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Ottawa 

ISNAR External Review - Agenda Item 8 I/ -_I_ - 

Dr. Montague Yudelman, Chairman of the External Program Review 
of ISNAR, presented a brief summary-of the Panel’s findings. He said 
the principal recommendation was that the five-year sunset clause be 
removed and ISNAR accepted as a full-fledged member of the CGIAR. The 
increased flow of financial resources to national systems had made the 
need for ISNAR’s activities greater now than when it was founded. 
ISNAR’s performance had earned it the support, confidence, and respect 
of the national systems that use its services. The Panel also suggested 
that ISNAR focus its activities more than it had in the past. It should 
remain small and confine itself to a limited range of activities. It 
should not get involved in extension nor should it become a service 
institution for other CGIAR Centers or a fund raiser for national 
research systems. ISNAR’s mandate should be modified to remove some 
unrealistic expectations along these lines. 

The Panel pointed out the need for a strategy that spelled out 
ISNAR’s goals and objectives. A clearer strategy would help ISNAR make 
choices when demand for its resources exceeded supply. In determining 
criteria for national involvement, special consideration should continue 
to be given to Africa. ISNAR should also leave implementation 
activities to other agenc.ies and limit its involvement in special 
projects. The Panel recommended that ISNAR continue its emphasis on 
training and on strengthening its research, especially on priorities and 
resource allocation. 

Dr. William Tossell, Chairman of the External Management 
Review, reported that ISNAR was well managed , staff morale was good, and 
support services were effective. He added the Center was well-sited and 
developing a good reputation with its client countries. However, the 
Review Team thought that ISNAR needed better strategic planning and a 

L/ Extract from “Main Conclusions Reached and Decisions Taken”, 
Consultative Group Meeting, May 19-23, 1986, Ottawa. 
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clearer mandate. He pointed out that demands on ISNAR were more complex 
than those made on a commodity center; because ISNAR was service- 
oriented, it had to respond constantly to outside forces. The REVIEW 
Team also concluded that the Board should be decreased from 15 to 1% 
members, and the Directot General should be allowed more delegation of 
authority. 

Dr. Robert Cunningham, Chairman of the Board of ISNA;, 
responded that the Board of ISNAR was receptive to both reviews and was 
particularly pleased that client countries spoke so positively about 
ISNAR. The Board accepted the need for better strategi,c planning and 
fewer members on its Board; however, it had reservations about deleting 
the FAO representative from the Board and about restricting special 
projects, especially in view of the limited core funding available to 
ISNAR for its operations. 

Dr. Alexander von der Osten, the newly-appointed Director 
General of ISNAR, agreed that the Reviews were fair, useful, and timely, 
and ISNAR had benef itted from the process O He added that steps had 
already been taken to improve strategic planwing. He had only one 
principal reservation: removing the FAO representative from the Board. 
Dr. Yudelman and Dr. Tossell replied that the Review Team’s suggestion 
to remove the FAO representative had received too much emphasis. 
However, Dr. Yudelman added, the Team felt quite strongly on the issue 
of limiting special projects. 

In the discussion that followed, several speakers complimented 
ISNAR on having achieved so much in a relatively short time and said 
they thought that the Center should be accepted as a full-fledged member 
of the CGIAR System. A few people remarked on the clarity of both 
reports but said they thought the Program Review had not been done in 
sufficient depth. One speaker questioned whether enough time had been 
set aside for the Review and whether enough study had been focussed on 
the impact of ISNAR. 

Mr. Husain concluded that there was general agreement on 
several issues concerning ISNAR: (1) it had performed creditably in its 
early years and should become a full member of the CGIAR System, (2) it 
should have a clearer strategic plan, (3) it needed a more complete 
staff but should remain small, (4) its main task should be to advise 
national research organizations and not get involved in research itself p 
(5) it should exercise caution in undertaking special projects, but 
there was a need for flexibility in applying this principle, (61 it 
should be involved in follow-up but not in project implementation or 
fund raising, and (7) both Reviews had been of considerable service to 
the Centers. As far as dropping the FAO representative from the Board 
was concerned, Mr. Husain said that matter was for the Board to decide, 
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Dear Mr. Husain, 

It gives me great pleasure to transmit to you the report of the 
External Program Review of ISNAR which was discussed by TAC, in con- 
junction with the External Management Review, at its 38th meeting in 
Washington, D.C. TAC was impressed with the high quality of the report 
which it found comprehensive , analytical and forward looking. TAC was 
pleased to note that ISNAR's Board and senior management were in general 
agreement with the tenor of the Panel's recommendations. 

As you are aware, at the time of its establishment ISNAR was 
given a five year trial period in which to prove itself. I am happy to 
advise you that ISNAR has successfully completed this trial period and 
has established an enviable reputation among its developing country 
clients as a small, dynamic, flexible and independent Center providing 
useful and highly sought after services. TAC is convinced that develop- 
ing countries have a continuing need for the services ISNAR provides and 
therefore recommends to the Group that ISNAR be recognized as a fully 
fledged member of the System. 

The TAC commentary on the Review is attached. The Committee 
supports most of the recommendations made by the Panel and comments 
specifically on those few with which it does not agree. 

There are only three matters on which I wish to comment here: 
ISNAR's mandate; the need for its strategic plan to be clearly articul- 
ated; and the need for a strengthened research program. 

