-
termining the requirements and substitution possibilities of
support personnel for different sets of tasks. A considerable
amount of experience and informed judgment on the part of
research managers is required for task analysis.

The tasks to be performed are defined by the research pro-
gram. Tasks are aggregated into jobs with job classifica-
tions and descriptions, which may be similar for several po-
sitions (one for each staff member) in the organization. The
organizational structure gives definition to the positions in
relation to each other and to career possibilities in the insti-
tution.

As a research institution grows and develops, it becomes
more important to analyze and define the tasks that need to
be performed by the four types of personnel: researchers,
administrators and managers, technical support staff, and
nontechnical support staff. Task and job analysis allows the
institution to (1) periodically review and redefine positions
in relation to program objectives, (2) develop job classifica-
tion systems, (3) establish specific recruitment targets, (4)
establish appropriate schemes of service, and (5) evaluate
performance against established criteria. See appendix 1 to
this paper for details on the content of a job analysis.

The core personnel of a NARS are its professional research-
ers. A basic measure of the current and potential capability
for future research in a NARS, therefore, is the level of edu-
cation and training of its researchers. Preliminary data from
79 developing countries included in the ISNAR Agricultur-
al Research Indicator Series Database show that an average
of 12 percent of NARS researchers have a PhD degree, 35
percent have an MSc degree, and 53 percent have a BS de-
gree (or their respective equivalents). Given the fact that in-
dividuals working on postgraduate degrees receive training-
in research methods, higher percentages of MSc and PhD
staff would be necessary to effectively strengthen most
NARS.

Technical support personnel in agricultural research organi-
zations are composed of distinct groups: field technicians,
laboratory technicians, station/farm managers, and support
services (statisticians, information officers, librarians, com-
puter specialists, etc.). They are responsible for carrying
out the bulk of the activities undertaken by agricultural re-

‘search organizations. It is important, therefore, to analyze

tasks, provide appropriate career structures, and set perfor-
mance standards for each of the separate types of technical
support personnel. This process facilitates the determina-

tion of appropriate levels of technical support personnel re-




quired for researchers in various disciplines and at various
levels in the system.

An emerging and important group of research staff are’
those who are involved in the process of technology trans-
fer, These may include on-farm research technicians, sub-
Ject-matter specialists, and research-extension liaison staff.
In many cases, these staff are affiliated with extension insti-
tutions, However, NARS are increasingly recognizing the
Value of such staff, and new positions are being defined
Within NARS to facilitate the technology transfer process.
The numbers, placement, and position classifications of
Such staff are important issues for consideration by plan-
Ters who are determining the future manpower require-
ments of a NARS.

Once these factors and considerations have been taken into
account, it is then possible to derive approximate net re-
Quirements for human resources by category of research
Personnel, location, discipline, and program area. Before
d*}ﬁning the manpower plan, however, it is necessary to re-
View the availability (supply) of research personnel and
then match human resource requirements to availability
(discussed in the next two sections). The final stage of the
Process involves determining the absorptive capacity of the
Institution or system.

Availability Assessment of Human Resources

In addition to determining human resource requirements
and organizational absorptive capacity, the human resource
Planning process also entails an assessment of the types
and range of skills that are currently available and are like-
ly to be available in the future. This constitutes the “sup-
Ply” side of human resource planning.

A quantitative and qualitative inventory of currently avail-

_ 3ble agricultural research personnel in the NARS is the
Point of departure for assessing the availability of human re-
Sources. This inventory provides information about the
C.haracteristics of the current staff of the research organiza-
tion for (1) qualifications, including highest degree ob-
tained, special training undertaken, and professional work

- ®xperience; (2) allocation of staff in terms of crop, research
Program, discipline, function, and position; and (3) location
of staff in terms of research center, on-farm/on-station, and
Tegion of the country.

An analysis of the human resource inventory, particularly
Over time, (1) permits the diagnosis of the manpower
Strengths and weaknesses of the research organization, (2)
assists in the process of projecting availabilty in the future,
and (3) provides a basis for staff development planning

With educational institutions and donors. Other ISNAR pub-
lications on information systems provide details about data
Rquirements, analysis, and presentation for a human re-
Source inventory.
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Some NARS regularly experience high vacancy rates, par-
ticularly for researcher positions. While this may reflect ei-
ther a shortage of qualified persons to fill approved posi-
tions or rapid turnover of staff, it may also be related to the
lack of allocated funds for these positions. In any case, it is
important to assess the reasons behind each vacancy as part
of the process of determining availability of staff for future
appointments.

The future availability to a NARS of researcher and man-
agement skills depends on three primary factors:

1.

2.

3.

Upgrading and redeployment of existing personnel. In
most cases, existing research personnel comprise the
bulk of human resources that will be available in the fu-
ture. The previously referenced inventory of all person-
nel employed by the agricultural research system pro-
vides basic data. Detailed information on staff training
and on current and previous work experience and activ-
ities is particularly useful here. Personnel policies
(which involve performance planning and assessment,
reward merit, and promote internal mobility and train-
ing) facilitate the process of upgrading and redeploy-
ment to meet program needs.

Recruitment of new personnel. Researchers come not
only from educational institutions, but also from the rel-
evant national and international labor markets. Of par-
ticular importance is an assessment of the quantity and
quality of all levels of trained agriculturists coming out
of national technical schools, colleges, and universities
currently and projected into the future. A thorough re-
view would include an assessment of demand from
competing employers. Another recruitment factor to as-
sess is the general mobility of professionals within a
country, considering political and cultural factors and
civil service regulations.

Attrition of personnel. Attrition may come from retire-
ments, deaths, resignations, and dismissals. Attrition
levels plus estimated net growth of research personnel
determine recruitment levels. The main component of
attrition in many young NARS is voluntary resigna-
tions which reflect both external labor markets and the
conditions of service within the research organization.
In general, current trends in and levels'of annual rates
of attrition among different types of research personnel
constitute the starting point for estimating probable
rates of attrition in the future. To the extent that condi-
tions of service are perceived to have improved relative
to other potential employers, for example, future attri-
tion rates would be expected to drop. As conditions
change in related labor markets, attrition rates may be
affected positively or negatively.

High levels of demand for individuals with practical
field and laboratory skills can make attrition of high-




quality technical support staff high. Since research ac-

tivities depend heavily on these personnel, analysis of

recruitment, utilization, and attrition among these cate-
gories is important.

Matching Requirements to Availability

The final stage of the human resource planning process in-
volves matching the estimates of requirements for specific

- skills with the probable availability of those skills from
both internal and external sources. The planning process ul-
timately yields detailed information on the desired number
of staff by skill level (experience) and specialization. Com-
parison of desired staff with existing staff determines the
net addition to personnel. The net addition, combined with
estimates of attrition, determines desired recruitment levels.
The lower the estimated net growth, the more directly re-
cruitment will correspond to attrition (i.e., replacement
only). Conversely, the lower the attrition rate, the more di-
rectly recruitment will correspond to net growth, Where

~ NARS are experiencing periods of consolidation rather

than continued rapid growth, policies designed to reduce at-

trition will also reduce recruitment requirements.

In some exceptional cases, all proposed skill requirements
can be satisfied; more typically, there will be shortfalls in
_selected categories of staff and disciplines. In some in-
stances, these can be overcome by a reallocation of staff or
changes in staff assignments in specific subject areas
and/or recruitment of foreign research personnel. It is then
possible to specify target projections for net additions and
(using estimates of future attrition) for gross recruitment to
each category of personnel and area of research specializa-
tion (discipline) for the duration of the planning period.

2, Staffing

The planning activities described above result in overall es-
timates of the numbers of staff required and likely to be
available for the research program as projected to some fu-
ture period. Through the process of staffing, the research
manager builds upon the information generated in the plan-
ning process about specific tasks to be performed and the
specific positions required. The research manager then
seeks to operationalize plans by defining in detail job de-
scriptions and specific recruitment targets for various cate-
gories of staff. The recruitment process includes the attrac-
tion, selection, and assimilation of new staff into the
institution. A final staffing concern for research managers
is the placement or deployment of staff within the organiza-
tion in relation to location, linkages with other staff, and
program priorities. This section focuses on these three ele-
ments of staffing.

Defining Positions

Full job descriptions identify the job in the organization, de-
scribe its purpose and activities, specify responsibilities and
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performance standards in detail, and list minimum and de-
sirable qualifications for the job. The job description of an
agricultural researcher would normally emphasize the fol-
lowing aspects of job performance (adapted from Arnon
1968):

* inititative in recognizing new research opportuniiies
and in proposing and preparing research projects;

* responsiveness to problems suggested by program lead-
ers, extension workers, and farmers;

* cooperation in research teams where researcher compe-
tence is needed;

*  supervision of other research staff and support staff;
* training of research and support personnel;

*  familiarity with professional literature and interest in
broader scientific subjects;

* planning, designing, and conducting experiments, in-
cluding the collection of background information;

* analysis of results and determination of significance
and conclusions;

* presentation of research results in a timely fashion in
the form of a report or paper for publication;

+ communication of results to other scientists, extension
workers, and farmers by the most appropriate media.

Job descriptions and classification systems (titles and
grades) should be different for and responsive to the needs
of administrators, researchers, technical staff, and support
staff. For example, career ladders, incentive systems, and
task expectations are much different for these different
groups, and this needs to be clearly reflected in the job de-
scriptions. Researcher classification systems normally pro-
vide for continued opportunities for advancement and
recognize education, experience, and performance. Job de-
scriptions are relatively flexible to allow for the creativity
and initiative expected of professional researchers.

Recruiting Staff

The recruitment process depends upon the development of
job descriptions, assurances that the position will be ap-
proved, and financial support from the appropriate authori-
ties (often outside the research institution). The process is
likely to be influenced or entirely controlled by central gov-

* ernment regulations. In some cases, governments have rec-

ognized the special nature of research and provided sepa-
rate conditions and recruitment regulations for scientists. In
other cases, it is possible to obtain exemptions from normal
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Tegulations in order to facilitate the hiring of appropriate
Staff,

Ideally, a research organization should be in a position to
control the number and types of personnel who are recruit-
€d. The recruitment process, then, is an outcome of the
Planning process and involves the matching of carefully for-
Mulated research programs with available and required
Numbers of qualified researchers and support staff. A ratio-
Dal recruitment plan must be related to the organization’s

Capacity to provide effective training and supervision of
new staff,

An initia] step in the process of recruitment is the attraction
of high-quality researchers who provide creativity, intellec-
tual rigor, and long-term commitment for agricultural re-
Search. The ability to attract well-qualified staff is influ-
enced by their availability within the country, competition
“{ the labor market, and conditions of service within the in-
Stitution, This may require that the research institution
develop specific strategies, policies, and procedures to pro-
Mote recruitment according to the staffing plan. For exam-
p}e, Close working relationships with the staffs of universi-
ties and training institutions can often be developed. These
I’elationsm'ps may include scholarships for promising stu-
dents, collaborative research projects involving faculty and
fhf’«ir postgraduate students, and work-study schemes. Also,
1Lis possible to consider recruitment of staff from basic sci-
ence and social science backgrounds for selective positions
In the institution.

Experience and research have shown that it is possible to
flevelop a profile for a productive researcher. Character-
l§tics include (1) highly qualified for the job, (2) highly mo-
Uvated to performance, (3) positive orientation to job, (4)
demonstrated maturity, and (5) effective interaction with
Others (adapted from Ranftl 1978: 93-96). Many of these
Characteristics are intrinsic to the individual and best han-
dled in the recruitment process. Others are subject to im-
Provement through management decisions and policies.

anagement interventions such as training can be utilized
f‘fl' improving the productivity of those identified as having

.811 Potential for creativity, originality, initiative, and tech-
Nque. This profile approach to recruitment implies that
Quality input has a high predictive value in determining
quality and valuable output.

The selection of candidates may be based on a variety of in-
Struments and techniques which collectively provide a suffi-
Clently accurate indication of the likely job performance of
®ach individual candidate. Objective information comes
&.Om academic records, civil service examinations, and spe-
Clalist examinations administered by the agricultural re-
Search institution. Subjective information will come from
rt‘lfﬁrences, interviews, and the descriptive materials and
Publications submitted by the candidates. The involvement
and comments of research personnel possessing the neces-
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sary technical competence will improve the selection pro-
cess. Future evaluations of actual job performance can be
used to assess the effectiveness of earlier staff selection pro-
cedures.

The assimilation or induction of recruited staff into the in-
stitution is an important and often neglected part of staff-
ing. The productivity and efficiency of staff is improved at
a faster pace if the institution recognizes the need of new
staff for information about (1) specific and detailed job ex-
pectations, (2) criteria and procedures for performance eval-
uation, (3) purpose and program of the unit in which they
are placed, (4) the culture and doctrine of the institution,
and (5) relationships and linkages with other relevant orga-
nizations (like extension). Deployment of new staff in
teams with mature researchers can facilitate the process of
assimilation,

Deploying Staff

The manner in which researchers and technical staff are de-
ployed, both within the hierarchy of the organization and at
a physical location, will influence the productivity of the
NARS. Many of the basic decisions about deployment are
made during the planning process. The topic is treated here
since managers implement plans and are often in the posi-
tion of making the final decisions on deployment at any
point in time.

It is extremely important to develop and maintain a “criti-
cal mass” of researchers in terms of specialization, program
size, and geographic location — this permits effective inter-
and intradisciplinary interaction among professional staff.
With increasing decentralization of some research systems,
staff interactions and collaboration associated with “critical
mass” are increasingly important, Strategies for deploying
on-farm research teams is of particular concern to many
NARS.

It is essential that young researchers be deployed in such a
manner that they receive close supervision. When there is a
shortage of appropriately skilled and experienced research-
ers to perform this role, trainee researchers may need to be
deployed in groups for more formalized in-service training.
Supervisors and experienced staff may need to be trained to

~ facilitate the early development of new staff.

Research staff must be carefully déploycd in relation to re-
search program objectives. This means that data on num-
bers and disciplines of full-time-equivalent staff should be

_maintained by priority programs, whether defined by com-

modity, region, or other program-related focus. If research
priorities define target client groups, it is important to de-
ploy staff accordingly. The mix of disciplines of research-
ers will be determined over time by the specific problems
encountered and the ability to “borrow” technology.




Depending on the structure and organization of the NARS,
it may be necessary for research managers to facilitate the
interaction and cooperation of researchers among national
bureaucracies, autonomous institutions, and universities.
This is possible if the institutions involved have'identified
and articulated their respective roles and, therefore, the re-
sponsibilities of their staff. Where institutions have specific
responsibilities for functions in a system that is developing
agricultural technology, it is particularly important that
they be able to develop effective and legitimized modes of
collaboration and cooperation. Linkage/interface mecha-
nisms between organizations may be vital to staff perfor-
mance in meeting program objectives.

Issues of deployment relating to personal satisfaction and
special compensation of staff posted in remote locations
are handled in the section on compensation.

3. Development

To become and remain productive, an agricultural research-
er requires both formal and on-the-job training. Agricultur-
al research activities are, by their very nature, highly skill-
intensive, and many of these skills are initially acquired by
formal academic training. However, if agricultural research
personnel are to maintain up-to-date knowledge and skills
in their area of specialization and, thereby, to be able to
continue to undertake high-quality research throughout
their careers, training must be received on a periodic basis.

This apprentice-to-professional researcher development ac-
tivity is characterized by rather specific training needs at
various stages of a researcher’s career. Three modes of
training for agricultural researchers can be identified: (1)
apprenticeship, (2) formal degree training, and (3) profes-
sicnal development.

Apprenticeship

As an apprentice, a new agricultural researcher ideally
would receive structured, intensive on-the-job training
under the supervision of an experienced researcher. The
purpose of this apprenticeship period is to acquire and
adapt relevant skills and knowledge to the program needs
of the institution and, equally important, to encourage the
formation of appropriate attitudes and commitments for a
productive career in agricultural research.

During the apprenticeship period, it is normal for the new

- researcher to attend short, intensive training courses to im-
prove knowledge and skills. Since many NARS are small
in size, these courses must often be organized on a regional
basis involving both national and international research in-
stitutions. The apprenticeship period may last from two to
three years, after which the trainee acquires professional
status as an agricultural researcher. In some cases, how-
ever, formal degree training early in the researcher’s career
is considered to be part of apprenticeship training.
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Formal Postgraduate Training

It is essential for NARS to have a substantial core of staff
with postgraduate degree training involving research. If not
acquired before entry into the agricultural research institu-
tion, opportunities for postgraduate studies may be made
available to young researchers eatly in their careers — after
a period of apprenticeship. While postgraduate degree train-
ing is essential for most trainee agricultural researchers, it
is not a substitute for on-the-job training. For example, the
necessary skills and attitudes needed for collaboration with
farmers are acquired primarily by working intensively with
farmers themselves. On-the-job training prior to postgradu-
ate study is preferred, since it helps provide a relevant con-
text for specialization in the degree program.

Postgraduate degree training within the country is prefer-
able in fields where standards are adequate, since the rele-
vance of the training is potentially high. In many cases,
NARS have developed strong relationships with universi-
ties in order to influence the content of this training and to
collaborate in the research required for the degree. In a few
countries, NARS have initiated and established their own
postgraduate degree programs, often with at least the nomi-
nal participation of a university.

As a result of the limited postgraduate training capacity in
the main agricultural science disciplines in many countries,
however, large numbers of agricultural researchers with
postgraduate degrees have attended overseas universities.
In planning for staff to enroll in postgraduate programs
abroad, it is important that NARS managers be aware of
and deal with several critical issues:

*  Relevance. Postgraduate programs in developed coun-
tries may lack relevance for students who wish to work
in tropical environments. Similarly, research theses and
dissertations may be on topics that are of little direct or
indirect value to research priority areas of the NARS.

*  Specialization. A sound scientific education is neces-
sary to prepare researchers to face future problems.
However, staff with narrow specializations may not be
suitable for research programs in the many situations
where broader-based knowledge is required. This,
then, can eventually reduce the capacity of the organi-
zation to understand and deal with priority agricultural
problems, A high degree of specialization involving so-
phisticated equipment and large teams of support per-
sonnel may be inappropriate to the country’s research
needs and may be difficult to support over time.

»  Diversification. To prevent “inbreeding” of human re-
sources in a NARS and to widen the methodology
‘base, several educational institutions should be used
for degree study. This point was made by one NARS
manager as follows: “Ideally, students should be sent




to as many countries and universities as possible so
that in the end a weakness from one institution will be
complemented by a strength from another.”

Selection and sequencing. Projects, seniority, and other
factors often influence the timing and selection pro-
cess. However, research managers need to view degree
training and develop training plans in the context of
overall organizational development and program goals.
Persons selected for overseas degree training opportuni-
ties would normally be those with excellent qualifica-
tions, commitment, and promising careers in agricultur-
al research (the selection would be merit based).
Ideally, researchers would begin advanced degree train-
ing after an apprenticeship period, but before mid-
career.

Duration and cost. Agricultural researchers have typi-
cally had to spend relatively long periods overseas in
order to obtain their postgraduate degrees (a mininum
of two years at the master’s level and another two to
four years at the doctoral level). The duratien is even
greater when instruction is in a foreign language or
when students have had to repeat courses as remedial
or preparatory training. The cost of overseas postgradu-
ate training is also an increasingly important issue. In
recent years, total annual costs have been in excess of
US$ 20,000 at most universities in Europe and North
America.

Reentry. The process of reentry and readjustment to
culture, environment, family, and job is often underesti-
mated. NARS managers must recognize this process
and develop reorientation activities to facilitate the as-
similation of trained staff returning to the institution.
One NARS manager states, “The issue of reentry after
a period of study overseas is never taken seriously; and
yet, it is important because it could lead to wasting of
resources when officers conduct research of little prac-
tical importance.”

Recognition of these problems with overseas postgraduate
training has led to improvements and alternatives in recent
Years, Some research institutions have developed “special
Ielationships” with one or more overseas universities in-
Volving links with teaching and research personnel and,
thereby, providing the basis for more effective and relevant
1_raining. Provisions have been made by donors, universi-
ties, and research institutions for some degree candidates to
Teturn to their national research organizations in order to
Collect data for dissertations and theses on priority research
topics. Another approach is where the student completes
Some of the required coursework at an overseas university
and the remainder, including the dissertation or thesis, ata
local or regional university. In the longer term, this
Strengthens regional and national postgraduate training ca-
Pacity while at the same time it responds to issues of cost,
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relevance, and over-specialization.

Professional Development

Appropriate training opportunities throughout the agricul-
tural researcher’s career are necessary not only for main-
taining technical and scientific competence, but also for
sustaining motivation and productivity. Through these op-
portunities, agricultural researchers (especially those who
work in small groups and are geographically isolated) are
able to maintain essential contact with other researchers
and with the international scientific community in general.
The need for specially arranged contacts with other re-
searchers becomes increasingly important as the researcher
gains in experience and maturity.

This in-career training may take a variety of forms, ranging
from more formal and structured events (such as national
and international short courses, conferences, seminars,
workshops, and professional meetings) to more informal ac-
tivities (such as study tours, special assignments, and con-
tect visits to other research institutions). Bach has its
strengths and weaknesses, depending on the objectives and
needs of the individual. It is important that research manag-
ers meet with researchers periodically to assess needs and
plan or identify in-career, professional activities to meet
these needs utilizing the most effective forms of training
possible. Ideally, planning for professional development is
part of an overall NARS planning process and occurs dur-
ing the performance planning and appraisal process (see
section 5). ’

The two most important criteria for decisions about re-
searcher involvement in professional development activi-
ties are the priority goals and objectives of the research pro-
gram and the specific needs of the researcher in responding
to these priorities over time. Practical considerations in
making the decision include the availability of financial
support (particularly for international activities), the ability
to launch appropriate training activities within the country
(relevant where needs are specific and highly technical),
and overall staff workloads. With the increased availability
of international short courses and donor support for interna-
tional training in some countries, research managers need
to develop the capacity for careful planning and evaluate
the utility of these opportunities for their institution. This
will avoid distortions in staff development caused by well-
intentioned but uncoordinated outside influences.

Researchers with current or planned substantive manage-
ment responsibilities should receive both general and spe-

_cialized management training in order to develop appropri-

ate skills and commitments. Agricultural research is
relatively management-intensive with typically 10 to 15
percent of researchers having significant management re-
sponsibility. Research managers are often young, with lim-
ited research experience. Also, they tend to be the most tal-




ented researchers, who, in the absence of a “dual-track” ca-
reer structure, are forced upwards into management posi-
tions. As a consequence, many are ambivalent and unsure
about their roles as managers. Few NARS managers have
received any formal training in either general management
or agricultural research management. Hence, well-designed
and carefully targeted management training programs will
help considerably in creating a more competent, profession-
al cadre of agricultural research managers.

4. Compensation

Compensation schemes (also referred to as conditions of
service) relate to the structure of grades and positions, pro-
motion policies, and salary and nonsalary rewards. The re-
tention, motivation, and performance of well-trained agri-
cultural research staff depend critically on compensation
policies and procedures. While agricultural research manag-
ers are not always in a position to make effective changes
in policies and procedures for compensation of research
staff, several options for improvement may be within the
legal and policy framework of NARS.

A number of common problems can be identified in rela-
tion to grading, promotion, and reward structures for agri-
cultural researchers. These problems stem from the fact
that most agricultural researchers are subject to the same
terms and conditions of employment that apply to all other
professionals employed in the civil service. Public-sector
compensation policies and practices are of central impor-
tance to all governments, both economically and political-
ly. Civil service and finance units are often reluctant to
make even minor changes unless there are compelling argu-
ments for treating agricultural researchers differently from
other groups.

‘For many NARS, strategies for improving productivity
may not be successful unless there is significant improve-
ment in compensation for researchers and key categories of
support personnel. Salaries and other benefits must be com-
petitive with other professionals in the public sector as well
as (ideally) with those in the private sector. This is not only
true for apprentices in the early stages of their careers, but
also for experienced research personnel.

Most civil service systems have promotion policies that
favor seniority over merit. The absence of regular, objec-
tive assessments of on-the-job performance in determining
financial rewards has been a major factor in stifling motiva-
tion. In many cases, this results in continued high rates of
attrition of young promising staff and seriously impedes ef-
forts to build up cadres of experienced and productive re-
searchers and technicians. The value of investments in hu-
man resource planning and training is considerably reduced
under these circumstances.

Studies of NARS have shown that there often is only a rela-
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tively small income differential between starting salaries
and the highest attainable salary levels (usually the latter is
less than 2.5 times the former). Often there are only a limit-
ed number of major promotion opportunities during the ca-
reer of a researcher, and existing promotions are generally
not associated with significant increases in income. In
some organizations, researchers reach the highest attainable
grade and salary level relatively early in their careers and
have limited prospects for further advancement unless they
become managers.

Guidelines

In order to provide attractive career opportunities for agri-
cultural researchers, a well-designed grade, promotion, and
payment system should have the following characteristics:

*  Compensation policies that are simple in concept and
design. It is important that policies be easily under-
stood by all employees and be implemented by man-
agement in a straightforward manner.

*  Grades and salaries that are based on (1) detailed job
analysis and evaluations to determine the “size of the
job” according to skill, knowledge, and responsibility
requirements, and (2) national salary and compensation
surveys of similar jobs and occupations (where com-
pensation includes other than direct salary, it is impor-
tant to evaluate the magnitude of these nonsalary bene-
fits for comparative purposes).

»  Job titles that allow both colleagues and outsiders to -

readily identify the seniority, position, and, hopefully,
competence of the individual. More important, they
should give the researcher a clear sense of career pro-
gression. Appendix 2 provides a sample grading
scheme showing titles and responsibilities over a ca-
reer of an agricultural researcher.

*  Promotion and financial incentives that are provided
throughout the entire career of the researcher. This im-
plies the existence of regular opportunities for promo-
tion and significant percentage increases in compensa-
tion.

*  Promotion criteria and requirements that are well spec-
ified and place primary emphasis on demonstrated job
performance. Where appropriate, adequate recognition
is given to the attainment of job-relevant qualifications.
Seniority criteria generally play a limited role, and pro-
motions do not depend on the availability of vacancies
in any grade category or job level.

*  Accelerated advancement possibilities provided for spe-
cially competent and highly motivated researchers who
have made exceptionally valuable contributions to re-
search programs. Without this flexibility, it is likely




that such “star performers,” who normally play such
important roles in scientific research, will leave to take

up more attractive cmployment opportunities else-
where.

An income growth curve that corresponds to the under-
lying relationship between the experience of research-
ers and the level and rate of growth of individual pro-
ductivity. Normally, this curve will rise relatively
slowly at the outset of the research career, more rapidly
once the professional apprenticeship period is complet-
ed, and more slowly again during the latter career
Stages. Appendix 3 provides sample grades and salary
indexes that utilize this principle.

Dual-career ladders that are designed to provide able
Scientists who wish to remain in mainstream research
with the opportunity to attain the status and salary lev-
els of senior management.

Teaching and consultancy assignments for mature sci-
entists within a policy framework specifying the
amount of time and relationship to normal responsibili-
ties. However, employees are not, as a rule, permitted .
to engage in regular (part-time) income-earning activi-
ties outside of their normal employment. Such activi-
ties often give rise to conflicts of interest and tend to
adversely affect the amount of time and commitment
researchers devote to their work.

Implementation Possibilities

Since civil service systems can impose constraints on the
d°V°10pmcnt of desirable compensation schemes for agri-
Cultura] researchers, NARS may consider the following al-
ternative possibilities to improve the situation:

*  Organizational autonomy. In a few cases, NARS or
parts of NARS have been able to become sufficiently
autonomous to devise their own personnel policies, in-
cluding compensation schemes. In recent years, some
have become semiautonomous foundations.

Researcher classification system. In several countries,
a special classification and compensation scheme has
been established for all scientists, built around several
of the above guidelines. This enables researchers to re-
main in regular government agencies while recogniz-

~ ing the factors needed to retain and motivate them for
agricultural research. The results of salary surveys of
other professional and technical groups in the public
and privatesectors is then used.to present the case for
across-the-board increases in salaries and benefits for
researchers and support personnel. ‘

Selective policy changes. Another approach is to focus
on making selective changes to existing grading, pro-
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motion, and salary policies, some of which would have
only limited cost implications. This approach may in-
clude improvements in evaluation procedures, extend-
ed salary scales, dual-track career structures for re-
searchers and research managers, improved salary and
nonsalary allowances and fringe benefits, awards for
exceptional performance, and a modified grading struc-
ture.

Nonsalary Benefits

In addition to salaries, NARS provide research staff with
many other payments and nonmonetary benefits. Payments
are often made for per diem allowances, transportation,
housing, education of children, etc. Also, government poli-
cies often directly provide health benefits, retirement (pen-
sion) plans, and life insurance. While these policies may be
established for all civil service personnel, their application
is often conditioned by the circumstances of the NARS and

- donor-funded projects. In some cases, NARS have been

able to obtain exceptions to civil service pohcms to respond
to their own unique cxrcumstanccs.

The very nature of much agricultural research requires resi-
dence in rural areas, often in relatively remote locations.
This poses a serious problem for research managers in their
attempts to provide incentives to motivate researchers who
may, by virtue of education and acquired status, prefer to
live in or near a metropolitan area. To address this problem,

* it may be necessary to provide adequate housing, transpor-

tation, medical facilities, and schooling for children, as

well as recreational opportunities. Given the prospective
difficulties in making available some of the amenities cited
above (e.g., medical care and schooling), it may be neces-
sary to reward those scientists working in remote locations
with disproportionately greater training and promotion op-
portunities. Further, it may be necessary to implement a
long-term staff rotation scheme, both to ensure adequate
staffing for remote field stations and to ensure that the expe-

 rience at such stations is part of the career development of

each researcher. Care should be taken to minimize prob-
lems of program discontinuity in any rotation scheme.

Where salaries and normal benefits are not sufficient to at-

- tract and retain high-quality researchers, special forms of

compensation are often devised or applied. These range
from liberal interpretations of per diem policies to the provi-
sion of honoraria for involvement in research projects.
These payments may be necessary and are useful where the
civil service system emphasizes seniority instead of merit
and as a selective means of encouraging and rewarding pro-
ductivity. Under some circumstances, these payments have
the potential for abuse and may encourage the proliferation
of marginal, low-quality research activities. It is important
that such policies be managed carefully and reviewed often
for impact on the quality of the research output.




Another mechanism, which would both motivate staff and
improve the quality of performance, is the introduction of a
system of limited supplements, bonuses, or special awards
based on exceptional performance alone. The system
would need to include specific performance criteria that
would not discriminate against staff in any discipline or
function.

5. Evaluation

Effective human resource management requires periodic
staff evaluations. This is normally accomplished through
the establishment of an appropriately designed perfor-
mance planning and appraisal system. In practice, evaluat-
ing the performance of technical and other support staff has
been more common and acceptable than evaluating re-
searchers and administrators. There is a natural reluctance
on the part of researchers to allow administrators or peers
(particularly those from other disciplines) to pass judgment
on qualitative or quantitative aspects of their work. Despite

_ this, there is growing acceptance of the need for an effec-
tive performance planning and appraisal system for agricul-
tural researchers. As one NARS manager declares, “Ab-
sence of regular assessment of on-the-job performance in
determining financial rewards has stifled motivation al-
right, but the result has been not so much high rates of attri-
tion of staff (usually there is no alternative employer), buta
general malaise or apathy.”

Measures of Performance

Quantitative measures of performance for agricultural re-
searchers are difficult to establish and maintain, This is due
to the range of activity from basic to applied to adaptive re-
search as well as to the characteristics of output from the
various disciplines. This is further complicated by the fact
that a researcher’s actual performance may be influenced

as much by available resources and facilities and the re-
ward and promotion systems as it is by the individual’s abil-
ity and output.

The most common measure of performance of reseachers is
publication in professional journals where, in some cases,
the more senior the staff, the more publications are re-
quired. However, this may not be entirely appropriate for
those involved in important adaptive research activities. In
the extreme, excessive reliance on “scientific” publications
may effectively direct research output away from meeting
the critical needs of the farmers the system is designed to
serve, Other quantitative measures of performance may in-
clude reports issued, recommendations made and accepted
by client groups, and number of projects in which the re-
searcher is engaged. All fall short of providing meaningful
and appropriate measures of researcher performance.
Because agricultural research is relatively nonrepetitive, re-
quires creativity, and has unpredictable outcomes, the eval-
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uation of researcher productivity is better suited to qualita-
tive assessment. The beginning point for this is the program
plan and the corresponding work plan for the researcher. It
is important that personal goals be compatible with organi-
zational goals. Once this is done, tasks can be defined and a
reasonable time frame established for their completion. At
the time of annual performance reviews, research managers
can review output with respect to time involved, task re-
quirements, use of effective research techniques, problems/
errors, impact, etc. Over time, NARS managers can estab-
lish and communicate a set of expectations for researchers .
that will be understood throughout the organization.

Performance Planning and Appraisal

Performance planning for the researcher is analogous at the
individual level to the organization’s macro-level program
planning activities. Similarly, performance appraisal is a
component of program monitoring and evaluation. -

Performance planning involves (1) prior and periodic elab-
oration of individual goals to be achieved in relation to pro-
gram goals and (2) establishing criteria for measuring spe-
cific aspects of researcher goal achievements. -

Performance appraisal involves a periodic and mutual as-
sessment of actual performance in relation to desired
(planned) performance. It offers the opportunity to review
researcher, management, and organizational factors that
may influence staff performance.

Well-designed personnel performance planning and ap- -
praisal systems serve the needs of both the organization
and the individual employee. From a management perspec-
tive, a personnel appraisal system provides essential infor-
mation for planning the future use of human resources. The
system forms the basis for informed decisions about future
training activities and about the allocation of financial and
other rewards to employees. With regard to the individual
employee, a well-designed and implemented personnel ap-
praisal system is of decisive importance in maintaining and
improving motivation. It provides regular feedback infor-
mation on job performance, indicates how performance
might be improved in the future, and generally creates a fa-
vorable environment in which individuals are able to dis-
cuss their personal growth and development in the organiza-
tion. A sample form for performance appraisal is shown in

appendix 4 at the end of this paper.

The following are characteristics of effective pcrformancc
planning and appraisal systems:

*  Specific and accurate. Effective performance planning
and appraisal systems are based on clearly speci-fied
and measurable performance standards and indicators.
Only those activities that are important for successful
job performance are taken into account. Other charac-
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teristics, most notably the personality traits of the indi-
vidual that are irrelevant to job performance, are ex-
cluded from consideration. Similarly, only the actual
work done is to be evaluated, not the potential for work
yet to be done. The starting point of the process is mu-
tual agreement by management and the employee on
the employee’s job description and on performance
goals to be achieved. The different aspects of job per-
formance are clearly delineated, separately assessed,
and then combined using a common weighting system.

Reliable and consistent. Once appraisal techniques and
methods are determined, effective appraisals produce
consistent measurements of performance both among
individuals and over time. Appraisals typically rely on
both objective and subjective performance ratings. The
need for reliability and consistency becomes greater as
ficpendencc on subjective estimates of performance is
Increased.

Practical and simple. It is important that the appraisals
be kept as simple and practical as possible, with a mini-
mum of paperwork. Personnel appraisal systems can
quickly become overly elaborate and complicated.
When this happens, both management and employees
face considerable difficulties in understanding the con-
cepts and procedures involved, and the whole process
becomes time consuming and prone to breakdowns.

Regular and routine. Personnel appraisals, undertaken
on a regularly scheduled basis, usually satisfy both
management and individual needs. In practice, effec-
tive communication is unlikely to be maintained unless
formal appraisals are completed at least once a year.
For effective management, informal day-to-day con-
tacts and interactions are also used for feedback on
progress of staff towards individual and program goals.

Participatory and open. Effective systems of personnel
Planning and appraisal are based on a high level of di-
rect participation by employees in the appraisal pro-
cess. This normally takes the form of appraisal inter-
views with superiors who have the best direct
knowledge of the employee’s past performance. Past
perfomance is discussed in a frank and open manner,
and goals for future work, as well as strategies for per-
formance improvement, are established. Such a system
is dependent upon a high level of acceptance by em-

- Ployees. There are some situations where comments

from the individual’s own colleagues and indirect feed-
back from client groups can be helpful in the appraisal
process.

Integrated with rewards. Personnel performance plan-
ning and appraisal systems are most effective when job
performance is closely linked to individual rewards.
Without such an association the appraisal process be-
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comes of marginal value and importance to both man-
agement and employees.

¢ Relevant and responsive. Performance planning, ap-
praisal, and rewards for the individual must be directly
related to the program plans and objectives of the
NARS. For example, if program goals require more cli-
ent orientation, individual plans and evaluation criteria
need to be responsive in terms of research activities,
procedures, and locations. In such a case, the perfor-
mance plans and reward structure would encourage
publications for extension workers, and personnel poli-
cies would provide sufficient incentives for living and
working in remote locations.

High levels of responsibility and commitment throughout
the management hierarchy are necessary for personnel plan-
ning and appraisal systems to be effective. In practice,
many managers are reluctant to be critical of colleagues as

. subordinates in a merit-based system. Consequently, there

are often strong tendencies toward excessive leniency in rat-
ing employees and/or excessive bunching of evaluation rat-
ings within a narrow range of values.

Managers can be taught to evaluate personnel performance.
Critical skills include the ability to (1) be an “active listen-
er,” (2) empathize and communicate effectively with subor-
dinates, (3) be supportive rather than excessively critical,
and (4) develop short- and long-term plans for individual
improvement. In general, appraisal systems are most effec-
tive where managers have a basic understanding of re-
searcher motivation and the socio-psychological aspects of
job behavior and performance.

An effective performance planning and appraisal system re-
quires a capacity for employee counseling. Continuous in-
teraction between the researcher and program managers
will facilitate performance consistent with program goals
and norms within the institution. Where there are difficul-
ties in reconciling program and individual goals and prob-

- lems arise between researchers, counseling by someone

other than a supervisor may be required. NARS are well
served to identify a senior person who can serve to resolve
conflicts and assist staff in achieving job satisfaction.

'SECTION II — ORGANIZATIONAL

BEHAVIOR FACTORS

A primary task of research managers at all levels is to cre-
ate the appropriate policy, technical, and social environ-
ment within their organization — one that facilitates the ef-
fective and efficient performance of research personnel
within a NARS. Performance is normally viewed as effec-
tive if it corresponds to and achieves organizational objec-
tives. It is efficient if it achieves the highest research output
possible from the combination of resources and knowledge
at its disposal. An understanding of the social structure of



the research system and the values of the researchers is
basic to the task of improving personnel and organizational
performance.

As stated in the section on evaluation, the performance of
agricultural research personnel is sometimes difficult to de-
fine and certainly difficult to measure. Managers who un-
derstand the factors that motivate their research personnel
to improve their performance will be in a good position to
influence and improve the overall productivity of the orga-
nization. Management for research and development activi-
ties requires a balance between flexibility to encourage cre-
ativity and direction to ensure that organizational and
program goals and objectives are served.

Researcher performance can be improved by the effective
execution of the five management tasks described in the
previous section. There are, in addition, several organiza-
tional behavior factors that influence researcher perfor-
mance and that research managers can develop and im-
prove their capabilities to handle. The first is understanding
researcher motivation. The second is managing interperson-
al and group behavior through effective leadership, team
building, improved communication, and conflict manage-
ment.