TAC strongly endorses the refinements in focus that the Panel 
recommends for ISNAR's mandate and concurs that the Center should 
concentrate its efforts on providing services to developing countries. 
TAC is firmly of the opinion that It is not the task of ISNAR to CO- 
ordinate the other International Centers or to promote bilateral cooper- 
ation in international research. However, ISNAR should as a service to 
its developing country clients be a source of information about the 
Centers and international agricultural research opportunities. 

Mr. S. Shahid Husain 
Chairman, CGIAR 
World Bank 
1818 H Street, N.W. 
Washington, D.C. 20433 
U.S.A. 

C/O The World Bsnk, 66, avant d’lha, 75116 Paris. France 
T&I : 723-54-21 - T6lex : 620 626 - C6bla adresse INTBAFRAD PARIS 
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Due to the fact that ISNAW was called upon to prove itself 
within five years, it concentrated on operations and has yet to publish 
a well-articulated strategic plan with priorities for the selection of 
its activities o TAC considers that, as a matter of high priority, ISNAR 
should produce a strategic plan based on its experience to date. ThiS 
strategic plan is necessary for ISNAR as an organization to advise its 
clients and donors alike of its field of concentration, types of appro- 
priate activities and the criteria used in their selection. 

Finally, TAC is firmly of the opinion that ISNAR needs to 
strengthen its research program in order to utilize more fully the 
unique knowledge base on developing countries that it is compiling. 
It is precisely through the development of its research program in close 
conjunction with its ongoing practical experience, that ISNAR will 
improve its service to its client countries , achieve and maintain its 
leadership in the organization and managememt of national agricultural 
research systems and set itself apart from consulting firms and develop- 
ment institutions. 

Yprs sincerely, 
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TAC Commentary on the External Program Review of ISNAR 

In transmitting the report of the External Program Review of 
ISNAR to the CGIAR, TAC wishes to commend and thank Dr. Montagfie 
Yudelman and his colleagues for their analytical, critical and construc- 
tive report. 

At the time it was established, ISNAR was given a five year 
initial trial period to gain experience and to test the effectiveness of 
the Service. In line with provisions made in the constitution of ISNAR 
at that time, this External Review, in addition to. the usual terms of 
reference, was specifically to assess the performance of ISNAR, its 
mandate, permanent location and constitution. 

At its 38th Meeting TAC discussed the report in the presence of 
Dr. Montague Yudelman, Dr. Robert K. Cunningham, Chairman of the Board 
of Trustees, and Dr. William K. Gamble, Director-General of the Center. 
TAC also examined the External Management Review report, presented to 
the Committee by the Panel Chairman, Dr. William Tossell. 

As indicated by the response from the Board, ISNAR agrees in 
principle with most of the recommendations made by both Panels and 
proposes to take early action in defining the most appropriate ways for 
their implementation. ' 

In its consideration of the External Program Review Report, TAC 
concluded that the questions and issues contained in the terms of 
reference had been properly addressed. As the Committee strongly 
endorsed the general tenor and directions of the recommendations it 
considered that only a relatively few major issues needed to be 
addressed in this commentary. 

Performance 

The Panel has documented the important contributions made by 
ISNAR in its short history and provides evidence that there is consider- 
able merit in ISNAR's approach which should result in substantial impact 
as time passes. Institution building is a slow process but a firm 
foundation has been laid. Strong client interest has resulted in 
demands in excess of ISNAR's ability to respond, which establishes most 
clearly the need of ISNAR's services. ISNAR has evolved into a small 
institution with highly focussed aims and with a clear comparative 
advantage as outlined by the Review Panel. 

TAC is well satisfied that ISNAR is addressing that part of the 
System's goal which is related to institution building in a relevant and 
appropriate manner, fulfilling the expectations of the CGIAR at its 
foundation. TAC with great pleasure therefore recommends that the CGIAR 
formally recognize ISNAR and ensure its continuation as a fully fledged 
member of the System. 
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ISNAR’s Role, Mandate and Constitution 

TAC strongly endorses the Panel’s view that the activities of 
ISNAR in relation to developing countries are fully encompassed by its 
primary mandate to assist national research programs. However, minor 
adjustments are needed to describe satisfactorily its other ac’tivities. 

ISNAR, besides being mandated to assist developing countries 
strengthen their capacities to organize and manage their national agri- 
cultural research systems (NARS), was also expected to, provide a linkage 
mechanism between the NARS and the other IARCs and to serve as an inter- 
mediary between interested partners in the promotion of bilateral co- 
operation in agricultural research. ISNAR was given little guidance on 
how to make these purposes operational. ISNAR has rightly concentrated 
on its relationships with developing countries and has cle’arly built a 
high reputation among them as an independent, neutral and highly 
effective organization. 

One mandate issue of considerable importance concerns the 
implementation of projects developed as a result of ISNAR’s activities. 
The Panel was especially concerned that ISNAR’s involvement in project 
implementation, appraisal or evaluation would lead to a loss of much of 
its comparative advantage and independent status. It therefore recom- 
memded strongly that ISNAR 1imi.t its activities beyond the project 
preparation stage to advice, counsel and training. TAC while agreeing 
with the Panel’s concern considers that limiting ISNAR’s operations in 
this way might be too restrictive. 

TAC generally agrees with the spirit of the recommendations 
made by the Panel for changes in the constitution. The Committee 
specifically endorses those relating to the size and composition of the 
Board with the exeeption that TAC supports the Board’s view that the 
constitutional provision for FAO to be regularly represented at Board 
meetings is valuable and should be continued. This is because ISNAR and 
FAO have complementary roles, and the constitutionally appointed obser- 
ver to the Board provides a communication link and strengthens collabor- 
ation. 

With respect to all the other recommendations relating to the 
constitution, TAC is of the opinion that both the.Board and the Panel 
have similar intentions. It therefore suggests that the Board, after 
full consideration of the Panel’s analysis and recommendations, take 
action as it sees appropriate. 

Strategy and Program Balance 

TAC strongly endorses the Panel’s recommendations on the need 
for ISNAR to develop an Institutional strategy and long-term plan, 
together with clearly spelled out criteria for determining priorities 
and selecting activities among the many demands. The Committee recog- 
nizes that the constraints of ISNAR’s formative years during which the 
Center was gaining experience, prevented the development of such a plan. 
For the future, however, the preparation of a clear statement of goals 



ix 

and objectives and-the means by which they will be achieved, is a 
critical need. TAC encourages the new Director-General in concert with 
the Board and staff to set in motion the prdcesses necessary to prepare 
the long-term plan and strategy for ISNAR. This institutional strategy 
should not be confused with the flexible and individually tailored 
appraac!-!ec lsNA!? ??ses ir? addressing the needs Qf its ~Q’~ntry r l ie~.tSi 

. 

With respect to program balance, TAC considers that the 
strengthening of both research and training as recommended by the Panel 
are both appropriate and needed for the improvement and further 
development of ISNAR's services to NARS. While not wishing to constrain 
ISNAR with the resource percentages set out by the Panel, TAC considers 
that they indicate the desired direction of change. 

Research 

TAC particularly welcomes the Panel's discussion on the role of 
research at ISNAR. It strongly endorses the recommendation that ISNAR 
increase its efforts to strengthen its research program. While a 
research -role was not originally foreseen by the Task Force, as ISNAR 
has developed the need and opportunity for such a role has become 
increasingly clear. ISNAR, as the only institution within the CGIAR 
with a focus on strengthening the management capacity of national agri- 
cultural research systems, places i.t in a key position not only for the 
collection of data relevant to NARS but also for the development of 
methodologies for identifying and addressing problems in research plan- 
ning and management. TAC urges that ISNAR should utilize its rapidly 
growing data base to develop a research program of excellence to improve 
its capacity to service national agricultural research systems. 

Size, Location and Management 

TAC welcomes the statements of the Panel with respect to the 
comparative advantage of ISNAR especially in relation to size. It 
endorses the recommendation of the Panel that growth over the next five 
years to a level of about 30 senior professional staff is appropriate. 
Xt also agrees that ISNAR remain in its present location. TAC does not 
endorse a ceiling on non-core funds as recommended by the Panel, but 
strongly supports the need for continuing review and monitoring of the 
uses of extra core funds to ensure that the Center's programs are not 
distorted. 

With respect to future management structure, TAC recommends a 
thorough study of the suggestions made in both EPR and EMR reports as 
new management structures are set in place by the new Director-General. 

Resource Implications and Conclusions 

TAC recognizes that some of the recommendations contained in 
this report have resource implications and recommends that sympathetic 
consideration be given to increasing the Center's resources to bring it 
up to the recommended size over the next five years. 



In conclusion, .TAC thanks the Panel for its critical analysis 
and constructive guidance it provides ISNAR. It also notes with 
pleasure the close eomplementarity of the.recommendations of both EPR 
and MR reports which together constitute an excellent blueprint for 
ISNAR’s future development as it takes its place among the International 
Centers as a fully constituted member of the System. 
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Comments by ISNAR on the F%ternal Proqram Review Report 

General 
. 

ISNAB welcomes the Panel’s well-balanced and constructive report and 
appreciates, particularly , the forward looking, nature of the analysis and 
recommendations. The Board notes and strongly supports the prominence 
which the Panel gives to its recommendation that .XSNAR continue to be 
supported by the CGIAR and be recognized as a full-fledged member of the 
System” and that it remain in The Hague. 

ISNAR’s overall reactions to the main conclusions, recommendations and 
suggestions in the report are positive and supportive. !Che Panel was 
critical when appropriate yet complimentary when necessary. ISNAR shares 
the Panel’s appreciation and recognition of the constrained environment 
under which ISNAR was created, the uniqueness of its mission and the 
complex natute.of the activities covered by its mandate. Interpreting 
its mandate and converting into operational programs was not easy and 
ISNAN went through a learning process in its formative years which has 
set the stage for a more highly focused program of activities in future. 

ISNAR is pleased that the Panel has recognized the significant 
accomplishments of ISNAR thus far but at the same time it recognizes that 
many challenges to optimize the work of ISNAR lie ahead. .In this task 
the comprehensive review report will enable ISNAR not only to sharpen 
itsfocus of.wock but also to mobilize available resources more 
effectively. 

XSNAR appreciates the recognition and support given by the Panel to the 
way in which XSNAR has carried out its work during its first five years 
and it was pleased that the Panel highlighted the strong recognition and 
support for ISNAK which the Panel found in the countries which it 
visited. ISNAR further appreciates that the Panel has drawn attention to 
many trends in ISNAR’s work which have evolved from the experience of the 
Seevice during its first five years. 