1. Researcher Motivation

What motivates agricultural researchers varies from culture
to culture and from organization to organization. There are,
however, some concepts that are useful for review and eval-
uation by all NARS managers, since they are common
across cultures and organizations. Many of these concepts
are embodied in the Maslow theory of human needs and
the Herzberg theory on motivation. Maslow’s theory states
that individuals will behave in such a manner as to meet a
hierarchy of needs from the basic to the more complex. Ac-
cording to the theory, the order of human needs is as fol-
lows: physiological (survival), security (safety), belonging-
ness, self-esteem, and self-actualization.

Herzberg’s theory looks at motivation from the standpoint
of job context (environmental factors) which may cause dis-
satisfaction and job content which relates to the satisfaction
of research personnel. The former, called “hygiene fac-
tors,” includes company policy and administration, supervi-
sion, working conditions, interpersonal relationships,
money, status, job security, and effects of the jobon a

* researcher’s personal life. The latter, called “motivators,”
includes achievement, recognition, work itself, responsibili-
ty, advancement, and professional growth. Within a NARS,
it is important for managers to evaluate the importance of
these satisfiers and dissatisfiers in order to improve the per-
formance of human resources.

Based on past and current research, there are several impor-
tant motivational requirements that influence the behavior

and performance of agricultural research personnel. These
may be placed in the following categories for consideration
and appropriate action by NARS managers:-personal, ad-
ministrative, professional, and organizational. Each of
these motivational requirements or factors can be assessed
for both importance and adequacy within the research orga-
nization.

*  Personal. Personal motivation factors for agricultural
researchers combine the human needs defined by
Maslow as physiological (survival) and security (safe-
ty), and the environmental factors discussed by Herz-
berg. For the most part, personal factors are considered
to be dissatisfiers or demotivators. In other words, if
they are not adequate, they have a very negative im-
pact on performance. Included are

* jobsecurity;

 sufficient financial support for self and family;
* equitable financial and status rewards;

+  suitable living conditions.

*  Administrative. The motivational factors considered to
be administrative relate to the support required to suc-
cessfully and satisfactorily complete a research activi-
ty. These may be considered to be maintenance factors
in that they are neither strong dissatisfiers nor satisfi-
ers. Included in this category are

*  operating supplies and services;

* equipment and tools;

*  transportation;

¢ experimental land;

¢ amount and quality of technical staff;
¢ amount and quality of labor;
 scientific literature/library;

* advice from experimental researchers.

»  Professional. The profcésional motivation factors for
agricultural researchers are a combination of Maslow’s
self-actualization needs and Herzberg’s motivators.
These factors are viewed as satisfiers or positive moti-
vators for agricultural researchers. Included are the fol-

lowing:

« freedom to choose research problems on whichto
work;
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opportunity for professional advancement;
promotion based on ﬁerit;

scientific recognition;

opportunity for advanced education;

* contact with other scientists;

freedom to publish research results;
utilization of research results;

opportunity to train subordinates.

Organizational. In addition to personal, administrative,
and professional motivation factors, scientists have ex-
Pectations of the organization and of management that
influence their performance and behavior. These are
also motivational factors and may include

scientifically trained management;

management with a reputation for scientific
achievement;

organization with a reputation for scientific achieve-
ment,

How agricultural researchers perceive the relative impor-
1ICe of various motivational factors is critical to their per-
f"l'fflance. It is possible for NARS managers to assess both
© Importance and adequacy of motivational factors within
heir Organization through surveys, staff consultations, and
Performance appraisals. ISNAR is currently initiating re-

Z"arch to explore this important management area in more
€pth.

2 Interpersonal and Group Behavior

The relationships among agricultural researchers, individu-
a}ly and in groups, require careful management for effec-
f“’e individual and organizational performance. Inter- and
‘Mtradepartmental cooperation is required to handle the
breadth of disciplines for even a single research problem as
W“:ll as for engaging the various support services and man-
38ing the diverse functions of the research process. To in-
uence interpersonal and group behavior, managers need
O understand leadership, team building, improved commu-
Ncations, and conflict management.

Leadership

Agficultural research organizations require a style of leader-

sh‘? and management that allows a diverse group of highly
ained and potentially creative individuals to work individ-
vally ang together to achieve organizational goals and ob-
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jectives. The style of leadership of a NARS and its various
administrative and program units is dependent upon factors
relating to the manager (personality, confidence, values,
motivations), the researchers (motivation, education, experi-
ence, commitment, understanding of organizational goals),
and the organization itself (mandate, resources, responsive-
ness, place in society). Many of these factors can be ad-
dressed by NARS managers to improve researcher and,
thereby, organizational performance.

Few agricultural research managers have received training
in management. In many cases, they are in their positions
by virtue of their excellent research and, therefore, have the
full respect of their colleagues. This is an important and
necessary requisite for effective research management, but
management skills are also required. Management training
is available for the development of both functional and pro-
cess-oriented skills. One of the most important of the pro-
cess-oriented skills is the ability to manage/lead in an atmo-
sphere that places high values on collegiality and creativity.
Such leadership requires a balance between highly direc-
tive, authoritative approaches and entirely nondirective,
“hands-off” approaches. While different situations may, in
fact, require different approaches on the part of research
managers, a participatory approach, with a concern for both
the researcher and the task to be performed, has been found
to be the most effective. -

Research managers can learn much about their own leader-
ship styles and the perceptions of others about these styles
through the self-assessment exercises now available in agri-
cultural research training programs. ~

Team Building

The building and management of team-oriented activities
to meet program objectives has always been an important
activity of agricultural research managers. In recent years,
however, NARS have given greater attention to client-ori-
ented, farming systems, and problem-oriented research.,
This has focused the attention of research managers on the
need to build effective, multidisciplinary teams of research-
ers in projects involving multiple locations. In some cases,
these teams have included professionals from other agen-
cies, such as extension, and from primary client groups,
such as farmers.

The performance of researchers in a team requires careful
and effective management. This includes a clear specifica-
tion of the tasks required of each team member, a common
understanding of the objectives of the activity, a legitimiza-
tion of the activity, and a reward system that encourages
teamwork. The ability to manage interpersonal conflicts
and develop group cohesiveness is essential to achieving an
effective level of performance from researchers in team ac-
tivities.




Communication

Many NARS now have communication units that perform
a variety of communication tasks, including public rela-

" tions, internal communications, and the transfer of research
results to client groups and funding agencies. The perfor-
mance of researchers is dependent on a flow of information
from external knowledge sources (including client groups),
between and among discipline groups, and between and
among themselves, managers, and support personnel.

Communication within a NARS can be difficult because of
the high degree of specialization of researchers, the value
placed on individual thought and creativity, and the degree
of autonomy often granted to units in the research organiza-
tion. While it is obvious that communication cannot be left
to chance, excessive communication can be time consum-
ing and expensive. Managers can encourage informal com-
munication through such mechanisms as periodic social
events, sports activities, dining and recreation rooms, and
professionally oriented field trips. Formal communication
can occur through regular staff meetings with agendas, re-
search teams, limited committee activities, publications
(newsletters, annual reports, and circulated research re-
ports), and periodic research reviews.

The development of interpersonal communication skills is
essential for NARS managers to obtain the optimal perfor-
mance of agricultural researchers. Training programs exist
to facilitate the development and utilization of these skills.

Conflict Management

Agricultural research organizations are not immune to con-
flict. In fact, the diffusion of authority, the diverse charac-
ter of the staff, and the nature of the research process itself
all contribute to the potential for serious conflict within a
research organization. Achieving good performance from
research personnel requires (1) the acceptance of conflict
as inevitable within an organization, (2) a good understand-
ing of types of conflict situations, and (3) the management
skills to respond appropriately.

The experience of a NARS manager in Africa leads him to
conclude, “Some research managers find it very uncomfort-
able to deal with conflicts. In such situations, there is little
or no teamwork and a minimum of communication of staff
at all levels. There is also a tendancy for backbiting and be-
rating of other researchers, especially the weak ones. If the
conflict situation goes on for too long, the whole institution
falls into disarray, and the removal of the institute head is
inevitable.”

A modest amount of conflict can be healthy and functional
for a research organization, since it may offer opportunities
for exploring new concepts and for dealing with underlying
factors contributing to poor performance. If conflict is view-
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ed as inevitable rather than avoidable, it can be used as a
catalyst for positive change in the organization. Converse-
ly, if conflict is suppressed, it can lead to negative behavior
on the part of research staff and can reduce the opportuni-
ties for creative responses.

There are several types of situations where personnel con-
flict can occur. The first type is where the objectives of the
researcher and the organization do not coincide. The sec-
ond type is where there are challenges of authority at any
level. The third type relates to the problems between classi-
fications of personnel, e.g., researchers and technical sup-
port staff. The fourth type is where horizontally related
groups such as departments have problems because of task
or resource interdependence. A fifth type is where research
personnel have problems with external groups such as cli-
ents and political groups. And, finally, there may be con-
flicts that are related to differences in personalities.

In dealing with conflict, managers need to define the prob-
lem carefully before deciding on an appropriate strategy for
a response. Four types of conflict management strategies
have been identified (Amnold and Feldman 1986: 225):
avoidance, defusion, containment, and confrontation. An
example of an avoidance strategy is ignoring the problem
when it appears to be a trivial issue. Imposing a solution
when decisive action appears to be warranted may also be
an avoidance strategy. Smoothing over a tough situation be-
fore it becomes more difficult is an example of a defusion
strategy. An example of a containment strategy is where a
manager bargains with the conflicting parties, given the

fact that several acceptable solutions may be available. One "~

might employ a confrontation strategy by redesigning the
organization to improve the coordination of research ef-
forts. While none of these strategies is necessarily wrong, it
is possible to employ the wrong strategy for the conflict at
hand.

Experience and judgment are important in conflict manage-
ment. Through effective leadership and good communica-
tion with research staff, NARS managers can use conflict
to the advantage of the organization. Creating a dynamic
and open climate for researchers will help reduce the poten-
tial negative aspects of conflict situations. In dealing with
conflict, the importance of understanding the factors that
motivate research staff in a NARS cannot be understated.
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APPENDIX 1
Major Components
of a Complete Job Analysis
for Agricultural Research Staff

1. Job title, work location, and salary range
2. Experience, training, and education requirements
3. Training required after employee is hired
4. Previous jobs in the organization likely to qualify employee for this job
5. Future jobs for which employee may qualify by successful performance
6. Analytical, technical, and behavioral skill requirements

* kinds of equipment to be operated (e.g., computer)

* interpersonal skills (e.g., communicating with farmers)

* technical knowledge (e.g., genetics for plant breeding)

* technical skills (e.g., statistical analysis)

*  physical skills (e.g., walking 5 kilometers per day)

- 7. Performance standards for each type of skill, including frequency of use and level of expertise

required
8. Working conditions relating to travel, stress, safety, etc.

9. Role relations: Who evaluates? Who supervises? Who provides information, supplies, and other servic-
es? Who receives information and reports on work?

10. Decision-making authority: time span, magnitude, and review procedures

SOURCE: Adapted from U.S. Training and Employment Service. 1972. Handbook for Analyzing Jobs. Washington, DC: US
Government Printing Office.
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Professional Grade

APPENDIX 2
Sample Grading Scheme
for Agricultural Researchers

Requirements

Assistant Researcher

Researcher I

Researcher IT

Senior Researcher

Principal Researcher

Chief Researcher

Recognized first-degree professional qualification. High potential to
undertake research with appropriate attitudes and intellectual
competence.

Successful completion of 4- to S-year professional apprenticeship as
assistant researcher involving structured on-the-job training and
supervision, and completion of master’s level postgraduate degree
training.

Normally a minimum of 5 years of service as Researcher L.
Demonstrated ability to undertake, with appropriate supervision,
good-quality and relevant agricultural research.

Normally a minimum of 5 years of service as Researcher II.
Consistent performance as a mature, productive researcher able to
train and supervise junior colleagues. Acquisition of relevant PhD
degree training would normally assure promotion to this grade.

Normally a minimum of 5 years of service as a Senior Researcher.
Recognized specialist with a national and international reputation
and a record of extensive original research. Above-average
performance.

Normally a minimum of 5 years of service as a Principal
Researcher. Exceptional qualities as a researcher with an
outstanding publications record and clear evidence of research
impact on agricultural productivity.
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APPENDIX 3
Sample Grades and Salary Indexes
for Agricultural Researchers

Years of Annual

Service Grade Index Increase
1 Assistant Researcher 199 —
2 103 - 3.0
3 106 3.0
4 109 3.0
5 112 3.0
6 Researcher I 123 10.0
7 128 4.0
8 133 4.0
9 139 4.0

10 144 4,0
11 " Researcher II 158 10.0
12 168 6.0
13 178 6.0
14 189 6.0
15 200 6.0
16 Senior Researcher - 220 10.0
17 ' 229 4,0
18 238 4.0
- 19 247 4.0
20 257 4.0
21 Principal Researcher 283 ‘ 5.0
22 290 2.5
23 297 2.5
24 305 2.5
25 312 2.5
26 Chief Researcher 321 ‘ 3.0
27 326 1.5
28 331 1.5
29 335 1.5
30 341 1.5
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APPENDIX 4
Performance Appraisal Form

Name
Department/Station 7.
I. REPORT ON QUALITIES AND PERFORMANCE
A. Scientific and Research R

1. SCIENTIFICINTEGRITY
Outstanding for Integrity in his/herresearch . . . . . . . 10 8.
Maintains & high standard of honesty Inresearch . . . . . 2 a
Generally reliable sclentifically . . . . . . . . .. .. 3 a
His/her scientific integrity leaves something to be desired . .4 a
Unreliablescientifically ~ . .. . . . . . ... .. .. 5 a

2, ORIGINALITY ANDINITIATIVE
Always full of good researchideas . . . . . . . . R N | 9,
Usually makes avaluable contribution . . . . . . . .. 2 a
His/her solutions are usually adequates . . . . . . . . . 3 a
Seldom takes constructiveaction . . . . .. . .. .. 4 a
Fellstorespondto anewsituaton . . . . . . . .. .5 a

3.  SCIENTIFICKNOWLEDGE AND ATTAINMENT
Exceptionally wide, thorough, enduptodate . . . . . . . 1 a 10.
Consldereble breadth or depth of knowledge . . . . . . . 2 a
Sound within hisfherfield . . . . . . . . e 3 a
Narroworoutofdate . . . . . . . .. . ... .. 4 O
Inadequate . . . . . . ... 5 a

4, OUTPUT
Outstanding inthe amount of work he/shedoes . . . . . 1 a
Getsthrough agreatdealefwork . . . . . . . . . .. 2 a 11
Outputsatisfactory . . . . v v v v v v 3 Q
Doesratherlessthenexpected . . . . . . . . . . ., 4 a
Outputregulerly Insufficlent . . . . . . . . .. ... 5 a

5. INTERPRETATION OF DATA
Exceptionally gooduse ofdataand results . . . . . . . 1.0
No difficulty in reaching good conclusions . . . . . . . . 2 a 12
Usesdatasatisfactorily . . . . . . ... ... ... 3 | '
Notgood atinterpretingresults . . . . . . . .. ... 4 a
Feilstousedataeffectively . . . . . .. ... ... 5 a

6. PUBLICATIONS
Outstanding in prompt and excellent publicationofwork . .1 (O
Maintains & high standard of publication . . . . . . . . 2 ad 3
Publicationsofgood qualty .. . . . . . ..o 3 Q 1
Written work just good enoughtogetby . . . . . . . . 4 ]
Inaccurate and slow Inpublishing . . . . . . .. ... 5 a

48

B. Personal

PERSONAL RELATIONS
Retains highest regard and respect of all

Is ganerally well regarded andrespected . . . . . . . .2
Gets on reasonably wellwithothers . . . . . . . . .. 3
Notvery easy togetalongwith . . . . . .. . ... 4
Very difficultperson . . . . . . ... L, 5
RESPONSIBILITY AND RELIABILITY
Accepts responsibility at all imes; distinguished for reliability 1
Very willing to accept responsibility; highly relieble . . . .2
Accepts responsibility es [tcomes; generally sound . . . .3
Inclined to refer matters he/she could decide; nottoo reliable 4
Avolds taking responsibility; unrellable or careless . . . .5
QUALITY OF ORAL EXPRESSION
Exceptionallyeffactive . . . . . . . ... ... .. 1
Clearandconvinclng . . . . . . . .. ... ... 2
Expresseshim/herselfadequately . . . . . . . . .. 3
Notaneffectivespeaker . . . . . . ... ... .. 4
Cannotexpresshim/herselfcleary . . . . . .. . .. 5
JUDGMENT AND DISCRETION
Displays exceptional wisdom, foresight, and discretion . . 1
Alwayssensibleanddiscrest . . . . ... ... .. 2
Handles mostsituationsedequately . . . . . . . . .. 3
Tends to be indiscrestor erraticin judgment . . . . . 4
Judgmentisfaulty . . . . . ... oL 5
C. Administrative

. Leadership
Anatural leader; élways inspires subordinates . . . . . . 1
Inspires others and manages staff verywell . . . . . . . 2
Exercises adequate controloverstaff . ., . . . . . . . 3
Does not inspire subordinates or control themwell . . . . 4
Afollower . . . . . . ... ... L, 5
Organizing ability
Abrillantorganizer . . . . ... .. ..., 1
Very effective inorganizingwork . . . . . . . . .2
Plans and directs work satisfactorlly . . . . . . . . . . 3
Anindifferentorganizer . . . . . . . . ... ... 4
Hasnoorgenizingebility . . . . .. .. ... ... 5

. Abllity to deal with finances and facilities
Distinguished for ability to handle resources . . . . . . 1
Manages finances and facilities verywell . . . . . . . . 2
Adequateinresourceuse . . . . . .. .. ... 3
Indifferent in dealing with money and facilites . . . . . . 4
Poor atdealing with money and facilites . . . . . . . . 5

I
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D. Conduct and Punctuality

Satistactory

Ifnot, explain under *Other Observations."

IL OVERALL ASSESSMENT OF PERFORMANCE
IN PRESENT POST

Outstanding in all respects . . . .
Veryeble and effective . . . . .
Competent , , , , . .....
Nottullyup to standerd . . . . .
Unsatistactory

.........

.........

..........

IIl. OVERALL ASSESSMENT OF FUTURE
POTENTIAL

Ukely to stand outin higher grade .
Wellfited for immediate promotion

Now ready for promotion . . . .
Likely to qualify for promotion in time
Unlikely to quallfy for & higher grade

..........

..........

..........
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IV. REPORTING OFFICER’S OTHER
OBSERVATIONS AND CERTIFICATE

Note any comments not already covered.

In my opinicn, the ratings of the officer are es stated.

Signature Date

V. COUNTERSIGNING OFFICER’S OTHER
OBSERVATIONS AND CERTIFICATE

Note any general comments. If you disagree with any rating by the reporting
officer, pleass indicate which you consider correct by marking the appropri-
ate box In the category with an x and initialing it.

In my opinlon, the ratings are correct, subject to any amending entries or re-
merks that| have made and nitieled.

Signature Date




Appendix 5
An Agricultural Research Management Perspective
on Human Resource Information Systems

Larry Zuidema

Introduction

This paper is designed to be complementary to the ISNAR
working paper Human Resource Management for Agricul-
tural Research: Overview and Issues. The purpose is to pro-
vide managers of agricultural research institutions and sys-
tems with an understanding of how information about and
related to human resources can be made useful and accessi-
ble for planning and implementing agricultural research
programs.