SpccifiC Remarks 

As already mentioned, ISNAR is in agreement with most of the COnClUSiOnS 
and recommendations contained in the Panel’s report. mwevec, some which 
ISNAR considers are vital to its effectiveness and efficiency are 
SehXed for mare aetailed comment. 
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While strong suppxt is given by ISNAR to the Pknel’s recommendation that 
ISNAR be recognized as a fullfledged member of the CGIAR system, it does 
not concur with all the proposals relating to changes in the 
CBnrtitution. Xt does concur with Recommendation 1.2 to rephrase Chapter 
III.5 of the Constitution on the understanding that the Service will 
continue to develop ways and means to fulfill the role of catalyst TV 
help NARS benefit more fully from IARC’s output. However O ISNAR be1 ieves 
that having an PA0 representative as a non-voting member regularly 
attending Board meetings has not only been fruitful and constructive but 
wifl continue to be so in the future it, therefore. has reseryations 
about accepting Recommendation 1.1. ISNAR further believes that it 
should seek to develop additional mechanisms and instruments to further 
strengthen the collaboration and cooperation between the two institutions 
and other appropriate organizations. . 

ISNAR has no disagreement with Recommendation 1.3 that Chapter III.6 of 
the Constitution be deleted and it supports the related principles in 
RhcWndation 2.3. However, the hoard maintains that ISNAR should 
retain those functions which help to promote good relations between NARS 
and donors. 

‘Rae rscosmendation for a clearly-articulated strategy for ISNAR is 
accepted and ISNAR concurs that the four criteria mentioned in 
recommendation 2.1 be used with others to help in setting priorities. 
ihtever, ISNAR believes that maintaining a geographic balance of 
countries which it serves, is desireable and should continue to receive 
consideration. 

ISNAR is in accord with the principles outlined in the proposed change of 
Chapter III 13 of the ODnstitution (F&commendation 2.4) but believes that 
the present phrasing of the article in its Constitution which states as 
noted below, is adequate : 

‘13. ISNAR will, for the execution of programs or - 
projectss normally seek the services of existing 
international or national agencies. cklly in exceptional 
cases may ISMAR assume operational responsibilities. ELach 
such involvement will reguire prior approval of the IShA&? 
Board of TbusteeS, provided that costs are fully covered 
f ram non-core f unoinq o ” 

With regard to Mcommendation 2.5 dealing with Special Projects XSNAR has 
lung adopted the pd.icy that special projects should be an integral part 
of OverslP strategy and program. At the Same time, ISNAR is alSO fully 
aware of the potential dangers of special psojects distorting the balance 
and ef f lciency of overall program implementation. None-the-less e fSNAR 
believes that, considering the present financial climate and dearth of 
unrestricted funds, placing a ceiling on special project share of the I 
annual budget is too restrictive a guideline at this stage. The Board 
requests therefore, that it review and report to the CGIAR on this matters 
in view of its budget size and the nature of its SpeCiaf projects. Pt 
also shares the caxzern of the Panel for strong core smpport. * 
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While accepting the majority of the various recommendations covered by 3 
to 5 on pages 68-70 of the Program Review Report, ISNAR’s experience 
indicates that some networks and regional organizations are recognized as 
a vehicle to strengthen systems of members countries, especially in the 
case of small countries. Therefore, ISW .believes that it should 
continue to consider opportunities, as they arise, to strengthen the 
efforts of such networks qnd regional organizations to the benefit of 
national systems. 

ISNAR welcomes the emphasis by the Panel on training in Recom&dation 6 
and accepts the related proposals in this recommendation. 

ISNAR notes in Recoauaendation 7 that the EPR Panel supports the Board’s 
decision that research be recognized as a legitimate arid important 
component of ISNAR’s program and it accepts that the time is opportune to 
review the research program’s content and direction. 
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00100 ROME 
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Dear Guy, 

It gives me great pleasure to transmit to you the report of the External 
Program Review of ISNAR. 

I would like to express my appreciation to you and your colleagues for 
assembling a team of the quality of Des. Pyan, Madrid, Chigaru and 
Muhanuned and for making available the services of Dr. Herdt of CGIAR and 
Dr. Roberts-Pichette of TAC. Together they were a lively and talented 
group with a wealth of experience in agricultural research. 

We were very well treated by ISNAR; preparations for the review were 
thorough and the Director-General and his staff exchanged views with us 
in an informal and open manner. (Xlr field trips were well organized and, 
although very brief, were important in helping us to formulate our views. 

Tne fact that this m ission was appointed well in advance of its 
assignment made our task easier than it otherwise would have been. We 
had time enough to prepare ourselves so that we could use the short 
m ission to our best advantage. We commend TAC's foresight in this regard. 

I trust that you will find this report to be satisfactory. All of us are 
pleased that we could be so positive about ISNAR's first 5-years of 
operations; however, as we emphasize in the report, ISNAR is now entering 
a new phase and has to make a number of changes to enable it to be 
effective in the years ahead. We trust that TAC will give our proposals 
serious consideration. 

In conclusion, all of us on the m ission wish to express our thanks to TAC 
for having given us the opportunity to contribute to the CG system. 

Sincerely yours, 

Montague Yud&m/an 
Distinguished Fellow 

. 

1735 New York Avenue, N.W., Washingon. DC. Zoo06 202-6384300 
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ExECtJTIvEsuMMARY 

1. The Panel began its mission without any preconceived notions about 
the future of ISNAR. In the course of its mission all Panel members 
were impressed by the work of ISNAR to the extent that the Panel has 
no hesitation in recommending that ISNAR should continue beyond its 
initial, trial period and that now it should be recognized as a 1 
fully-fledged member of the CGIAR System. 

2. The Panel's observations in a number of countries and its discussions 
with national governments and donors in the field, leave little doubt 
that ISNAR is seen to have a comparative advantage in the 
strengthening of NARS and to be meeting the needs of its clients. 
Some mistakes have been made but the quality of ISNAR's work is 
improving as it learns from experience, ISNAR has been gaining 
credibility in its client countries because of its single purpose 
nature, the high quality of its staff, its independence, the style of 
its collaboration, its quick response capacity and its identification 
with the best interests of its clients. Many of the suggestions and 
recommendations in this report are intended to safeguard and enhance 
ISNAR's credibility. 

3. The Panel found that many donors at headquarters (as opposed to those 
in the field), while aware of IS&B, were confused about its role in 
the development process. The same applied to most Directors General 
of IARCS. Some donors were disappointed that ISNAR had not served as 
a vehicle to promote their interests, others regretted that ISNAR had 
not sought funds from them on behalf of their clients. Directors 
General of the IARCs were also confused about ISNAR's role as a link 
between the IARCs and NARS. Part of this confusion stems from ISNAR 
not having a clearly enunciated strategy covering the middle term; 
once it has articulated such a strategy, the Panel recommends that a 
major effort then be undertaken to clarify current misconceptions. 

4. ISNAR's performance warrants its being a fully-fledged member of the 
CGIAR System. It is the Panel's hope that this report with its clear 
enunciation of support for ISNAR, along with a clarification of its 
goals and objectives, will remove any doubt that ISNAR is "pares 
inter pares" with the other components of the CGIAR and should be 
seen as such. The rules governing the composition of its Board 
should be the same as for most other IARCs and the Panel recommends 
that its Constitution should be amended accordingly. 

5. The Panel agrees that ISNAR's early strategy of gaining experience by 
responding to opportunities from a wide geographical area, was 
sound. However, demand has now grown to the point where a different 
strategy is needed -- the scope of ISNAR's activities has to be 
defined as well as its country priorities. The Panel has suggested 
some criteria that the Board and management might wish to consider in 
this respect. 
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6. The Panel supports ISNAR's program content but suggests that more 
resources should be allocated for training and research. The Panel 
has also suggested a new initiative in training for middle level 
research administrators from NARS. It has also recommended that the 
Research Program be given a greater sense of direction and that it be 
strengthened. The Panel feels strongly that ISNAR has to strive to 
become a center of excellence, recognized for the qualit; of its 
research as well as its other services. The Panel also believes 
research is a critical element in strengthening all ISNAR's programs, 

7. The Panel accepts that ISNAR will be modest in size. The Panel 
supports the notion that it should be reorganized and managed on a 
"matrix basis" so that its limited human resources can be used more 
effectively. To this end the Panel agrees with the Management Review 
that a "Program Director" be added to the staff to assist in the 
management of the matrix. The Panel has also recommended that up to 
three professional positions be added to the core program to 
strengthen ISNAR's specialized expertise and research capacity. i.axm 
ISNAR has developed a coherent strategy then it will be possible to 
develop a more comprehensive manpower plan. The Panel trusts that 
TAC will look sympathetically on such a proposal if presented in the 
future. 

8 Finally, the Panel has suggested that ISNAR should limit its direct 
role in a client country up to-and including project preparation and 
follow-up. It should not become involved in project implementation 
or extension. It should specialize and aim at becoming recoqnized as 
the world's premier Center in the management of NARS in developing 
countries. 



CHAPTER 1. INTRODUCTION 

1.1 The Consultative Group on International Agricultural Research 

The Consultative Group on International Agricultural Research (CGIAR), 
established in 1971, is an informal association of countries, 
A,---: OL yjdIi2 zat ions, and Private institutions, ------J t cospons~rea by the Foo$ and 
Agriculture Organisation of the United Nations (FAO), the United Nations 
Development Programme (UNDP), and the World Bank. Its purpose is to 
assist developing countries increase food availability through support to 
agricultural research, resource conservation, and food policy research, 
training of agricultural specialists and scientists, and through 
assistance to governments to strengthen their capacities to organize and 
manage agricultural research systems. 

Fifty donors and 10 nondonor developing nations comprise the CGIAR. 
Included as donors are 34 governments. 11 international organizations and 
development banks, and 5 foundations. The nondonor nations represent the 
five major developing regions of the world -- Africa, Near East, Asia and 
the Pacific, Latin America, and Southeastern Europe -- and are nominated 
biennially at the FAO Regional Conferences. 

The CGIAR supports 13 autonomous but complementary IARCs each with an 
international staff supported by locally recruited scientists and 
technical staff, governed by its own international Board of Trustees. 
Each Center, by its mandate, has responsibility at a global or regional 
level for research on a specific food commodity or group of food 
commodities, on food policy, and/or performs services for agricultural 
research institutions. 

The CGIAR is supported by the TAC, which is an independent committee 
charged with periodic assessment of the quality, accomplishments, 
suitability and effectiveness of the IARC programs. Each of the periodic 
assessments (External Program Reviews), usually at 5 to 6-year intervals, 
is undertaken by an international Panel nominated by TAC after 
consultation with the IARCs' Board of Trustees and senior management. In 
addition, the CGIAR Secretariat is charged with organizing an External 
Management Review in conjunction with the External Program Review. 