Organized, accessible information about and related to
human resources can be a major contributor to manage-
ment decisions. Effective information systems describe the
state of human resources in the research system and what
changes take place over time. The manager uses human re-
source information together with the accumulated knowl-
edge and wisdom, the perceptions and opinions of staff, the
reactions of clientele, and organizational policies to make
effective management decisions.

A distinction is made here between information about hu-
man resources and other information related to human re-
sources. Information about human resources describes their
characteristics and utilization in the system. This can be or-
ganized as a component of a management information sys-
tem (MIS) and is often referred to as a human resource in-
formation system (HRIS). Information related to human
resources describes the internal and external environments
within which researchers function and about which policies
and procedures can be made. An example of this related in-
formation is a list of training opportunities for research
staff,

This paper focuses on the development and use of an HRIS
for program management, i.e., for analytical rather than
purely administrative purposes. Other organized informa-
tion related to human resources which can be effectively
utilized along with an HRIS is also identified and briefly

described. The topics of this document are the rationale for

an HRIS, organization of information, outputs, sources of
information, managing information, computers and soft-
ware, information for human resource management (HRM)
tasks, and a summary.
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1. Rationale

Many NARS have grown rapidly in the past decade in both
size and scope of activity. In such a situation, it is essential
that the structures and tools of human resource manage-
ment be adequate for the tasks that must be perform. One
very useful tool for agricultural research managers is an or-
ganized information system. .

The effective management of human resources for agricul-
tural research requires the continuous availability of rele-
vant information in a usable form as well as a process for
data analysis. An information system can be designed to
provide managers with a comprehensive understanding of
the current situation relating to research personnel. It can
also be designed to make projections into the future. Such a
system will contribute substantially to the research manag-
er’s ability to deal with each of the five areas delineated in
the overview and issues paper: planning, staffing, develop-
ment, compensation, and evaluation of human resources.

The basic rationale for an HRIS and the maintenance of re-
lated information for human resource management is to im-
prove the decision-making capability of research managers
to serve the goals, objectives, and program plans of the
NARS. An HRIS, therefore, becomes an integral part of the
processes of strategic planning, programming, monitoring,
and evaluation of a NARS.

An HRIS is usually designed to be utilized by all levels of
management, including agriculture ministries, agricultural
research institutes or councils, research stations, and in
some cases, research programs. The HRIS provides infor-
mation that responds to questions about human resources in
relation to.projected program activities. Outputs of the sys-
tem contribute to: recruitment plans, training plans, work
plans, and decisions on redeployment, compensation, pro-
motions, and staff motivation.

2. Organization of Information

The HRIS is a collection of related pieces of data about cur-
rent research staff. For use in management decision mak-
ing, data are drawn from the data base, organized, com-




bined, and reported in ways that inform the manager about
the state of human resources in the system.

An HRIS can be defined as “an integrated data base of
Pertinent information on people and positions that can aid
Managers in evaluating the present status of the human re-
Sources in their organization, formulating objectives for ac-
tivities relevant to human resources, and evaluating the suc-
Cess of those activities at a future date” (Casio and Awad
1981: 583). The primary focus of an HRIS is to assist man-
agers in ensuring that research objectives are met. Howev-
€1, the HRIS can be designed to be compatible with routine
administrative tasks like salary administration as well.

The most comprehensive use of an HRIS is for information
about researchers employed by the agricultural research or-
ganhation. However, an HRIS should also include informa-
tion about technical support staff upon whom researchers
depend to perform vital research tasks. Much of the person-
Dl data requirements will be the same for every individual.

is will include personal background information, basic
datavon education and work experience, training undertak-
D, ongoing research activities, work performance, and re-
Muneration,

A.research manager needs more information than that con-
%ained in an HRIS. Some related information useful for
human resource management is external to a NARS (e.g.,
training opportunities abroad and lists of potential recruits
Nearing completion of their degrees), and special efforts
May be required to get this information. Some information
1S external to the human resource system but internal to the
NARs (e.g., budget resources and program plans). Whether
Or not one uses a computer-based system, it is desirable to
develop these files of external data to be compatible with
'ternal HRIS data files for improved management deci-
Slons, For example, one could match specific training
ne?ds with training opportunities and quickly develop a
Waining plan for some period in the future.

Oth?l' organized information may be developed for the fol-
lowing purposes:

L Becruitment—lnformation about sources of new staff,
Including lists of those nearing completion of postgrad-

uate degrees, can be organized for recruitment pur-
poses,

Training opporunities—A listing of opportunities for
Specialized training, internally and externally, facili-
tates the matching of program needs and qualified staff
With opportunities.

3. Motivation and behavior survey—Information from
Tonattributable surveys, such as for motivation and be-
havior of researchers, is maintained in a separate data
base. This keeps the information anonymous and com-

parable from one time period to another.

3. Outputs of an HRIS

In creating an HRIS, a research manager first defines the
desired output of the system, i.e., the reports and summa-
ries needed for specific management purposes. Some of the
reports an agricultural research manager would want to
have from an HRIS include the following:

Human Resource Inventory

This is a report of the quantitative and qualitative character-
istics of current research staff of the research unit or sys-
tem. The inputs are primarily biographical data about re-
search staff. The report consists of a series of tables that
describe the human resource numbers, quality, and output
for each of the units in a system. These would include
cross-tabulations relating to staff education, discipline, age,
years of service, position, publications, etc.

Human Resource Flows

This is a report of the status of human resources from one
point in time to another. The information is based on the
output of the inventory but is at a level of analysis that en-
ables the manager to review the dynamics of the system.
Using this information, it is possible to project future trends
for human resources in the system. Statistics generated in
this report include attrition rates, turnover rates, and other
changes in the characteristics of human resources over time
(such as improvements in numbers with postgraduate de-

grees).

Human Resource Deployment

This is a report about the deployment and utilization of
human resources in relation to the organization and its re-
search program objectives. Tables would show time alloca-
tions for each unit in the system for the following catego-
ries: functional responsibility (management, research,
teaching, trainee, etc.), type of research (basic, strategic, ap-
plied, adaptive), commodity focus of research, location in
the system, etc.

Training Assessment

This is a periodic report of short- and long-term training
(ongoing and completed) for research staff in the system.
The summary allows the training effort (which can be sub-
stantial in any newly developing NARS) to be monitored.
The report may also include information about the training
needs of individual staff in the future, derived from perfor-
mance appraisals or management reports. It would show
numbers of staff involved in degree training by discipline
and/or unit, person-days of short-term training by unit, etc.
The assessment summaries would contribute to training
plans for the future.




Researcher Performance Report

A report about researcher output is necessary to assess prog-
ress towards research objectives and to prepare general and
annual research reports. Output is not always easy to mea-
sure, but publications of various types remain a fairly reli-
able indicator of output. Quantitative data on researcher
performance (e.g., from a point system) can be obtained
from performance appraisal documents and can be summa-

- rized and analyzed for each unit in the system.

Compensation Review

Summary reports relating to staff salaries and allowances,
grades and steps, and promotions are important for effec-
tive human resource management. Much of these data may
be confidential, so it is usually necessary to restrict access.
The tables of information useful to a manager include those
that show numbers of research staff in each grade and step,
rates of promotion, costs of various components of compen-
sation schemes, and relationships between various charac-
teristics of researchers and their salary levels. This informa-
tion contributes to planning and policy decisions designed
to retain promising and effective researchers.

Motivation Factors

The HRIS will not contain information on researcher moti-
vatici, 31" it usually is not attributed to individuals. Sur-
vey da!z can be summarized in a separate data base, howev-
er, to show what factors are most critical in motivating
staff, what problems management may address to increase
researcher job satisfaction and performance, and how re-
searchers feel about management decisions. This is an area
for increased attention by many NARS managers.

4. Sources of Information

In practice, many NARS already have human resource data
available in the form of personnel files for each individual
employee. If the data are aggregated and organized, they
are often only in a form required for administrative pur-
poses like salary administration. Some of these data, how-
ever, can become the beginning of an HRIS. Conversely,
an HRIS designed for NARS management/analytical pur-
poses can also be functional for some routine administra-
tive purposes and to meet some of the information require
ments of other supporting agencies like civil service,
budget, and national development units.

Several sources of data and organized information may be
utilized for an HRIS. The basic data for an HRIS may ini-
tially come from central administrative records of person-
nel. Those data that cannot be collected easily or reliably in
this manner can be obtained directly from the individual
employees themselves with a questionnaire. This would be
administered to all current personnel as part of the process
of establishing the information system and, subsequently,
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to all new personnel when they join the organization.

It will be necessary to define a procedure for the annual up-
date of the data base at a time when the output can be used
for strategic planning purposes. Some data can be updated
continually as part of the process of keeping good adminis-
trative records. For other data, research staff will need to
complete an annual update form. The best timing for an an-
nual update is prior to the performance review, when the
data can also be used as information for appraisal purposes.

5. Managing Information

Ideally, an HRIS is a component of a larger management in-
formation system (MIS) which includes data on program,
budget, and facilities, as well as personnel. Given the im-
portance of human resources in a NARS and the fact that
some organized data already exist in personnel files, the de-
velopment of a comprehensive MIS may well start with a
focus on personnel. The need to relate personnel to pro-
gram activities, financial considerations, and the availabili-
ty of facilities will create the environment for the eventual
development of a full MIS.

The creation of a formal information system is often stimu-
lated by the need to provide reports to an external agency
or donor for a very specific purpose like the management
of trainees. The availability of special funds for informa-
tion management activities for such a specific purpose pro-
vides an ideal opportunity to develop and implement a
more comprehensive system that will serve the routine
needs of a NARS.

Difficulties in establishing and maintaining an HRIS are
likely to occur in situations where a NARS is a loosely co-
ordinated system of institutes, centers, and universities. In
such cases, where the normal reporting requirements and
employment conditions and practices may vary consider-
ably between organizations, an agricultural research coun-
cil or other coordinating unit may be charged with main-
taining the system. A means of standardizing and accessing
data would then need to be developed.

Management support and long-term commitment are essen-
tial for ensuring the effective institutionalization of an
HRIS. One critical component of this support is the desig-
nation of a high-level manager to the function of human re-
source management, either part- or full-time. Once such
support and commitment are in place, the most important
task is to appoint and train the individual(s) who will have
the responsibility of developing (where appropriate), main-
taining, and operating the information system. The actual
design of the system is best developed collaboratively by -
senior managers and information/computer specialists.

For larger agricultural research organizations, the develop-
ment and improvement of a human resource information
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s){Stem should be done in stages, e.g., starting with one in-
Stitute or program unit. This will permit the testing of a
Computer-based system on a small scale, should a computer
be utilized for the HRIS.

Aneffective HRIS will require not only a high-level man-
ager, but also an appropriate location in the organizational
S.tructuref While the existing structure may provide few op-
tions for any one NARS, the range of options for many
Would include a staff office under the director general, an
Office within the planning unit, a separate HRIS or MIS
unit, or an office within the data processing unit, the socio-
€conomic unit, or the personnel office. One basic decision
S whether to locate the system with data providers or data
users, While data providers must be part of the process, it is
Tecommended that the operation be housed with data users.

Wwould suggest that the management of an HRIS
Should be with the planning unit or a staff office of the di-
Tector general. In any case, an HRIS needs a firm and re-
Spectable home in a NARS.

6. Computers and Software

Although an HRIS does not need to be computer-based,
omputers increase the speed and range of data access. A
Computer-based information system for human resource
Management can be created and maintained using modern
and relatively inexpensive microcomputers and software
Packages. Such a system can be used to store large volumes
O data both for analytical/planning and for administrative
Purposes, Effective systems are designed to meet well-de-

ne.d Management objectives, allow for data to be readily
Tetrieved and analyzed, and be updated regularly.

%mmercial software tools that are available for maintain-
'8 and analyzing data fall into three main categories: statis-
cal, Spreadsheet, and data base management.

L. Statistica software is used primarily for storage and
analysis of numerical information. Results of the statis-
tical analyses are reported in tables, graphs, and stan-
dard statistical formats. Some packages can produce

8raphic displays of data such as box-plots and scatter
diagrams.

2 Spreadsheet software allows easy mathematical manip-
Uation of information that can be represented in a tabu-
lar format, The data are stored in rows and columns,
much like an accountant’s worksheet. Formulas that de-
Scribe the relationships between the data elements are
Incorporated into the spreadsheet. When a piece of data
IS changed, all the other data elements linked to it
change as well, Spreadsheets are ideal in situations
WI%ere quick calculations for “what-if” analyses are re-
Quired. In a human resource information system, for ex-

ample, a spreadsheet could be used to determine the ef-
fect on total research expenditures of increasing the
number of researchers in a certain field.

3. Data base management software stores related pieces
of data in separate records, or sets of unique data. A
computer data base stores personnel data, for example,
in a format similar to physical personnel files. Each in-
dividual file folder containing data about one person
corresponds to a record in the computer data base.
Every record contains the same pieces of information:
name, birthdate, academic specialty, etc. The complete
data base is the set of all the individual records.

Computer-based data base management systems allow
data to be selected from the data base for manipulation
and analysis. For example, a human resource planner
could extract information about discipline specialties
and relate that to research program areas. The kinds of
analysis possible using a computer-based data base are
usually only limited by the information that has been
put into the system.

Organization of Data

Research managers perform many tasks related to human
resource management. Payroll, training, and recruitment,
for example, are three separate management functions,

‘each generating and using different sets of human resource

data. Information used by one subgroup within the larger
human resource management system is related to informa-
tion used by another because it all refers to a single employ-
ee. In a computerized system, different subsets of informa-
tion can be stored in separate data base files, related to the
other files in the system by an employee’s name or identifi-
cation code.

Developing a system of separate but related files has sever-
al advantages over a system where one file contains the full
set of data. Access to data is faster, more efficient, and easi-
er to control. Access to salary information, for example,
often must be restricted. Controlling access to data sets or
files within a system is easier than controlling access to
fields within a file.

Creating a System

- There are two basic steps involved in creating a computer-

based information system:
1. Specify the goals of the information system.
2. Define the data structure.

Once these two steps are completed, appropriate hardware
and software can be selected and the system can be put into
operation.




Determining the goals of the information system is an im-
portant process that is often done poorly or not at all. Clari-
fying the purpose of the system in the beginning can ensure
that expectations are realistic and can prevent wasted time,
money, and frustration. In defining the overall purpose of
the system, a manager identifies general problems for
which an information system could be useful. The next step
is to develop a set of questions whose answers will address
the general problems, being as specific as possible. At this
point, it is possible to decide what aggregate information is
needed to answer each of the questions and to specify the
information needed about individual researchers. At the
end of this process, a research manager would have a set of
questions to be answered and a description of the kinds of
information that will provide answers to those questions.

7. Information for Human Resource
Management Tasks

This section identifies the relevant questions for managers
for each of the task areas identified in the HRM paper. For
many of these questions, the following are indicated: (1) in-
formation requirements, (2) information sources, (3) poten-
tial information summaries from an HRIS, and (4) the or-
ganized reports to which an HRIS can make a substantial
contribution. :

Planning

One primary use of organized information about and relat-
ed to human resources is for planning, whether annually for
programs or at strategic times for policy-making. Once
plans are made and accepted, implementation decisions
may require even more detailed information. While plan-
ning occurs for all HRM tasks, it is a task in itself and one
that focuses on the broad issues with which NARS manag-

* ers must deal. Relevant questions for broad-based planning
are

1. What are the tasks that need to be performed and/or ex-
pected outputs to meet program plans/requirements?

Program-related information is absolutely essential for
effective human resource planning. Program plans
must be adapted and combined with information gener-
ated from an HRIS for appropriate analysis. For exam-
ple, it is necessary to disaggregate commodity plans
into the tasks and activities that need to be performed
in order to place the plans in a human resource context.
One of the products of this exercise is a task or job
analysis that can later be used for recruitment purposes.

2. What resource constraints affect the utilization of
human resources to meet the program requirements?

These constraints may involve physical facilities, finan-
cial resources, transportation possibilities, organization-
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al structures, civil service positions and policies, etc. If
an MIS is already employed, this information may be
readily available. To be useful with HRIS data, the con-
straints must be expressed in terms of their impact on
human resources, i.e., facility capacities, budget avail-
able for personnel categories, ceiling numbers for staff
categories, etc. Once the constraints are defined in this
way and compared to the information about human re-
sources generated from the HRIS, it is possible to iden-
tify possible trade-offs and areas for policy change.
The result is a contribution to realistic recruitment tar-
gets and plans

Are the human resources that are required for the pro-
gram, given the constraints, already in the system?

The information generated to respond to this question
comes directly from an HRIS and is utilized for many
other HRM tasks besides planning per se. The basic in-
formation for each category of staff includes personal
data, technical and educational qualifications, employ-
ment experience, program activities, and some measure
of performance. Most of the information can be ob-
tained from employee files, but some will come from
managers or the employees themselves.

The output and summaries constitute a human resource
inventory which describes the characteristics of re-
search staff (such as age, level of education, experi-
ence, etc.) by units within an organizational structure
or by discipline. Various levels of analysis can be per-
formed on the data to establish ratios, percentages, and
averages which help explain what human resources are
available at any given point in time in relation to the
program requirements. This information and analysis
can be used to'generate reports on what kinds and qual-
ities of human resources are required for a future time
frame.

What changes are taking place in the quantity and char-
acteristics of human resources in the system?

To deal with this question, it is necessary to be able to
analyze the information in the HRIS at two or more
points in time. The summary report on human resource
flows yields information about attrition and turnover
rates, intra- and interinstitutional transfers, and trainee
return rates. Managers require this information in order
to predict future changes and to develop recruitment,
staffing, and training plans.

What are the options for improving the adequacy of
human resources to meet the program requirements in
the next time frame?

The options that need to be considered include the pos-
sible availability of released manpower resulting from




changes in program objectives and plans, the variety of
actions that can be taken to modify the existing human
resources (e.g., training), and the availability of and op-
Portunity to hire new staff. In most cases, some mix of
these options will be appropriate and/or conditioned by
resource or policy constraints. The information re-
quired for this level of planning includes the inventory
of human resources from the HRIS; some measures of
Iecruitment, training, redeployment, and other staff
Costs based on past experiences; and external informa-
tion about the sources and availability of technical and
Scientific staff. Budget and expense information within
the organization can be used in conjunction with an
HRIS on a per unit basis for comparing the costs of var-
lous positive options. A separate data base can be main-
tained for information about the availability of national
scientific staff who are in research degree programs
Within and outside of the country.

These are only some of the questions for planners con-
¢®med with human resources. The end product to which

® Organized information would contribute at this point is
&0 overall manpower plan. In the best of circumstances,
;\I :I\:Sould be an integral part of a development plan for the

Stafﬁng

it 18 likely that new staff will need to be added to a NARS
acnt:iOSt every year, either to maintain staff stability or to
e eve' p]ar%n(?d growth. The management activities in-
S }'efi In this include the development of specific job de-
Tiptions and the recruitment, assimilation, and deploy-
;nem of new staff. Redeployment of some existing staff is
n Most always necessary to accommodate the addition of
°W Staff in a NARS. The major questions on staffing to
ch organized information can contribute to manage-

Ment decisions are as follows:

L What specific positions need to be created and/or filled
10 meet the task requirements of the system?

FOllowing identification of tasks that need to be per-
Fonned, itis necessary to develop job descriptions and
Wentify the numbers of positions and locations where
NARS staff will be deployed. The information required
comes from the human resource inventory and the re-
POrt on human resource deployment that are derived
&Om the HRIS, civil service regulations (for grades
and steps), budgets, and detailed program requirements
Of ach unit in the NARS. The output to which the

IRIS will contribute is a set of job descriptions for spe-
Cific positions in the system which show the education,
Skill, and experience levels required.