1.2 The International Service for National Agricultural Research 

ISNAR was established in 1979 to promote development and strengthening of 
national agricultural research capacities in developing countries. Its 
creation was the result of agreement among the members of the CGIAR that 
such a service was needed. The formal instrument of establishment was 
the Memorandum of Understanding signed by representatives of the World 
Bank and UNDP on behalf of the Group. 

The External Review Of ISNAR 

In the Constitution of ISNAR annexed to the Memorandum of Understanding. 
provision for an initial trial period of operations was made. This 
initial period (i.e., the start up year plus the next five years) would 
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allow ISNAR to gain experience and to establish the effectiveness of the 
services it had to offer. The CGIAR at the same time decided that before 
the end of this 6-year period, the performance of ISNAR, its mandate, 
location, and constitution, should be reviewed and evaluated by the Group 
and a decision made as to whether it should continue to exist. 

ISNAR commenced operations on Qctober 1, 1980. making the end of the 
trial period 31 December, 1985. At TAC 31 in 1983, the TAC Chairman 
reported that the Cosponsors had confirmed that the ISNAR evaluation as 
called for by the Group, should be conducted by TAC along the lines of 
other External Reviews and that the review should take place towards the 
end of the trial period. 

TAC subsequently decided, in consultation with the ISNAR Director General 
and the CGIAR Secretariat, that the first External Program Review of 
ISNAR, with a simultaneous External Management Review, should be 
undertaken between 22 August and 20 September, 1985. 

Following agreement on the timing of the review, and in consultation with 
the Board of Trustees and Management of the Center, TAC constituted a 
five-member External Program Review Panel with Dr. Montague Yudelmam as 
Chairman, while the CGIAR Secretariat constituted a two-member External 
Management Review Panel with by DIP, William Tossell as Chairman. 
Membership of both Panels is given in Annex I. 

1.4 Terms of Reference and Background Documentation 

The External Program Review Panel was charged with the following 
responsibility as laid down in the Terms of Reference for External 
Reviews*: 

"On behalf of the Consultative Group, to assess the content, quality, 
impact, and value of the overall program of the Center and to examine 
whether the operations beinq funded are being carried out in line 
with declared policies and to accepted standards of excellence." 

In order to pursue this responsibilty, the Panel was charged to Pay 
particular attention to the mandate of the Center, to its relevance, 
scope and objectives and to ISNAR's long-term plans, its program and 
budget, the content and quality of its activities, and to its impact and 
usefulness. In accordance with the provisions of the Terms of Reference 
(item 3 [vii]), a list of questions and issues specific to ISNAR were 
assembled as a result of responses to requests to the CGIAR members, 
ISNAR Board and management, and Chairman of the Panel. and from the 
Chairman and Members of TAC. The detailed Terms of Reference together 
with the specific questions and issues are given in Annex II. 

Background documentation on the mandate, history* evolution, and-programs 
was provided to Panel Members by ISNAR and the TAC Secretariat, The 
complete list of documents available to the Panel are given in Annex III. . 

* AGR/TAC:IAR/84/2 External Program Reviews of the International 
Agricultural Research Centers "Terms of Reference and Guidelines." 
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1.5 External Program Review Activities 

The External Program Review Panel first assembled at ISNAR's headquarters 
in The Hague, Netherlands, lo-13 December 1984, to attend the annual 
Internal Program Review and to become acquainted with the institution. 

On 3-7 May 1985. the Panel Chairman and one member together with the 
observer from the CGIAR Secretariat and the Panel Secretary attended the 
ISNAR Program Committee, Joint Program and Executive Committee( and Board 
of Trustees meetings. This group also paid a visit to FAO on 9-10 May 
1985, to discuss FAO's assessment of ISNAR's role and performance. 

The main phase of the Review started 22 August 1985, when the Panel split 
into two teams to visit a representative group of developing countries 
and to discuss with government leaders, donors' representatives and 
others, the role and importance of ISNAR. The whole Panel reassembled at 
ISNAR headquarters on September 6, 1985, to complete its evaluation and 
prepare a report. On 20 September 1985, the Panel Chairman presented the 
observations and recommendations contained in the report to the Board of 
Trustees, the Director General and staff of ISNAR. The detailed program 
of the Review is given in Annex IV. 

1.6 The Structure of the Report 

The Panel has structured its report so that this introduction is followed 
by a series of analytical chapters dealing with the establishment of 
ISNAR, its activities, support services and relationships with other 
institutions. These chapters are followed by the Panel's overall 
assessment of ISNAR's relationships with its clients, its activities, and 
its future. 

The Panel has felt free to make any observations or recommendations it 
believed to be significant. It recognizes that the report it has 
prepared, for which it accepts sole responsibility, in no way commits TAC 
or the CGIAR to consequent action. It wishes to emphasize that Panel 
Members were unanimous in support of the report and its recommendations. 
The final chapter, ISNAR: An Overview, presents the Panel's main 
conclusions and recommendations. An Executive Summary has been provided. 