Where can qualified new staff be obtained for the
NARs?
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In most cases, NARS either include or at least have
working relations with universities and colleges from
which they recruit both scientists and technical support
persons. Under certain circumstances, it may be help-
ful to develop a separate recruitment data base to main-
tain information on potential candidates from those in-
stitutions who might be suitable for future positions in
a NARS. This data base can be an abbreviated version
of a file for an existing staff member and can include
similar information. This information can be utilized
for a recruitment plan as well as providing a basis for
collaboration with other institutions with research and
training capabilities.

3. How cana new staff member be effectively assimilated
into a NARS?

New staff need considerable information at strategic
points of an induction period into a NARS. This in-
cludes information about personnel policies that affect
them; the mandate, objectives, and programs of the
NARS and unit to which they are assigned; the specific
job expectations for them; their relationship to supervi-
sors, colleagues, and staff in other units; and perfor-
mance evaluation criteria. It is recommended that re-
search managers provide this information in an
organized and strategic manner for persons in each po-
sition or unit.

4. What shifts in staff location and position are necessary
to meet program objectives for the next time frame?

New program objectives, staff attrition, staff promo-
tions, new staff employed, and returning trainees to-
gether result in significant human resource changes
within a NARS each year. The inevitable result is the
need to redeploy several existing staff members in
terms of physical location and/or position within the or-
ganization. Information from the HRIS report on
human resource deployment will facilitate the process
of reassignment to meet projected program objectives.
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The information needed for staffing relates primarily to the
process and effects of hiring and deploying new staff. The
remaining tasks of development, compensation, and evalua-
tion relate to modifications that have an effect on existing
staff in meeting program requirements. The following ex-
plains how organized information can be utilized for de-
tailed planning and action for researcher development, com-
pensation practices, and researcher evaluations.

Development

One of the major and often initial uses of data bases in a
NARS is for coordination of staff development (training)




activities, particularly in heavy growth periods with donor
participation. Staff development includes in-house appren-
ticeship training, internal and external degree training, inter-
nal and external short-term training, and attendance at
national and international conferences. The major staff de-
velopment questions for which organized information can
facilitate appropriate management responses are as follows:

1. What new knowledge and skills are needed and when?

Changes in program priorities, turnover of staff, and re-
quirements for new research methods and techniques
contribute to a need for continued staff development. It
is reccommended that a training needs assessment sur-
vey be conducted annually as part of the performance
appraisal. The survey would yield information about
the need for short-term training in skill areas like breed-
ing techniques, FSR methods, economic and statistical
analysis, etc. It would also identify the need for degree
training and for organizational behavior training to de-
velop leadership capacities for research program man-
agement. An analysis of the information contained in
the needs assessment survey will permit the manager to
develop an organizational training plan for the year.
Training plans prioritize needs by training activity and
form the basis for budgeting or discussions with donors
prepared to support local and foreign training.

2. 'Who should be trained and what type of training is ap-
propriate?

The HRIS provides data on past education and training
activities for each researcher in the form of a training
assessment report. This information allows managers

to select individuals for appropriate education and train-
ing. Selection criteria will, of course, include factors
about individuals, such as age, future potential, mobili-
ty, etc. The output is a training plan for each research-
er which can be activated based on the availability of
training programs and financial resources.

3. What training opportunities exist in the NARS, the
country, and abroad?

In larger NARS where several researchers may be in-
volved in development activities, it may be appropriate
to develop a data base of information about specific
training activities within the country and elsewhere. In-
formation about foreign opportunities is often from do-
nors who sponsor training. Within the country, univer-
sities and private groups are often prepared to conduct
training on demand. Identification of these activities in
advance facilitates the process of matching needs with
program opportunities.

4, 'What progress is being made by researchers involved
in degree training?

An HRIS can be used to monitor research staff in-
volved in training, particularly in institutions abroad.
This will allow for better planning in relation to their
return and the utilization of their expertise. Recruit-
ment plans can also be improved by the addition of this
information.

Compensation

The compensation schemes for research staff are often con-
trolled by civil service or other outside agencies. Payroll
and expense records are usually maintained by the NARS
for administrative purposes. An HRIS can utilize these and -
other data and information to facilitate career planning, to
make policy and program decisions on costs, and to seek
major and minor changes in salaries and other benefits. In-

" formation from a compensation review report generated
from an HRIS can help research managers address the fol-
lowing questions:

1. Is the scheme of service adequate for retention and mo-
tivation of staff?

A critical factor in retention of researchers is the poten-
tial for regular promotion in the system, including ade-
quate increases in salary and other benefits, An HRIS
can help monitor rates of promotion and identify prob-
lem positions. Persons who remain in a position too
long may become stagnant and lack motivation for im-
provement.

2. What are the costs of staff in absolute and relative
terms?

One of the critical factors in research management is to
maintain control of costs. The HRIS can be used to
focus on personnel costs. Other cost information will
enable the manager to see if researchers have sufficient
support to be effective and productive.

3. Are researchers being rewarded for exceptional perfor-
mance? '

Information from performance reviews can be com-
bined with salary, grades, and promotions to determine
if the system is rewarding those who are most produc-
tive.

Evaluation

One of the most difficult, but important tasks of a manager
. is performance appraisal, particularly of scientists. The task
is made easier if it is developed as a performance planning
and appraisal system and conducted as part of a larger plan-
ning exercise for a NARS. An HRIS can be used not only
for individual performance information, but also to analyze
specific elements for planning and action (e.g., to develop a
training plan and activities). Management questions on
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Staff evaluation include the following:

1. Have individuals met performance expectations? If
not, why not?

Ifa NARS has established norms and expectations for
researcher performance and conducts regular perfor-
Mance appraisals, it is possible to summarize data from
the HRIS that indicate a level of performance or rating
for each researcher. Since this is recorded for profes-
sional, personal,-and administrative performance, the
information is useful for counseling, promotions, staff
development, and redeployment of staff.

Is overall staff performance consistent with organiza-
tional and program plans and objectives?

The relation of researcher output to program objectives
and priorities is a major concern of agricultural re-
Search managers. Summaries of publications and other
indicators of performance can be generated from the
HRIS to compare with program planning documents.
This allows the manager to monitor and evaluate actual
versus planned performance of staff.

What motivates staff to improve performance?

Information relating to researcher performance comes
from the performance appraisal data for each individu-
al in the HRIS and from a nonattributable survey
Completed periodically by research staff. Researcher
Performance reports from the HRIS provide basic infor
Mation about levels of performance. The survey pro-
vides more direct information about staff perceptions
of the critical factors that motivate them to improve
their performance. The output of these two sources is a
researcher performance report, which contributes to
Policy decisions relating to human resource recruit-
ment, deployment, compensation, and development. It
Is also useful for counseling and crisis management.

What actions are required to assist staff in meeting per-
formance expectations?

Performance appraisals and surveys yield information
about the reasons for a particular level of performance.
Some of these relate to researchers, but often they re-
late to the organizational and program environment
Conditions over which a manager has some control. An
effective information system will allow managers to
Cvaluate the effects of policies and procedures that in-
fluence staff performance.
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Summary

Effective research management requires a continuous flow
of information, particularly about the utilization of human
resources in relation to changing program objectives and
priorities. It is important that this information be useful for
planning and management purposes, that it be reasonably
accurate and comparable from year to year, as well as from
unit to unit. It should be easy to obtain, update, and analyze
for specific actions and should be presented in a clear, easi-
ly understood format. Also, the information should be readi-
ly accessible to and functional for managers at all levels at
which human resource decisions and actions are required.

Research managers require reasonably accurate data about
the following: the number of research personnel available
in various categories, the qualifications and maturity of
these persons, past experience and future potential for re-
cruitment, the deployment of staff, levels of training of
staff, program activities of research staff, and the level of
staff productivity.

An effective system organizes information in anticipation
of the annual planning/budgeting cycle and, thereby, is ef-
fectively integrated into a planning, budgeting, and moni-
toring system. This means, for example, that the process of
performance reviews would yield information for the sys-
tem about allocation of staff time to a particular activity
and/or commodity. Given a change in activity and/or com-
modity focus in the next planning time frame, such informa-
tion would form the basis of decisions about recruitment,
training, and redeployment of staff.

A minimum data management system specifically designed
to allow comparisons between various units at all levels
within 2 NARS can be readily established. Such a system
incorporates standard items of data and includes some stan-
dard types of analysis and reports. One advantage of the
system is that it shows norms and ranges for several man-
agement factors such as ratios between scientists and tech-

~ nical support personnel. The structure of the system makes

it possible for institute managers to compare specific man-
agement factors for their organization with those for other
institutes and for NARS managers to do the same with re-
spect to other NARS. The system would contain standard
statistics that allow for the monitoring of changes from
year to year.
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STRATEGIC PLANNING FOR HUMAN RESOURCES
IN NATIONAL AGRICULTURAL RESEARCH SYSTEMS

Luka O. Abe and Paul Marcotte

One of the most important tasks of a research
leader is 1o develop a cadre of experienced re-
Search personnel of the proper size, mix and edu-
cational level, and to inspire them to give out-
Standing performance.

With people who have been carefully selected to
do specific tasks, who are skillfully coached to
do that task, and, above all, who are highly moti-
vated, there is almost no limit to what can be ac-
complished, even with less-than-ideal facilities
and budgets.

John L. Nickel
(Research management for development, Letter to

a newly appointed director in agricultural research.

1ICA, 1989.)

Corporate Strategic Planning

Strj;;’gic Planning is the process by which an organization
Ops the most desirable vision of the future, taking into
; ca:m the constraints it is likely to work within and how
) Tealize that vision (Taylor 1988). Strategic planning
Sses the analysis of the forces of change in an environ-

m .
0, both internal and external.

S .

sgzteg“’_ Planning demands creativity in crafting this vi-

in s ‘_"hlch offers strategic choices, that is, possible ways
ch the organization may be shaped for an efficient

effective erformance over a long-term perspective
(five 1o 10 yegrs). g persp

g;iglclilana}ysis, the organization looks at certain features
il 10 its strategy and operating tasks. The strengths,

. 1esses, opportunities, and threats (SWOT) to an orga-

SCSS;?H’S well-being and effective performance must be as-

M .
Zn)é‘nanonal agricultural research systems (NARS) are re-
Nding to this planning approach in a proactive or reac-

tive fashion, particularly as the competition for scarce re-
sources stiffens; thus, emphasizing the need for strategic
management of resources.

NARS work toward optimizing productivity and perfor-
mance in meeting national agricultural research policy;
their research efforts produce information and a pool of
highly skilled researchers and scientists whose knowledge
and experience are national assets to be used on a continu-
ous basis. It is to be recognized that the raison d’etre and
objectives of the NARS may be stated as follows (Haworth
1973):

1. to make available to government, on a continuous basis
and in the appropriate form, information on which the
agricultural development plans for the country can be
based, for example:

a. medium- and long-range market forecasting, both )
local and worldwide;

b. the suitability of different zones for the production
of the commodities and livestock required, in com-
petition with other forms of land use;

c. detailed technical information about storage, trans-
port, and handling of produce to ensure minimal
postharvest losses; '

2. to make available to the extension service, and so to

the farmer, detailed agronomic and economic informa-
tion on which to base the production of crops and stock;

3. to estimate the national resources of land, capital,

labor, and other expendable items (agronomic inputs —
fertilizers, insecticides, etc.) likely to be needed to
carry out the national agricultural development loans,
while maintaining or improving the national land capi-
tal, especially its quality as measured by productive ca-
pacity;




4. to develop and maintain a body of well-trained, compe-
tent scientists in all relevant disciplines in active re-
search positions, to carry out an on-going research pro-
gram on a minimum five-year rolling program.

In other words, these objectives also serve as indicators of
the performance of the NARS; they constitute the key fac-
tors of success of the organization.

Perspectives of Human Resource
Management Functions

Once a research strategic plan has been formulated, a
NARS will undertake strategic human resource planning as
it forms part of the overall corporate plan. In this process,
all the programs, projects, and activities related to the hu-
man resource management (HRM) functions such as re-
cruitment and selection, staffing, performance assessment
and appraisal, reward and control systems, and training and
development must be designed, implemented, and evaluat-
ed in the context of the organizational mission, business
strategy, goals, and objectives.

One of the deficiencies of human resource utilization and
management in many NARS is that human resource man-
agement functions are not linked to an organization’s over-
all strategic plan, often resulting in both qualitative and
quantitative shortages. Worse, it is not uncommon for orga-
nizations to have no operational strategic plan. Within
countries in the Southern African Development Coordinat-
ing Conference (SADCC), many NARS have realized the
need for strategic planning and are thus developing them,
or are striving to do so.

Definition of Strategic Planning for Human
Resources

What then is strategic human resource planning and how
can it be achieved? Strategic human resource planning is
the process used to establish resource objectives, to devel-
op strategies to obtain objectives, and to operationalize
functional programs to acquire, develop, maintain, and
manage human resources (Nkomo 1988:67). In accordance
with this understanding, there are four distinct but interre-
lated activities/stages:

1. establishing objectives;
2. developing strategies;
3. operating the functional area programs;

4, managing the operational human resource plans and
programs. '

The conceptual model for this approach to strategic plan-
ning for human resources is illustrated in figure 1.
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Stage I: Diagnosis

There are three steps to stage I: background synthesis/ anal-
ysis, and defining the issues.

Information and data collection is the first step of stage I,
the process of establishing oujectives. This requires the in-
tegration of an analysis of the overall governmental policy,
of part of the external environmental factor, and of the in-
ternal human resources of the NARS. As each of these anal-
yses has an impact on the selection of human resource ob-

jectives, a strategic plan for human resources that lacks on¢

of these is incomplete and likely to be ineffectual.

As stated above, strategic planning for human resources is
possible only when there is an overall institutional or corpo-
rate strategy. For the NARS, this means a strategic plan for
agricultural research, specifying the national commodity re-
search priorities relevant to national agricultural develop-
ment policy, as well as the optimal structure and organiza-
tion of the NARS, its research programs, and the resources
(including human) allocated to operationalize the plan.-

Policy Objectives

Empirical evidence indicates that often the major objec-
tives of food policy in developing countries may be diffi-
cult to identify. This is mainly due to the fact that the objec-
tives must of necessity satisfy differing sets of goals at the
same time. Objectives must be deduced from official policy
statements, on the one hand, and the implementation of pro-
grams and policies on the other. These objectives may be
conflicting or mutually reinforcing, depending on the trade-
offs between producer and consumer, efficiency and self-
sufficiency, and improved technology and distribution of i
come (Marcotte 1986:243).

An analysis of the food policies of third-world countries in-
dicates that there are eight common policy objectives:

1. Adequate and stable food consumption. This objective
focuses on the provision of adequate nutrition and calo-
ric intake.

2. Consumers’ welfare — cheap food. This objective is
usually directed towards the urban consumer to ensur®
that undue hardships are not imposed. ’

3. Producers’ welfare — income generation for farmers.
This policy is designed to increase food production and
improve the income and standard of living of the pro-
ducers by increasing returns over the prices that would
be obtained without government intervention.

4. Generation of government revenue. An attempt by gov-
ernment to generate revenue (by taxation of export
crops, for example).
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Figure 1. Strategic Planning for Human Resources — A Conceptual Model*
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5. Generation/conservation of foreign exchange. Conser-
vation of foreign exchange can be accomplished by em-
phasizing the production of import-substitution crops
or by utilizing concessional types of information.

6. Food self-sufficiency. An adoption of this type of ob-
jective may be extremely costly in terms of loss of in-
ternal welfare due to price restructuring or inadequate
supplies for consumption.

7. Stable domestic food prices. This policy may hurt
those consumers who are least able to purchase, as well
as creating disincentives for producers.

8. Increased food production. This may be an intermedi-
ate objective to self-sufficiency, higher income, and
foreign exchange.

All or some of these policies may be in evidence in a specif-

ic country. An analysis of selected country documents and -

reports indicates different policy arrays depending on the
specific political and policy circumstances. These combina-
tions of policy choices are illustrated in table 1.

1t is from this array of national development goals that
NARS derive their agricultural development goals. For ex-
ample, many NARS select from the goals shown in table 2.

For example, a SADCC NARS determines its national com-
modity priorities based on national development goals, as
shown in table 3.

Before the human resource objectives are set, NARS mana-
gers have to undertake environmental analysis of the organ-
ization related to the state of human resource development
in the country. Factors such as the availability of agricultur-
al researchers (in qualitative and quantitative terms); finan-
cial and funding considerations of the NARS; general eco-
nomic conditions, such as agricultural gross domestic
product (AgGDP) and the availability of scholarships, etc.;
technological forecast, such as appropriate technologies t0
meet client needs or sociocultural considerations, such as,

" the role of women in national agricultural development,

etc., and the competitive advantage of agricultural research
to other disciplines in the general labor market.

Table 1. Government Food Policy Objectives for Twenty-One Developing Countries

Region Consumer

country welfare welfare

Producer Government
revenue

Foreign Self- Stable Food
exchange sufficiency price security

Africa:

Botswana } X
Kenya X
Mali X
Morocco

Nigeria X
Senegal X
Sudan ' X
Tanzania

Asia:

Bangladesh b 4
India X
Indonesia x
Philippines

Sri Lanka X
Thailand X

L T T T ]

Latin America:

‘Brazil X
Dominican Republic X
Guatemala ) X
Haiti

Jamaica

Paraguay

Peru ' X

E I T I

T T T I

Mo X MM
L T T I ]
oM KN

»
"

Note: x indicates presence of objectives.
Source: Country Analysis in IED/ERS; Marcotte (1986:247).
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Table 2, National Development Goals

NARS derive agricultural development goals from among the following alternatives:

_ Increased food production
Increased export products

Increased agricultural products for domestic indus-
tries

~ Increased productivity of land, labor, and inputs

Ensured agricultural stability

. Encburagement of rural employment
»  Conservation of natural resources

«  Protection of health

* Increased agricultural profitability

*  Reduced crop losses

o Improved product quality

Source; Abe (1989).

Table 3, National Commodity Priorities

Prian
Nimmy I Priority II Priority I1I Priority IV
Rialze Cotton Sorghum Sheep
G:;' Cassava Pastures Barley
Canllmdnut Wheat Soyabeans Chickpeas
Be e Vegetables Sweet potatoes Guar Beans
Tr§“§ Irish potatoes Spices Rabbit
Poullncal fruits Temperate fruits Millets
g T ry Pigeon peas Cowpeas
c:)ee nuts Goats
. fee Sunflower
Pigs
Environmental Analysis 1. the prevailing price system in the country or region,
The ge o . since, in a market economy, resources such as labor.
cond . . . . b ’ ’
tal anajy s C;I)ggncm of a background is an environmen land, and capital will be allocated following relative
Menta] anatve: managers m}tst Emdcrta.kc an environ- price signals. This directly and indirectly affects the de-
analysis of the organization in relation to the state : . .
of humg : mand for skilled manpower;
Ments N resource development in the country. The key ele-

Nom; cs°f environmental analysis are demographics, eco-
q engbt;ctmolqu, §ociocultural constraints, labor market,
ents Ing legislation of the NARS. Analysis of these ele-
S Identifies both threats and opportunities that affect
°bje::il Tesource issues and the setting of human resource _
Vves. The next section briefly describes the key areas

that
Must be documented in each of these elements.
E .
Conomic Environment

b a“::g'zmg th§ effect of the economic environment on hu-
Severa] :’CCS, Itis necessary to view the situation from
Policy tIzlsrz‘»pecnves, including @ut not hm,xted to) pricing
o, an’d tecal and monetary pohcy, proc}uctlon, dgnograph—
Tateg 1_esmthIOIOgy. The economic environment incorpo-
Outputs TCes such as labor as inputs and technology as
Economics,
one shoulg

When conducting an analysis on the economic
L 10 identify strategic human resource issues,
focus on the following:
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‘2. the relationship between development policies and agri-
cultural policies, micro (prices) and macro (fiscal and
monetary) policies does have an impact on the inputs
and on the outputs of agricultural research;

3. arecord of how agricultural productivity (of the 3
basic inputs) has evolved over time — has agricultural
GDP (total) increased or decreased during the last five,
10, or 15 years?

4, the main issues to look for on the first three points are
distortions and/or constraints that somewhat limit the
potential for all resources, especially the human ones,
to be efficient (Echeverria 1989).

Demographics. Demography is the statistical study of hu-
man populations, especially with reference to size, density,
distribution, and vital statistics. The statistical characteris-
tics of human populations, such as age, sex, income, rural
to urban migration patterns, labor force changes, etc., are




used to identify markets, clients, or targets. It is essential
for an organization to have demographic information be-
cause its ability to satisfy future staffing needs depends on
the availability of capable, trained recruits. The ability to
predict demographic changes in the workforce, such as pri-
vate-sector involvement in research, dual-career necessity,
the role of women in national agricultural development,
etc., may influence the organization and its strategy for re-
cruiting, maintaining, and developing its human resources.

Technology. As environmental analysis considers not only
the current situation, but projections concerning the future
environment as well, anticipated changes in technology
must be considered. Thus, advances in research methodolo-
gy, intensification of laboratory research such as recent ad-
vances in tissue culture and biotechnology, and incorpora-
tion and adaption of improved genetic varieties, have
implications for staff training, facilities, scale and scope of
experiments, and client/target groups. Awareness of tech-

nological innovations will allow organizations and manage- -

ment to consciously adapt to changing situations.

Sociocultural Environment

The key sociocultural issue in environmental analysis is the
understanding of stakeholders. Stakeholders are individuals
or groups whose lives are affected by the way an organiza-
tion does its work. They also place demands on the system.
Examples of stakeholders in agriculture are government,
donors, rural banks, agroindustry, import/export firms, agri-
culturally related services, and clients (farmers). In stake-
holder analysis, it is essential to identify key stakeholders,
analyze and understand the stakes of each key stakeholder,
develop and execute a strategy to manage the stakeholder,
identify employees as key stakeholders, develop policies
for relationships with employees, and make sure that orga-
nizational, external stakeholder, and employee concerns are
integrated.

Political environment. The final element of the environ-
mental analysis is political (i.e., the legislative mandate of
the organization). The type of legislation, placement of the
agricultural research institute within the governmental
structure, and the degree of it has autonomy affect all func-
tional area programs. Thus, it is necessary to assess the reg-
ulations and the latitude for change that are prescribed for
training programs, recruitment and selection, compensation
packages, and promotion policies, as these will affect the
approaches that the organization can take for human re-

source management. Since NARS are public-service organi-
zations, they are directly affected by legislation, and it is ad-

visable for NARS to have a strong “lobby” in government.

Internal Human Resource Analysis

The third component of background is conducting an inter-
nal human resource analysis. As can be seen in figure 1, the

internal analysis must be accomplished at both the micro
and macro levels.

At the micro level, the analysis must include a demograph-
ic profile of the skill level and mix of the organizations’ hu-
man resources. Thorough documentation of staff patterns;
disciplinary mix; critical mass in areas of importance ac-
cording to policy objectives; research station capability;
mix of basic, applied, and adaptive research consistent with
policy objectives; professional indicators; and individual
scientist opinions as to their own career paths, opportuni-
ties, and constraints are essential elements of this analysis.
In addition, it is often useful to document scientists’ opin-
ions on the competence of management because empirical
evidence has shown that senior scientists are most con-
cemned with the scientific credibility of the organization.
The final component of the micro-level analysis is produc-
tivity, where scientific success, adoption of innovations,
and applicability with respect to target groups must be doc-
umented. :

At the macro level, an assessment of three factors must be
accomplished: the organizational culture, the organization-
al structure, and individual members in terms of efficiency
and effectiveness of program, as illustrated in figure 2.

Basically, according to the theorists, each of these elements
affects and is affected by the others. All are influenced by
their environment, as well as the economic, sociocultural,
and political background and the organization’s own histo-
ry. It is essential that an analysis take into consideration the
shared assumptions, meanings, and values of the organiza-
tion so that the social behavior is understandable and pre-
dictable.

By

(o )— (o)

( Individual Members)

THE ORGANIZATION

™
l

( The organization’s goals and history )

Figure 2. Elements of Organizations

SOURCE: Franks, Tom. 1989. Bureaucracy and development 1989:
357-368.




N
Strengans

Weaknesses

Large number of highly trained research staff
Existence of pgrformance appraisal scheme
Mature leadership for research programs
Good personnel policies in place

Intensive training and development for research
staff

etc.

* Poorly defined career structure

* Inadequate ratio of support or technical staff to re-
searchers

*  High staff turnover

* Inadequate mix of staff — no sociologists/econo-
mists for adaptive research work or on-farm re-
search

*  Performance appraisal scheme not used effectively
to assess staff because appraisers are not trained to
use it and reports are not properly analyzed

*  No formalized scheme for training and develop-
ment of support staff

ete.

‘ ' Figure 3.
Mﬁ' Analysis of Strengths and Weaknesses of Human Resource Development and Utilization in a NARS

S . ‘
(tep 2 of the diagnosis is the synthesis and analysis

op _Of human resource policy issues, the threats and
SOlI;rqnumtles to existing human capital, and the human re-
C¢ strengths and weaknesses.

From thege co

e nsiderations, managers are able to determine

°PP0r_tunities and threats to the NARS. Internally, the
) Will need to ensure that the organization has the
R :umbe_r of people, who are of the right profile and
tare available at the right time. Specifically, managers
skills n?lySe the balance at the micro level for specific
ant breeding, soil science, agronomy, economy,
<} their mix — management competence and produc-
Within the overall organizational structure, culture
nlt)smgl‘am efficiency, and productivity. Each of these ele-
Should be examined for its strengths and weaknesses.

¢ic.) an
ﬁVity

e

roxr‘cils' analysis, it is possible to glean strategic human
18Sues, which may be categorized under recruit-
and selection, socialization, performance assessment,
moﬁvggcat.ions, training and development, job evaluation,
Pline, b; 1, Interpersonal problems, safety and health, disci-
ﬁVed’f gh turnover, low morale, etc. All these may be de-

Sis (o O @0 audit of personnel policies for SWOT analy-
(see boxeq text).

Ane ,
Xample of analysis of strengths and weaknesses of

ma;
sis 1 Iesources that must be included in the SWOT analy-
follows,

For instance, in some NARS there are no plans or
clearly defined policies for human resources. In other
organizations, they exist but not as project-manage-
ment tools. Many SADCC NARS lack a detailed list of
tasks or job description for each job. Yet this is vital in
recruitment, training and development, performance
evaluation and appraisal, career development, and
conflict handling. Their argument for the absence of
job descriptions in research positions is that they are
more concerned with the knowledge content of the job
andtherefore place more emphasis on the individual's
creativity, flexibility, and adaptability to change. Al-
though this tends to highlight the rigidity of detailed job
descriptions, their absence may be considered a
weaknaess of the system. Nevertheless, many NARS
are now developing job descriptions to distinguish the
differences between research officer levels, commod-
ity research coordinators, and team leaders.

Evaluation of Strategic Choices

Step 3 of the diagnosis is defining the issues.

As stated above, strategic planning deals with creating
choices in an organization’s directions. Because it is not
possible to tackle all the issues and move in all directions,
the organization must develop criteria for evaluating its op-
tions, and decide on the most appropriate course of action
for the situation. Simple questions must be asked (such as,
What is the direction (or strategy) for the research? How
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can human resource development and management support
this strategy? Should we increase the number of staff?
Should we institute better remuneration packages and re-
duce high staff turnover?). When making choices, manag-
ers must be realistic, since the institute must have the capac-
ity and means to implement each choice. The methods
selected for making choices have to be objective, and the

~ choices must look lucrative and attractive. In this regard,

~ feasibility and chances of success must be considered. Can
the organization afford to implement such a choice? By
simply listing the choices, a simple cost/benefit analysis or

scoring model using a matrix can be used to assess priori-
ties. These priorities set the stage for stage I, planning.

Stage II: Formulation of Human Resource
Objectives

Once the list of choices has been made, the manager should
formulate the human resource objectives. For example, if
the choice was to improve NARS staff performance assess-
ment and appraisal, the manager may formulate objectives
as shown in figure 4. We chose performance appraisal as

S

1. Collecting information on actual performance of individual staff as a basis for formulating job descriptions.

2. Structuring the performance appraisal scheme according to the declared policy and objectives of the institution.

3. Establishing organizational, group, and individual goals and standards appropriately.

4, Developing appraisal techniques.

5. Training appraisers in use of appraisal techniques.

6. Developing techniques that use indicators that are easy to identify.

7. Establishing strong management commitment. This means producing regular performance appraisals and reports to de-
cide on staff development, promotion and career development, merit awards, etc.

8. Ensuring that the performance appraisal is not subjective — the exercise should not become just simply a formality,
but it should be an activity that reflects real performance.

e

Figure 4. Key Factors for Success for an Effective Performance Appraisal of NARS Staff

an example since it commonly forms the weakest link in *
most NARS management systems.

Development of the Human Resource Strategy

One must remember that although the choice for institution-
al change has been made in a particular functional area of
human resource management, all the functional areas work
as components of one another. Therefore, a strategy de-
vised for the process of change must take full cognizance
of the other interactive factors at the operational level.

Stage III: Functional Area Programs

Functional area programs are the tools, processes, and acti-
vities that the organization uses to implement the strategies
defined in stage II. There are two types of functional area
programs: The first type includes organizational processes
or tools, such as recruitment/selection, socialization, train-
ing, and career development. The second type includes indi-
vidual performance management processes or tools, such

as compensation, performance appraisal, and organization-
al behavior.
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Organizational Processes

For each of these processes, the following is a brief descrip-
tion. Full-length papers on and examples of thesd processes
comprise the rest of this volume.

Recruitment and Selection

Recruitment/selection is the process by which organiza-
tions obtain employees with the right skills, training, and
motivation and by which individuals obtain positions that
fulfill their personal needs and aspirations.

Basically, recruitment is the process that identifies and fits
applicants to organizational needs, while selection is the
process of prediction or making informed estimates on the
potential for an applicant’s success on the job. This is 8
multistep process with a logical sequence that includes task
analysis, job description, person specification, recruitment
strategy, interview strategy, and decision-making process-
es. Details of tools or procedures to accomplish these stepS
efficiently are in this volume in the paper by Paul Marcott¢
entitled Recruitment and Selection. '




Socialization

Socialization is the process by which new or returning staff
are assimilated into the institutional culture to be effective
Members of the organization.

Descriptions of the elements of this process (rationale, tac-
%, and case studies) are presented in this volume in the
Paperby Luka O. Abe, Socialization of Staff in NARS .

T"aining

Training is 5 relatively formal, structured activity that al-

OWS management to improve the ability of individuals to

(P;:;fOnn their jobs effectively. It may be on-the-job training
Ormal classroom instruction to simulate work situations.

g:‘taﬂs.ot' concepts of training and development are pre-
S Nted in this volume in the paper by Luka O. Abe entitled
Ome Aspects of Training in NARS.

Career development

iareer development refers to the creation of job sequences
Veli Cmployees that take advantage of present skills and de-
0P new skills simultaneously so that there is a clear, logi-

development of careers and full use of each employee’s
Potentia), ‘

Deta:
g:tfills Of career development from the individual and or-
a‘;lzatlonal perspective are presented in the paper entitled
€ers and Career Development by Paul Marcotte.

I
“dividual Performance Management

a;r(f:r;m}ncq management is the set of activities by which

: Cengti vmzanon 1dcnt1ﬁes: cxpccte.d bch§v1or and provides
oney es for that behavior. The mcen‘m./c?s may be both

disip, ary and nonmonetary. These activities also control
Centives or rewards for nonperformance.

Inﬁ:: text that follows, these performance management ac-
. S are subdivided into three distinct areas: compensa-
e‘;ipI:rfOrmancc appraisal, and organizational behavior.
V°lum59f performance management are contained in this
In the following papers:
‘:I"I';ual Performance Appraisal Schemes in Agricultur-
€search Organizations by Paul Bennell;

Annua) Performance Assessment at NCRI by Paul
Benney,

Job Evaluation at PARI by Paul Bennell;
Or 8anizational Behavior Factors by Paul Marcotte;

P,
s ¢rformance Assessment Factors for Agricultural Re-
€archers by Larry Zuidema.
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Stage IV: Managing Change

Stage IV is the maintenance of operational human resource
plans and programs — or managing change.

Planning inevitably produces change within an organiza-
tion. Consequently, NARS managers must prepare the orga-
nization to cope with change at the outset by establishing
an effective process to produce this change. This must be
carried through all the steps of the process. The following
criteria will ensure both quality and acceptance in planning
and subsequent implementation:

»  The process should be formalized within the organiza-
tion with proper mechanisms in place.

o There must be a high level of commitment, both from
policymakers, managers, and everyone else who is like-
ly to be involved in any important decision-making pro-
cess or in the implementation of the plan (e.g., from
sectoral planners, key personnel in the public-service
commission, and NARS leaders/directors to the re-
search leaders and personnel administrators who are
the NARS line managers. Thus, the team to involve in
strategic human resource planning should be a multi-
functional group, catering to all aspects of personnel
management.

* Obtaining a high and sustainable level of commitment
means communicating the strategy, both within and
outside the NARS at all stages, starting with the initial
phases.

+ If a strategic human resource plan is well conceived
and clearly aligned to the organization’s strategic mis-
sion, then the plan should be given time, and consisten-
cy should be maintained in its implementation and op-
eration.

* Above all, NARS should ensure that the direction of
change and the choices made in moving from the cur-
rent human resource scenario to a preferred scenario
are clearly understood. This means constantly review-
ing and evaluation all steps taken to achieve the target
objectives.

Evaluation/Review

In order to ensure that the plan produces the prescribed
change, proper measurements or criteria must be set to de-
termine the success of the change process. For instance, in-
dicators of improved HRM performance should be related
to how effective the NARS has been in implementing its
staff development plan, how many staff members are in
training, what the quality of the training is, whether the re-
searchers are being made to orient their research to the ulti-
mate client and to address the problems of small farmers.




The process circumscribes the entire strategic process, is
continuous, and interactive. No NARS ever masters strate-
gic planning process: questions are continuously raised in
its implementation.

Bibliography

Abe, L. O. 1988. Some aspects of training in national agri-
cultural research systems. In Human Resource Man-
agement for National Agricultural Research, proceed-
ings of a workshop, 7-11 November 1988. The
Hague: ISNAR.

Abe, L. O. 1989. Presentation notes on management infor-
mation systems (MIS). Presented at SACCAR/ISNAR
workshop on the development of a Tanzania National
Agricultural Research Masterplan, 10-20 July 1989,
Arusha, Tanzania.

Echeverria, R. 1989. Personal communication.

Franks, Tom. 1989. Bureaucracy and development 1989:
357-368.

70

Haworth, F. 1973. Working paper on regional organization
of agricultural research. Presented at meeting of
Working Level Group in Agriculture, Northeast Agri-
cultural Centre, 17-22 October 1973, Tha Phra, Thai-
land.

Marcotte, P. 1986. Farming systems research as a method
for introducing sorghum in the Dominican Republic:
A synthesis of the positivist and critical paradigms.
Unpublished Ph.D. dissertation, University of Ken-
tucky.

Nkomo, S. M. 1988, Strategic planning for human re-
sources: Let’s get started. Long-range planning Vol.
21, No. 1.

Taylor, T. A. 1988. Strategic planning in national agricul-
tural research systems. Presented at SACCAR/ISNAR
Workshop on Agricultural Research Management for
Botswana, Lesotho and Swaziland, 23 May-3 June
1988, Maseru, Lesotho.

PP b P bt omp NS bk F EA .9

i P4 o 0O . T




CASE STUDY
STAFFING REQUIREMENTS AND STAFFING PYRAMID
FOR THE TANZANIA NATIONAL AGRICULTURAL
AND LIVESTOCK RESEARCH SYSTEM

J. J. Mende1

Intl"Oduction
This

fur lpapﬁl_' is a case study of the staffing system in agricul-
2 and livestock research in Tanzania. It is designed to
Seai;ioﬂle brief lessons on the approaches made by re-
Mmanagers to requirements in research staff. It pro-

Z:::is an analysis of the existing staff and attempts to proj-

The Paper is divided into four parts:

1
the structure of the NARS in Tanzania;

the current staffing systems of the NARS;
the Staffing requirements of the NARS;
4 onclusions,

The Structure of the NARS in Tanzania

p ,
T®¥lous Research Structures
There have

S.ystem for
Since it g1q

been several attempts to establish an effective
Crop and livestock research in Tanzania ever
R rted there during the early years of this century.
after irIl)ée-mdcpende:ncc years, and for almost one decade
ependence, the national agricultural research sys-
li"esmck S)in t_he broadest sense included agricu-lture,
Sccond g fisheries, and forestry and wildlife. During the
X tcade after independence, the ministry was reorga-
d o and consequently, NARS in a narrower sense includ-
Y agriculture and livestock.

Z:: ;:::an‘ia Agricultural Research Organization (TARO)
act ania vaest'ock Research Organization, (TALIRO)

et inu:rlluy °§tz}bllshcd in 1980 from research depart-

ivesto ¢ Ministry of Agriculture and the Ministry of
Ock Development, rc:spcctivcly.2 When they were

Were

Uture needs in human resources for the research system.

created, both were semiautonomous parastatals, each head-
ed by a director general responsible, through the respective
councils, to the Ministry of Agriculture and Livestock De-
velopment (MALD). There was no linkage between them
or with other research institutes or agencies.

The necessary steps and actions to be taken to strengthen
the NARS were reiterated several times in different reports
and forums. Included among these are the National Agricul-
tural Policy, 1983; the Tanzania Agricultural Research Re-
source Assessment, 1985; and the UNDP/FAO and World
Bank mission reports and Aide Memoires. The recommen-
dations on the organization and management aspects a§ri-
cultural and livestock research included the following:

* consolidating the existing research institutions;

* focusing the research systems on major agroecological
zones;

* improving and establishing linkages between research
and extension;

* adopting a farming systems research (FSR) approach,
with considerable emphasis on on-farm research, so
that research could be more closely related to the tech-
nical and socioeconomic problems facing farmers.

Current Research Structure

The revised organizational structure and management sys-
tem for national agricultural and livestock research is illus-
trated in appendix 2 at the end of this paper. It was based
on the following objectives and principles, most of which
were defined in the Tanzanian National Agricultural Policy
Final Report dated October 1982.

* Research should be consolidated and coordinated at the
national level.




The organization of agricultural and livestock research
organization should be redesigned to economize on
costs in order to provide increased funding for the pro-
ductive aspects of research.

Links between research, training, and extension should
be strengthened in order to facilitate technology trans-
fer.

Research programs should be based on agroecological
considerations. E

Agricultural research should adopt a farm-oriented
problem-solving approach to arrive at relevant exten-
sion packages.

. Research must take place with full farmer support

since farmers know best what problems confront them.
Research institutes should have balanced farm-based
and station-based research programs.

Education and training facilities should be expanded so
that research manpower needs are met by planned re-
cruitment and staff development.

Government funding for agricultural research should
be increased to reflect the importance of research in ag-
ricultural development.

A well-stocked documentation center should be estab-
lished for the whole agricultural sector and should dis-
seminate agricultural research findings nationally and
internationally.