%*7 FOP low-Up 

On completion of the review and the oral presentation of the findings to 
the ISNAR Board and staff, the Chairman of the Panel formally transmitted 
the Panel's report to the Chairman of TAC. The Committee subsequently 
requested the Chairman to present the Panel's finding at its 38th myetinq 
in Washington, DC, October 22-25, 1985. TAC considered the report in the 
presence of the ISNAR Board Chairman and the Director General. Following 
preparation of written commentary, the Chairman of TAC transmitted the 
report,to the CGIAR together with the TAC Commentary and the reactions of 
ISNAR. 
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CHAPTER 2. THE RATIONALE, MANDATE AND ESTABLISHMENT OF ISNAR 

Background and History of ISNAN's Establishment 

fn the 1950s and 196Os, there was a widespread belief that many of the 
important research needs of developing countries could be met only 
through the creation of a number of IARCs located in the tropics. The 
escalation of support for the CGIAR through the 1970s attests to this. 
As the international system evolved, it became increasingly apparent that 
an international effort was no substitute for national efforts: 
furthermore. it also became clear that an international effort would only 
be marginally effective unless it was complemented by'strong national 
programs. Consequently, increasing attention was given to questions 
about the effectiveness of national research systems and the role that 
the international community could play in assisting in the development of 
these systems. 

To address these questions, the Rockefeller Foundation and the government 
of the Federal Republic of Germany convened a meeting in Munich in April 
1977, to discuss the possibility of creating and supporting a service to 
assist the development of NANS in developing countries. The Rockefeller 
Foundation proposed international support for the newly created XADS to 
undertake a range of activities that included services to enhance 
research but which would extend beyond research; the meeting also 
considered the present and future role of FAO in supporting NAB. 
Meetings to explore the concept were also held with directors of NAFG in 
developing countries -- most notably in Bellagio in October, 1977, with 
the heads of agricultural research from 17 countries. 

The meeting in Munich -- which was attended by a substantial number of 
donors - developed a proposal "to establish an international service to 
strengthen agricultural research in developing countries." The Munich 
group paid tribute to FAO and IADS but supported the creation of a new 
service that should be international and autonomous in character and a 
part of the CGIAR. The proposal was discussed at the 17th meeting of the 
TAC in April 1977. 

2.1.1 The Task Force 

The TX, after examining the status of national agricultural research in 
developing countries, recommended to the CGIAR that a Task Force be 
established "to consider the need for an international service to 
strengthen national institutions and programs for agricultural 
research." The terms of reference for the Task Force were: 

(a1 to identify the constraints on the availability and application 
of external assistance to strengthen national agricultural 
research capabilities in developing countries: 

. 

(b) to consides the feasibility and desirability of alternative 
means of overcoming these constraints, including the creation of 
an international service or other appropriate entity; 
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(c) if the Task Force concludes that some.new initiative by the 
CGIAR is desirable and feasible, to prepare a specific action 
proposal for consideration by the CGIAR. 

A Task Force consisting of 15 distinguished individuals from developed 
and developing countries was assembled under the Chairmanship of Mr. 
Richard H. Demuth. The Task Force completed its report in August 1978. 
Since this report has been the basic document guiding the development of 
ISNAR it is useful to provide the summary of the Task Force's u%animous 
recommendations in extenso (Task Force Report pp. ii-iv): - 

"The Task Force has concluded that: existing agencies, multilateral 
and bilateral, cannot meet the pervasive needs of national 
agricultural research systems in full, that additional assistance is 
needed, and that it can best be organized as an extension of the 
activities of the Consultative Group on International Agricultural 
Research (CGIAR). The Task Force therefore recommends that a new 
Service for strengthening national research capacities be created 
under the aegis of the CGIAR, with well defined functions, 
particularly the provision of assistance in research planning, 
organization and management. Such a new Service, in the view of the 
Task Force, would be a logical expansion of CGIAR's concern to assure 
that-the benefits of improved technology are made widely available to 
increase global agricultural production." 

"The Service should have characteristics that would enable it to 
operate with maximum effectiveness, i.e., it should be autonomous and 
nonpolitical in management, staffing, and operations: it should be a 
"center of excellence" whose sole business is helping to strengthen 
national research systems, normally by providing assistance over long 
periods, and with a career staff of the same high quality as the 
staffs of the international agricultural research Centers; it should 
be a relatively small organization capable of quick response to 
requests from developing countries; and it should have sufficient 
stature to be able to assist the countries it serves to obtain 
external finance for support of their research systems.” 

"The Service would provide assistance to a country only at the 
Country's request. Its efforts would concentrate largely on 
planning, organizational and management issues. It would seek to 
encourage the utilization of other sources of assistance, to the 
fullest Possible extent, in the actual implementation of research 
programs and projects. However, the Service would be authorized to 
help governments to carry out operational tasks throughout the whole 
scope of national research systems, provided that, in the case of 
long-term projects, the costs of the Service are fully funded from 
sources other than through the CGIAR." 

"There are perhaps SO-70 countries that have need of assistance at 
the planning, organization and management level. Some countries may 
well prefer to arrange for such assistance from existing 
international and bilateral agencies. But the Bellagio Conference of 
national agricultural research directors from 17 developing countries 
affirmed that there is scope for a new service of the type proposed. 
Provided that it is complementary to the ongoing activities of 
existing international agencies, and the Task Force concurs." 
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"The Service, as envisaged by the Task Force, should have neither the 
objective nor the capacity to supplant other sources of technical 
assistance. On the- contrary, one of its principal functions should 
be to help governments of client countries to find and use such 
sources more effectively, and to enable assistance agencies to 
provide support within the framework of a comprehensive program for 
the development of the national research system. Thus it is intended 
that the Service would not only be'complementary to the activities of 
other assistance agencies but would also be helpful to them." 