The following information and materials should be
made available to agricultural producers and support-
ing services:

*  appropriate, reliable and detailed agronomic infor-
mation for increased productivity with adequate
protection of the resource base;

+ improved materials and prototypes on which to
base increased production of crops, farm animals,
and trees;

» technologies to deal with biological hazards (pests,
diseases, weeds, etc.). .

Technical and socioeconomic information for planning

purposes should be made available to governmental
and industrial decision makers. This would include the
following:

* information on new agricultural production opportu-
nities (crops, animals, trees) for different agroeco-
logical zones;

T2

* technical information on storage, processing, trans-
port, and handling of produce to minimize post-har-
vest losses;

* estimates of land, labor, agronomic inputs, and capi-
tal needed to carry out national plans.

Staffing Position in Tanzanian NARS

This section is on the staffing requirements and staffing pyr-
amid for the NARS in Tanzania. It is worth noting here that
the NARS in Tanzania is in a transitional stage at the:mo-
ment, following the recent reorganization from the parasta-
tal structure to the civil service, directly under MALD. The
Tanzanian NARS is a large, diverse, and complex system
that requires very comprehensive human planning and de-
velopment for research efficiency and output. There are
several issues still to be rectified.

The preparation of the Research Master Plan (RMP) and

priority research programs, for example, need to be re-
solved first before any serious projections on manpower de-
mand can be made. What this paper will give are only tenta-
tive manpower requirements, as perceived by research
managers. It will have to be updated as soon as the on-
going exercise on research priority setting is completed.
The focus is, therefore on the following:

» current professional and technical manpower;

-+ current methodology and ratios to determine future

human resource requirements for research and their
limitations;

+ tentative human resource requirements for NARS re-
search in Tanzania.

Current Staffing for NARS in Tanzania

There are currently 3,462 total staff in research. Table 1

shows their distribution by research institutions, and their
distribution by degree is shown below:

» 319 scientific staff (129 bachelor’s degrees, 157
master’s, and 33 PhDs); ]

* 561 technical staff (certificate and diploma);

» 1549 subtechnical staff (field attendants);

* 000 administrative staff;

* 130 accounting staff.

The majority of staff (44.7%) are subtechnical, followed by

administrative personnel (26.0%), technical staff (16.2%)
scientific staff (9.2%), and accounting personnel (3.8%).




Table 1. Staffing System by Designation/Grade, Agricultural and Livestock Research in Tanzania, March 1989

Parastatal Designation Designation Civil Service Research Institution*®
and Grade and Grade Salary Scale MALD** TARO** TALIRO** UACMbeya  TPRI Total Percent
Scientific
CSO PROI MS 16 - - - - - -
PSOI1 PROI MS 14-15 1 - - - - 1
PSOI PROII MS 12-13 3 - 4 1 3 11
PSO I SRO1 ~ MS 10-11 f - 2 - 3 2 7
Sso1nI SRO1II MS 79 1 8 8 18 3 38
Sso1nI SROII MS6 2 44 9 10 5 70
SO1 RO1 MSS5 4 63 22 5 6 100
son ROII MS 4 8 - 14 10 8 40
som RO I MS3 - 17 28 - - 7 52
Subtotal 36 145 57 47 34 319 9.2
Technical
PFO CFO MS 10 - - 2 - - 2
SFO 1 PRO MS 7-9 - 2 3 - - 5
) SFO 11 N SFO MS 6 1 4 4 2 - 11
el FOI FOI MS 5 1 35 22 4 2 64
FOII : FO II MS 4 2 58 39 25 - 124
FO 111 FO 11 MS3 31 128 24 21 3 207
FOIV FO IV MS2 53 60 - 10 6 129
FAsst. lII &1V F Asst. II MS1 - - - 15 419
Subtotal 88 287 94 77 15 561 16.2
Subtechnical 55 986 292 151 65 1549 44.7
Administrative NA 416 279 135 70 900 26.0
Accounting NA 55 31 41 6 130 338
Grand Total 179 1889 753 451 190 3462 99.9
*Expatriates are not included in these numbers. i
¢*These institutions have already been consolidated under MALD and are headed by the commissioner of research and training.
NOTE: CSO = Chief Scieatific Officer CFO = Chief Field Officer MALD = Ministry of Agricultura and Livestock Development
PSO = Principal Scieatific Officer PO = Principal Field Officer TARO = Tanzania Agricultural Research Organization
SSO = Senior Scientific Officer SFO = Senior Field Officer TALIRO = Tanzania Livestock Research Organization
SO = Saientific Officer FO = Field Officer UAC = Uyole Agricultural Centre
PRO = Principal Research Officer F Asst = Field Assistant TPTI = Tropical Pest Research Institute

SRO = Senior Research Officer
RO = Research Officer




Staffing systems of scientists by grade and educational
qualifications. The staffing groups for the NARS have
been defined into two groups here, i.e., by grade (status)
and by educational qualifications for the professional staff,
whose competence, organizational skills, and research en-
trepreneurship are considered to be crucial. However, it is
worth noting that the distribution between these groups is
determined over time by the effects of promotions, recruit-
ment, and attrition rates.

The current staffing pyramid of professional and technical
personnel by grade is shown in figures 1 and 2. There are
nine grade levels in the professional cadre and eight grade
levels in the technical cadre. According to the current
schemes of service in the civil service, a young researcher
joining the NARS at the age of 25 will reach the topmost
grade level (Principal Research Officer I) when he/she is
about 49 or 50 years old, assuming that there are regular in-
tervals of promotion. '

PROIII
SRO 1

PhD SRO III
PhD
BVM/MSc

Figure 1. .
Pyramid of Agricultural and Livestock Research
Professional Staff, March 1989

CFO (2)
PFO (6)
SFO

Certificate/-
Diploma .

Certificate

-

FATIl

Figure 2, _
Pyramid of Agricultural and Livestock Research
Technical Staff, March 1989
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In the case of the professional staffing pyramid, the follow-
ing can be seen:

*  There is a clear bulge in the middle grades. About
65.3% of the scientists are within the three middle
grades (R.O.1-S.R.0.1II);

*  Only 28.8% of the scientists are in the bottom two
grades (R.O. IIT - P.R. II), only 6% of them are in the
upper three grades (S.R.O.1 - P.R.O. II), and none are
in the highest grade (P.R.O. I) in a research system that
has operated since the early years of this century.

This staffing pattern should cause some concern for recruit-
ment/career planners because there is a small pool at the
lower grades, while the middle grades are very large. The
upper grades are very thin, and the topmost grade is vacant.

- Possible causes for this type of grade structure:

*  BSc graduates enter the service as research officers
grade III and BVM graduates enter as research officers
grade II. According to the existing scheme of service,
they can be promoted to the next grade levels within
three years. :

*  Many of the BSc/BVM researchers are encouraged to
pursue MS/MVM studies. On successful completion of
their courses, they may qualify for promotion to re-
search officers grade II/], respectively.-

*  Promotion from middle grades to higher grade levels
(apart from possession of higher educational qualifica-
tions) requires researchers to have published between
two and four scientific papers since their last promo-
tion. :

» Inshort, it appears that there are too many researchers
who are promoted and/or enter into the middle grade
levels from the lower grade levels. Than, there are very
few promoted to the higher grades from the middle
grades. ’

*  Unnecessary stagnation at the middle grades may
cause frustration and, hence, decrease research effi-

- ciency and output. Ideally promotions should not be
tied to managerial posts only, as seems to be the case
here (see figure 1). It is hoped that a separate promo-
tion stream to the topmost grades, based on recognition
of research performance, will be created. This should
have career scales without limitations of the number of
posts at specific grades, provided job descriptions and
evaluation criteria for promotions are strictly followed-
The need for such an incentive scheme has been under-
scored as one of the more important items to be built
into the research master plan that is currently under
ppreparation.
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] tsitafﬁng system of scientists by educational qualifica-
0ns. The distribution of educational backgrounds in the
i :*RS staffing system can be used to help establish objec-
iﬁ:(? for the recruitment of different types of skilled or qual-
Personnel. It can also be used to plan the recruitment
?:‘tlatfaining required to achieve these objectives. As shown
. ble 2’, out of 319 scientists, there are 33 PhDs, 157 with
ﬁs"f;aster § degree, and 129 with a bachelor’s. These scien-
. 8re supported by 561 trained technicians at certificate/
Ploma leve]s, Figure 3 shows the distribution of scientific
t Searct};y degree level. Those involved in agricultural re-
one are deployed in 19 programs (17 programs on crops,
eve 0 soils, and one on farming systems research), How-

- I, those involved in livestock research are deployed in
Ve programs:

. L animg breeding

2. nutrition

3. range and pasture development
4. vaccine production

5. pestand disease control

The following information can be derived from these fig-
ures:

+  The ratio of professionals to technicians is 1:1.8.
»  The ratio of PhDs to other degrees is 1:8.7.

These ratios are a subject for consideration, based on ratios
for research staff in both developed and third-world coun-

Table 2. Staffing System by Educational Level, Agriculture and Livestock Research, Tanzania, March 1989

B Research Institutions*
s Ph]l;caﬁonal Level MALD TARO TALIRO UACMbeya - TPRI Total Percent of Total
Ms, 4 16 6 3 33 38
B, /’é"WM 12 76 24 34 1 157 17.8
Dip /CZM 20 53 29 7 20 129 147
Tog] 8 287 94 77 15 561 63.7
Perge 124 432 151 124 49 880 100.0
. Cent of tota] 14.1 49.1 17.1 14.1 56 100.0
’ tio of Scientists
0 technicians 1:2.4 12 1:1.6 1:1.6 2.5:1 1:1.8

NOTE: Sttt in s

L)

e Veterinary Investigation Centres (VICs) are not included because they are now in extension.

o
Pt for UAC, Mbeya, and TPRI, these institutions have been merged under the Ministry of Agriculture and Livestock Development (MALD).

rie;
S TALIRO, for example, was using a ratio of one scien-

.
ri:;:;; ‘gree technicians in determining their recruitment
001.1 °r80nne.1 and training managers, therefore, would
Sufctfrr.led with establishing whether the staff with PhDs
et lfcxent funds and research facilities, whether the
sho *ll)f had the scope to pursue a PhD, and whether they
be left © encouraged to do so lest the BSc holders would
ot i° become “super technicians.” The trend in training
10 haye § Cl.early §hown in figure 3 where we are beginning
i8 ap enan 1nv<?rsmn of the professional staff pyramid. This
i - icOuraging trend for any NARS, particularly in the
tant :i’:éld. These research systems have not reached acon-
aseq and, hence, are expected to continue expanding,
Onstrategic planning and priority setting.

St
n th:fﬁng Requirements for
: NARS in Tanzania

28 Jated Carlier, the Tanzanian agricultural and livestock
L Stmct:r System is in transition, following the recent major
- Were g OIganization in which TARO and TALIRO
it >0lved and their research functions amalgamated

Withj
n D under the commissioner of research and
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training (see appendix). As a result, there has been an enor-
mous investment of labor in the preparation of the research
master plan. Therefore, realistic projections of research

manpower requirements can not be made before prioritized

160
140
120
100
80
60
40 .
20

Bachelor’s Master’s PhD

Figure 3.
Distribution of Scientific Staff by Education




~ research plans are drawn out. What follows are some of the

¢  Staff are recruited oh the basis of the mix of skills at

attempts previously made by the research systems in Tanza- three levels, i.e., scientific officers who are assisted by fes
nia to project manpower requirements and their limitations. laboratory technicians/field officers, who are in turn as- &
sisted by laboratory/field assistants. ¢
Criteria Used in Staff Recruitment ;:
There have been no rigid, concrete criteria on staff projec- * Aratio of 13 sclentists to techniclans is used, thy
tions and recruitment for research. However, for purposes . o . :
of determining staffing levels, managerial judgments based *  Research managers are projected separately, depending A
on past experience and the experience of similar organiza- on the number of research u.lstlt'utxons and the size and fo
tions have been used. These have also been based on what number of departments per institute. an
research managers would “like” to have and, to some ex-
tent, on what they can afford — as indicated by approved an- With these criteria in mind, the research managers indicat-
nual budgets. Research managers normally respond to the ed in 1987 that they would need 672 additional researchers
following questions: (261 BSc, 283 Master’s level, and 128 PhDs, see table 3) m
between 1988 and the year 2000 for both agricultural and ar
+  How many researchers are needed at a given period? livestock research. st
. ti
¢ What types of researchers are needed? This represents an average of 56 additional researchers per is
: : year with different educational qualifications and from dif- c<
*  What kinds of educational qualifications are required? ferent scientific disciplines for the seven zones and 34 insti- q
tutes. d
* In which disciplinary fields should they be? : : !
The major limitation in using an end-user method like this
The former TARO, for example, indicated that it did not to get “wish lists” is the tendency to disregard budgetary A
have strategic human resource planning but relied on estab- constraints. The research managers tend to base their man-
lished and funded posts. The former TALIRO, on the other power needs on expected expansion and through fear that 1
hand, responded to such “wish questions” based on specific their annual personnel allotments might be cut by the minis®
staffing ratios as follows: try of finance. However, using the “wish lists,” the research
Table 3. Expectations of Demand for Highly Trained Manpower, by Specialization for the year 1988 to 2000
Specialization Bachelor’s:  Master’s PhD Total Percent of Total :
Crops (General) 5 24 13 42 6.2
Crop Breeding - 21 18 39 58
Crop Protection 29 - 106 - 20 155 23.1
Horticulture 1 3 2 6 0.9
Soil Science 1 7 3 11 1.6
Animal Science (General) 64 18 3 85 12,6
Animal Nutrition - - - - -
Animal Breeding - 3 2 5 0.7
Range and Pasture Mgt. 50 34 8 92 13.7
Hides and Skins - - - - -
Veterinary Science/Med. 68 44 7 119 17.7
Technical Specialities 2 6 7 15 2.2
Agricultural Engineering 10 5 1 16 . 2.4
Agricultural Economics 7 4 2 13 1.9
Irrigation . - - - - -
Home Economics and Food Sci. - - - - -
Extension - 1 2 - 3 04
Agricultural Education - - - - -
Research - 3 4 7 1.0
Accounting : ' 10 - - 19 2.8
Admin. and General Mgt. - 3 - 3 04
Other * , 4 2 38 ' 44 6.5
Total = 261 283 128 672 99.9
Percent of Total 38.8 42.1 19.0 - 999
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System may end up having too many researchers, with the
®Sult that physical resources and operating funds will be in-
:dequatc. Researchers will have trouble conducting the re-
ezarCh they were hired to do, and they will become frustrat-
and demoralized. Besides, the potential supply of highly
Ned personnel from our local universities, particularly at
¢ Master’s and PhD level, is uncertain.

'?)mOre serious effort in establishing staffing requirements
! fesearch in Tanzania will be made after priority setting
d Programming have been completed.

Conclusions

This Paper has focused on staffing in the Tanzanian NARS
On the approaches that have been used to determine

. f Ing requirements for research, along with the limita-

008 Of these approaches. Since a master plan for research

Currently being drawn up, No attempt was made here to

Quire up Wifh concrete manpower requirements. The re-

On:fnents indicated in this paper were based on a survey

dem In 1987 using the end-user method; the matching of
and and supply is still a problem.

NOtes

b, Mende is a senior agricultural training officer and
head of the Sectoral Manpower Planning Unit within
¢ Commission of Research and Training, MALD,
ar es Salaam, Tanzania.

The Ministry of Agriculture and the Ministry of Live-
Stock Development were formed in 1980 and merged

38ain in 1984 to form the current Ministry of Agricul-
Rre and I ivestock Development (MALD).
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3. The ministry has started to implement most of these
recommendations. '

4. The compulsory retirement age in Tanzania is 55.
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APPENDIX 1
Proposed Zones [

Zone Zonal Center Research Stations Training Institutev Coverage
Lake - Ukiriguru Malya LPRC, Maruku, Lubaga MATI Ukiriguru Mwanza
Mwamala, Mwanhala, Bwanga MATI Nyegezi Shinyanga
Kituntu, Mabuki MATI Maruku Mara, Kagera
Southern Uyole Mitalula, Mbimba, Ismani MATI Uyole Mbeya, Ruvuma
Highlands Kifyulilo, Igeri, Ndengo Iringa, Rukwa
Suluti, Nkundi \
Northern Salien * West Kilimanjaro, Lyamungu LITT tengeru Kilimanjaro
Miwaleni, Hanang “Arusha
Southern Naliendele Mtopwa, Nachingwea MATI Naliendele Mtwara, Idindi
Central Mpwapwa Hombolo, Kongwa, PRC LITI Mpwapwa Dodoma, Singida
Eastern Ilonga Mlingano, LPC Tanga, Katrin MATI Ilonga . Morogoro;
: Kibaha, Marikitanda, MATI Mlingano Pwani,
Chambezi, Mpiji, Muheza, LITI Morogoro Tanga,
Horticulture LITI Buhuri Dar es Salaam
Western Tumbi Mtanila (Chunya) MATI Tumbi
Seatondale (Iringa) MATI Mubondo Kigoma, Tabora
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_ APPENDIX 2 .
Proposed Organization of the Research and Training Department, MALD

Ministry of Ministry of Finance, Minister for
Education Economic Affairs, & Agriculture and
Planning Livestock Development
: ! | .
Sokoine National Deputy Deputy
University Commission for Minister Minister
B of Agriculture - «Science & Technology| (MALD) (MALD)
l
| | Principal
| l - — — — Secretary
- | L D
Agricultural & Livestock l
Research & Training |, ___ Deputy Principal Director
_ Council __I Sccrctar;r Manpower Development
—Policy, priorities l (MALD and Administration
~Allocation of Funds
_ —Research/Extension Coordination
R L Yy .
esearch Performance Monitoring Commlssmn.er' (Funcnon control)
_ Research & Training
- Planmng & Accounting
Evaluation Unit
Unit
~Research program costing,
—Design, operation of research budgeting, reporting
planning/ evaluation, system ~Finance, accounts, reporting
- updating —Stores accounting
—Fixed asset accounting
—Procurement/stores
r -Office services
g Tecmcal : ~Transport control
Committee ~Personnel administration
Assi.stam Assistant Assistant Assistant Assistant
;nmlssmncr Commissioner Commissioner Commissioner Commissioner !
P Research Livestock Research Training Farming Systems Support Services |
~Oenery Research !
1al scienific -Gen.eral scientific sfxpport ~Research staff training ~Soil & land use survey j
Sistance 1q CRTS"IPPO“ ~Assistance to CRT in —Extension training —Develfx?mcm & —Analytical chemistry |
Ragemeny B in management of ZRTCs (staff with diplomas/ supervision -Library, information |
RTCs f FS h i i
certificates) of FS research . _services
-Liaison with extension -~Biometrics
—Agri. engineering
—Computer services
Directors
Zonal Research &
Training Centers
(ZRTCs) ;
|
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RECRUITMENT AND SELECTION*

Paul Marcotte

Re‘_'ruitmem and selection is the process by which organi-
Zations obtain employees with the right skills, training, and
Motivation and by which individuals obtain positions that

f}H their personal needs and aspirations. Basically, the re-
CTuitment process entails identifying potential applicants

d ascertaining how well they fit organizational needs. Se-
ecu?n, on the other hand, is a process of prediction, or

ng an informed estimate on the potential for an appli-

Gn’s success on the job.

C°n°°ptually, there is a logical sequence of activities in-
S::i"efi in acquiring employees, and these are position de-
Strapuon’- person specification, person profile, recruitment
datategy' mte'rview planning, interviews, and analysis of
Cruitand decision. These are illustrated in Figure 1, the re-
. ment/selection model. This paper briefly defines and
SCribes each of these activities and identifies the tools or

gro‘fedures required to accomplish them efficiently and ef-
°Ct1ve1y,

Position Description

Igu‘;rtder 10 write a clear statement of what roles a person
ing i Play a}nd what tasks and functions they are to perform
analjo?’ itis necessary to conduct a job analysis. A job
pongsm Is the process by which a job is dissected into com-
of ¢ hem parts, wt'uch are then studied to identify the nature
vin Work. This requires looking at the tasks performed
fon Cumbents, defining functions, and collecting informa-
about the tasks and functions.

T ,
d:f‘k and function, according to job analysis literature, are

1ned as follows:

T ask «, 4. . . . .
a discrete organized unit of work, with a definite

beginning and end, performed by an individual to ac-
complish the goals of a job.”

8raph;?per SUmmarizes material from a variety of sources (see biblio-

)- Any ¢ hy o
SOurce listed),, TTors are the responsibility of the author, not of the original

Function “abroad subdivision of a job composed of a
group of tasks that are somewhat related because
of the nature of the work or the behavior in-
volved.” (Gael 1983: 9-10) [There are two

types}:

1. supervisory work (organizing, planning, direct- -
ing, developing)

2. direct work (maintaining, repairing, operating)
In studying the component parts of a job, it is also neces-
sary to identify critical incidents encountered by incum-

bents.

To accompl‘ish this, it is necessary to do the following
(O’Hare and Associates 1988):

* Identify what léd up to the incidents.

*  Determine staff behavior that was effective (or ineffec-
tive).

. Identify the consequences of critical behavior. .

* Determine if the consequences were within the control
of the staff member.

* Calculate the frequency of tasks.

+ Identify the ‘importancc of tasks.

The synthesis of the critical incidents of the incumbent and
the well-defined job elements (i.e., tasks and functions) pro-
vide information for writing a clear statement on expected

performance: the job or position description.

The elements that should be included in a job (position) de-
scription are as follows (Egan 1988a: 116-117):

1. the mission or purpose of the job in broad terms

2. alist of specific responsibilities




Position

Description
(‘ Recruitment Assessment Interview
Strategy Strategy Planning
Vacancy /
Person
Profile
®
Advertisement r--=-—
or Other . ) Analysis of , Entry
Communication Screening Interviews — Data & —— and
Petson Decision | Socialization |
Specification - —

Figure 1. Recruitment and Selection

Copyright 1989, O’Hare Associates, Inc.




reservations of authority (such as committing the organi-
zation’s funds or completing contractual arrangements
Wwith outside organizations)

a description of working relationships with other posi-
tions

Specific objective measures or standards for the work

the assets, contacts, and specialized experience the indi-
vidual brings to the job and is expected to maintain and
develop (These represent the individual’s “personal” in-
Vestment in the organization.)

the salary range of the position and the way in which
both individual and organizational accomplishments
Will be judged in determining salary decisions

a statement of personal liability in the event of individu-
al or organizational failure, including the effect on sala-
Ty, émployment, and probable future allocation of hu-
man and physical resources

f'\j°b description form that identifies the main element of a
Job description and briefly describes the context of each ele-
ment is attached for general information (appendix 1).

Person Specification-

inﬁ‘dqiﬁon to the elements outlined above in the job de-
CTiption, there may be other skills or characteristics re-
Quired for the successful completion of a job. These may be
ore 'ype of“personal” investments (such as assets, contacts
Specialized experiences) outlined in number 6 above, or

©Y may be“personal” characteristics or behavior such as
sertiveness,

eAdfom f.or identifying the person specifications of know!-
joge’ skill, work experience, and people skills versus the
Content/unit it is attached (appendix 2).

PerSOn Profile

In;;ddition to the job analysis and person specification,

) 0‘: may bc? factors required to assure a proper team mix

pl.omga,fu.zanonal culture. A process to establish this“person

Spceits u}cludes the following steps. The generic person

Sona] Ication sh‘om'xld be reviewed to identify any uniqu; per-

Charg Cha.rac.:tenstws, such as knowledge, skills, or social

i Cteristics, that may be required. Next, significant oth-

o 1.¢., other staff members on the team or unit, should be
Dsulted to determine if they need or desire particular

. :s Of people for their units. The staffing mix should then
eViewed for demographics, skills, etc.

B -
ZSed On this review, likely changes in roles or people over
fext few years should be considered. Having identified
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the likely changes, there should be reflection on the unit
culture, and efforts should be made to identify the type of
person who is likely to fit in —and either maintain or add to
the culture. Finally, based on this needs profile, priority re-
quirements for hiring should be determined.

Recruitment Strategy

Once the position has been analysed and the desired charac-
teristics are agreed upon, the recruitment strategy must be
defined (see appendix 4). Initially the labor market must be
analysed, which, according to economists, entails recogniz-
ing labor market bounderies, identifying available skills, as-
sessing the organization’s attractiveness and visibility, and
being aware of the economic conditions of the labor market
(Sayles and Strauss 1981: 172).

Once this has been accomplished, there are a variety of
sources of recruits that may be considered. These include
advertising, employment agencies, educational institutions,
professional organizations, the military, labor unions, field
trips or field recruiting, walk-ins, write-ins, intercompany
transfers, employee referrals, and computer matching ser-
vices (Cascio and Awad 1981: 21).

Regardless of the source of recruitment, the advertisement
must contain essentials about the job. Typically, an ade-
quate advertisement includes a statement about the mission
of the organization, the outcome expected, the working role
for the individual, the responsibilities of the job, prospects
or career potential, and salary information.

Once a position has been advertised, an additional effort
should be made to identify people who know potential can-
didates, or who know others who may know candidates or
where to look for candidates. '

Finally, it should be determined how much time should be
invested in looking for recruits and where would be most
likely to yield the fastest and best results, given the time
and resources allocated to the process.

Assessment Strategy

As stated earlier, the selection process is basically one of
prediction, with the objective being to find the best person
for a given position. The assessment strategy entails creat-
ing and using instruments, tools, or processes to effectively
assess the candidates against the person profile require-
ments for the position.

While it is understood that 100 percent prediction is impos-
sible, the careful preparation and choice of selection instru-
ments will enhance the prediction possibilities. These selec-
tion strategies include application forms, tests, interviews,
reference checks, and possibly probationary periods for a
more extended look at the candidate.




The application form is a traditional device for collecting
information on (1) demographics — age, sex, education,
and training, (2) work experience — previous positions, re-
sponsibilities, and tenure, 3) professional activities, such as
society membership and publications, and (4) personal in-
formation, such as aspirations, interests, and special skills.

These forms may be used for a number of purposes. They
indicate the applicant’s ability to write, organize informa-
tion and thoughts, and provide an expression of personality.
The sequence of work experience and the acquisition of
skills may also indicate the development or lack of a career
path. While the application form also provides information
about references, these may have limited value because ap-
plicants normally list only favorable references; however,
they do provide confirmation about previous experiences.

The interview is the most widely used selection device.
While it is considered to be an excellent means of assessing
applicants in that it provides a sample of the applicant’s be-
havior, motivation, and interpersonal skills, it also is gener-
ally the most unreliable and invalid selection device.

Some negative aspects of interviewing are listed below:

» Interviewers have stereotypes of what they consider to
be a good employee.

+ Interviewers tend to accept or reject applicants early in
- the interview process.

*  Negative information tends to have a greater impact
than positive information.

* The interviewer’s judgments are influenced by previ-
ous interviewees as well by the applicant.

* Interviewers have difficulty in correctly assessing per-
sonality traits.

* The interviewee’s appearance can influence the inter-
viewer.

* Interviews can be discriminatory.

Some of the positive aspects of interviewing are as follows
(Arnold and Feldman 1986: 439-440):

* The interview provides the organization with the oppor-
tunity to give information to the applicant.

¢ The organization can sell itself if the applicant is out-
standing. Co o :

¢ The interview can be used to project a positive image
of the organization.
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e The interview can be a source of additional informa-
tion about the applicant.

+ The interview can provide information on how the indi-
vidual will fit into the organizational culture.

There are a variety of tests to assess the candidate. Formal
testing can be categorized by type, such as performance, in-
telligence, aptitude, and personality. Generally, perfor-
mance tests demonstrate the applicant’s ability to accom-
plish a task. Intelligence tests measure native intelligence
with the assumption that more intelligent people can learn
tasks more quickly and efficiently. Aptitude tests measure
learning ability, and personality tests measure willingness
to learn and maintain a high level of performance.

There are several assumptions underlying testing proce-
dures. These include the following (Sayles and Strauss
1981/:182):

1. There are significant differences in the extent to which
individuals possess certain characteristics.

2. There is a direct and important relationship between
these characteristics and the ability of individuals to ac-
complish certain goals.

3. These characteristics can be accurately measured and
the relationship between test results and job perfor-
mance can be evaluated.

There are also several issues in testing that organizations
must consider — the reliability of the test instrument, sta-
tistical inference, causality versus correlation, and cost.

Interview Planning/Interviews

In addition to the strengthis and weaknesses of interviewing
as a process (as identified earlier in the section on assess-
ment strategy), interviews must be planned so that the best
information possible can be gathered (see appendices 7 and

In order to accomplish this, the objectives of the interview
should be clearly defined. The first step is to identify and
evaluate the candidate in terms of the match between organ-
izational requirements and the individual’s capabilities.

.The second objective is to provide information about the

job to candidates so that they can realistically make a deci-
sion about the position. The third objective is to communi-
cate what the organization stands for. Finally, the candidate
should be persuaded that this decision is a correct one. It
should be recognized that there are potential problems or -
weaknesses in interviewing. Planning for and structuring
the interview should help to overcome these weaknesses.
The following table suggests ways the interview process
can be strengthened. ' :




Table 1, Suggestions for Improving the Interview

LUsea Structured interview format.

*“Tovide a complete job description to interviewers.

' St_i trained interviewers.
Give applicants a chance to talk.
Avoid stressful interviews.
Avoid questions that are discriminatory.

' V8¢ multiple interviewers.

* Avoid quotas,

" \eeD structured written records.

* 8¢ the interview as only one aspect of an overall
Selection system,

SOURCE: Arnold aad Feldman (1986: 441),

;n:;:f are several forms attached in the appendices which
ing d_bc f:onsidcred for interview planning and interview-
ing sguldelmes. While these will assist the process by help-
Sociai!m-thc best candidiate for the position, the next step,
- alization, is of equal importance. This is the process by
Chpeople are transformed into effective, participating

m - - .
pa‘::bers of the organization. This is the topic of the next
r.
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Appendix 1
JOB DESCRIPTION FORM*

1. IDENTIFY JOB CONTEXT
Current title,

Department and division in which job is situated.
| The contribution the position makes to the overall mission of the division and department.

2. RESPONSIBILITIES

Describe responsibilities or desired outcomes of the job clearly, quantifying wherever possible, and
record the means by which the responsibilities are to be accomplished.

*Copyright 1989, O'Hare Associates, Inc.
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3. WORKING RELATIONSHIPS
List the working relationships with supervisors, clients, colleagues, subordinates, and people of other
departments that effect the successful accomplishment of the desired outcomes of the job.

4 RESOURCES |
List the resources to be used: people, equipment, money.
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5. SUPERVISION
Specify the line of supervision, the criteria and procedures by which accomplishments are evaluated,
and the sources and frequency of feedback.

6. WIDER CONTEXT '
In addition to working relationships, list any steering commitees, advisory groups, professional .
groups, or contacts outside the organization with which the incumbent is expected to interact.
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7. PHYSICAL CONDITIONS ‘
Where is the work performed? What are the work hours? Does the job require stamina or accuracy?
Does it entail travel? Are there any accident or health risks or stress factors?

| & REWARDS
i ~ State grade, salary range, and benefits applicable.
;

9. CAREER
State the career prospects, including promotion, lateral transfer, and relocation — the career potential :
of the position. ,, ’ :
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JOB DESCRIPTION FORM

IDENTIFY JOB CONTEXT
PURPOSE/DUTIES

RESOURCES

WORKING RELATIONSHIPS
WIDER CONTEXT

PﬁYSICAL CONDITIONS

* REWARDS

SUPERVISION AND AUTHORITY

CAREER
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Appendix 2
PERSON SPECIFICATION*

JOB CONTENT/

KNOWLEDGE

SKILL

WORK
EXPERIENCE

PEOPLE
SKILLS

UNIT FIT
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Appendix 3

PERSON PROFILE*

+ REVIEW PERSON SPECIFICATION (GENERIC)

'« CONSULT SIGNIFICANT OTHER/S

+ REVIEW STAFFING MIX IN THIS POSITION, IF ANY

« CONSIDER LIKELY CHANGES IN ROLE/PEOPLE OVER NEXT FEW YEARS

« REFLECT ON UNIT CULTURE AND TYPE OF PERSON
WHO IS MOST LIKELY TO FIT

+ DETERMINE PRIORITY REQUIREMENTS (THIS TIME AROUND)

*Copyright 1989, O’Hare Associates, Inc.
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Appendix 4
RECRUITMENT STRATEGY*

+ ANALYZE THE LABOR MARKET
+ CONSIDER/IDENTIFY POSSIBLE SOURCES
+ IDENTIFY SOURCES TO BE TAPPED

. CONSIDER IMAGE TO BE PROJECTED IN COMMUNICATING
AND/OR ADVERTISING

+ IDENTIFY OTHERS (INTERNALLY/EXTERNALLY) WHO SAY THAT THEY

« KNOW POTENTIAL CANDIDATES

+  KNOW PEOPLE WHO KNOW POTENTIAL CANDIDATES
-+ KNOW WHERE TO LOOK

+ DETERMINE WHERE YOUR INVESTMENT OF TIME AND OTHER
RESOURCES IS MOST LIKELY TO REAP THE FASTEST/BEST RESULTS

« PLAN RECRUITMENT COMPAIGN

*Copyright 1989, O’Hare Associates, Inc.
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Appendix §

Assessment Strategy*
+ PERSON
+ PROFILE
« REQUIREMENTS MOST
EFFECTIVELY
ASSESSABLE
. ‘ THROUGH

*Copyright 1989, O’Hare Associates, Inc.
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+ APPLICATION FORM

« INSTRUMENTS

« TESTS

« ASSESSMENT

CENTER

+ INTERVIEWING

« 'REFERENCE CHECKS

« PROBATIONARY
PERIOD ‘




Appendix 6
OBJECTIVES OF THE INTERVIEW*

1. TOIDENTIFY/EVALUATE

2. TOPROVIDE

3. TOPROIJECT

4. TO PERSUADE

*Copyright 1989, O’Hare Associates, Inc.,
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Appendix 7

INTERVIEW PLANNING AND REVIEW FORM*

ITEM TO BE
ASSESSED

QUESTION(S)/
SITUATION(S)

ASSESSMENT
OF RESPONSE

EFFECTIVENESS
OF QUESTIONS/
SITUATIONS

CHANGES/
IMPROVEMENTS

. FOR NEXT TIME
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Appendix 8
10 + 1 INTERVIEWING GUIDELINES*

1. KNOW WHAT YOU WANT TO KNOW AT THE END OF INTERVIEW.

2. FRAME QUESTIONS/SITUATIONS DURING PREPARATION TO ELICIT
WHAT YOU NEED TO ASSESS.

3. SAFEGUARD AGAINST BIASES.
4. MODULATED TONE OF VOICE.
5. USE LISTENING, PROBING, EMPATHY, FEEDBACK, AND CHALLENGING.
6. TAP INTO FEELINGS AND CONTENT.
7. USE HYPOTHETICAL SITUATIONS AND ROLE PLAYING.
- 8. CHANGE STRATEGY TO RESPOND TO CANDIDATE.
9. USE SILENCE TO FACILITATE DISCLOSURE.
10; TEST ‘PERSONALITY RANGE.’

10+1 COMPARE CANDIDATE’S DISCLOSURES WITH HIS/HER SELF-PERCEPTION.

*Copyright 1989, O'Hare Associates, Inc.
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Appendix 9

OPEN-ENDED QUESTIONS*

The open-ended questions below are arranged in categories to facilitate selection in preparation of an interview structure. Each

uestion is indicated as being useful for initiating exploration of a candidate’s intellectual, motivational, personality, and/or
q g g €Xp P

knowledge suitability.

I Intellectual factor

P Personality factor

M Motivational factor

I

K Aptitude or knowledge factor

Possible Use

M

P

K

Work Experience

What changes have you ever made in your.approach
to others in order to become better accepted in your work setting?
What kind of people do you like to work with?
What kind of people do you find it most difficult to work with? Why?
Do you prefer working alone or in groups?
In your last job, what would you say were the main
drawbacks to pursuing that kind of a job as a career?
Starting with your last job, what would you tell me about
any of your achievements that were recognized by your superiors?
Can you give me an example or two of your ability to manage or supervise others?
What are some things you would like to avoid in a job? Why?
In your previous job, what kind of pressures did you encounter?
What would you say is the most important thing you are
looking for in an employer?
How do you feel about travel? On the average how many
nights a week would you be willing to be away from home?
What were some of the things about your last job that you found difficult to do?
What are some of the problems that you encounter in doing your job?
Which one frustrates you the most? What do you usually do about it?
How do you feel about the progress you have made with your present company?
In what ways do you feel your present job has developed
you to take on even greater responsibilities?
What would you say was the most, or least, promising job you ever had?
Why do you feel that way?
What do you feel has been your greatest frustration or disappointment
on your present job and why do you feel this way?
What are some of the reasons that are prompting you to consider
leaving your present job?
What are some things you particularly liked about your last job?

Most jobs have pluses and minuses — what were some of the minuses in your last job?

Do you consider your progress on the job to be representative of your ability? Why?

e VENEVEVEY,

K XX X

X XX

R XX

>
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What are some of the things about which you and your supervisor
might occasionally disagree?
How do you feel about the way you or others in the department
were managed by your supervisor?
In what ways has your supervisor helped you to further develop your capabilities?
What are some of the things your boss did that you particularly liked or disliked?
Why did you feel that way?
How do you feel your boss rated your work performance?
What were some of the things he/she indicated you could improve upon?

Reactions to the job and company

What do you see in this job that makes it appealing to you
that you do not have in your present (last) job?

How do you evaluate our company as a place to build your future?

Iknow you don’t have a good perspective of this job yet —not being in it -
but from your present vantage point, what would you say there is
about the job that is particularly appealing to you?

What would you say might not be highly desirable?

What is it that your are looking for in a company?

Goals and Ambitions

Where do you see yourself going from here?

You may not have any particular goal at this time, but if you did,
what might you be thinking about?

What is your long-term career objective? What do you feel you
need to develop yourself in to be ready for such a spot?

What is it you have going for you that might make you successful in such a job?

What are some things you would want to avoid in future jobs? Why?

Do you have any particular salary goals or targets? (If he/she describes
some, ask how he/she arrived at them.) What makes you feel you will be
able to earn that kind of income in____ years?

What kinds of job or career objectives do you have?

Who or what in your life would you say influenced you most with regard to
your career objectives?

Can you pinpoint any specific things in your past experiences that
affected your present career objectives?

Leisure-Time Activities

What do you enjoy doing in your off hours?

What do you like to avoid getting involved in during your off hours?

Are there any talents you possess that are used during your leisure time
that you have not been able to apply in a work situation?
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Appendix 10
INTERVIEWER EVALUATON CHECKS*

+ Did I enter the interviews adequately informed about the position and the characteristics of the person
we are looking for to fill it? '

« Had I drawn up a format to help me focus my data gathering during the interview?
+ Had I agreed on the evaluation critieria with the other interviewers in this selection process?

+ How well did I do in the following areas:

Establishing Rapport
+ Putting the candidates at their ease?
+ Privacy?
» Squared? Open? Leaning forward? Eye contact? Relaxed?
+ Getting the candidates to start talking?
 Listening rather than talking?
+ Playing down unfavorable information?
« Avoiding disagreements?
« Giving pats on the back?
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