"The Task Force also believes that the Service would be helpful to 
the international Centers. It is clear that the Centers must work 
directly with national organizations to validate, their research 
findings and in other matters related to center programs, and the 
Task Force does not intend that the Service should in any way 
interfere with such cooperative activities.. But the Centers have 
come under considerable pressure to provide assistance to national 
agricultural research programs which exceeds their own mandates and 
proper interests but which they find difficult to refuse because of 
the urgency of the needs. If the Service is established, developing 
countries could turn to it rather than to the Centers for such 
assistance. To the extent that the Service is successful in 
contributing to stronger national research systems, it would 
facilitate and make more effective the cooperative programs of the 
Centers. Conversely, the Service would find it important to be able 
to call. on Centers on behalf of its client countries for training and 
for specialist expertise which the Centers are able and willing to 
provide within their mandates:" 

"The Task Force finds that the Service will meet felt needs of 
developing countries and that the demand for the Service will be 
large. This likelihood is enhanced by the close relationship of the 
Service to donor members of the CGIAR. The limiting factor is likely 
to be the capacity of the Service's staff to respond to all 
requests, To do its work well, the staff must be highly qualified 
and experienced. Such people are in short supply. However. the Task 
Force is convinced that, by providing career opportunities in 
important work, the supply can be enlarged. The success of the 
international Centers in attracting scientists of outstanding quality 
for long-term service in the developing countries provides an 
encouraging example." 

"The Task Force recossnends that the Service be established as an 
integral part of the CGIAR System, with full participation in the 
benefits and the responsibilities accompanying that position. It 
further recommends that the CGIAR should undertake to assure the 
minimum basic financial requirements of the Service for an agreed 
initial period of six years (five years following a start-up year). a 
period long enough to test the effectiveness of the Service. The 
Service's policies, programs, budget and performance would be 
examined by the CGIAR/TAC in much the same manner as is done in the 
case of the international Centers." 

"The Task Force believes that the Service should be assured a minimum 
level of financial resources adequate to enable it to make an 
appreciable impact on the state of agricultural research systems in 
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developing countries. It estimates this level to be about $1.5 
million for the start-up year and $3 million per year for the ensuing 
five-year period, a level of financing which would enable the Service 
to employ a professional staff of about 20, plus several 
consultants. The Task Force recommends that the members of the CGIAR 
provide an assurance of financing enabling the Service to begin at 
that base line and to grow as demand, performance and results Z.--L t e.. Jusrl~y. Since the major cost of providing iong-term assistance in 
individual countries would be met by funding outside the CGIAR budget 
process, assured financing of $3 million per year from CGIAR members 
should enable the Service to provide assistance costing considerably 
more. '1 

"In the view of the Task Force, the Service should be established as 
an international legal entity to enable it to be most effective in 
its policy advisory activities, to participate fully in the CGIAR, 
and to qualify broadly as a contractor under bilateral financing. 
While there are various means to accomplish this, the .Task Force 
finds that the most practical way is to have the Service created by 
an instrument signed by two or more governments and/or international 
organizations acting on behalf of the CGIAR, with the host government 
agreeing to recognize the Service’s legal personality and 
international character.” 

“The charter of the Service should provide for a Board of Trustees of 
from 14 to 17 members to carry out the functions usually performed by 
Boards in the CGIAR System. The Task Force recommends that the 
initial selection of Trustees should be made by a subcommittee of the 
CGIAR, and that vacancies thereafter should be filled by the Board 
itself with the concurrence of the CGIAR. The Trustees should serve 
in their individual capacities, but the composition of the Board 
should be broadly representative of the viewpoints and experience of 
developed countries, of developing countries at different levels of 
research capacity, and of different geographical regions. The 
Director of the Service should be a member of the Board ex officio. - 

On balance the Task Force considers that the location to be preferred 
is Rome or Washington, at least for an initial period." 

With respect to location, for the present purposes it is important to 
note that the Chairman emphasized that FAO had offered to provide a 
"home'@ for this service, but the Task Force had rejected this idea 
because "its involvement in a broad range of agricultural activities 
rather than in research alone, would not enable it to give such a service 
the kind of concentrated, dedicated attention which the Task Force 
believed was necessary." 

At the 19th meeting of TAC in June 1978 the Task Force Chairman reported 
orally on the findings of the Task Force. At that time the 
representative of FAO expressed reservations about the creation of a new 
service, asserting that all the activities described by the Task Force 
were already performed by existing agencies and that any resources 
allocated for ISNAR could well be used to greater advantage if they were 
to go to national agricultural research systems. (These views were 
repeated in an acerbic exchange of letters between the Director General 
of FAO and the Chairman of the Task Force in June 1978). TAC in 
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concluding its discussion, noted that the proposal of the Task Force had 
major implications which warranted detailed study of the final report and 
background documents, to’be able, in line with its mandate, to advise the 
CGIAR. 

Finally at TAC 20, in September 1978, TAC recommended that the CGIAR move 
to create a service along the lines recommended by the Task Force, 

2.1.2 CGIAR actions 

The Chairman of the Task Force subsequently made a presentation to the 
CGXAR in November of 1978. There was general agreement about the ideas 
in the Task Force report with one exception on function and one dissent, 
on the creation of the service. The exception on function was that the 
new service should also pay attention to the link between extension and 
research -- a matter not discussed at any length by the Task Force. The 
dissent was from the representative of FAO who reiterated.the argument 
that there was no need for a new service especially as FAO was about to 
expand its activities in providing assistance to NAF!S. The Chairman of 
the meeting summarized the main points arising from the discussion which 
w@re summarized in the record of the meeting as follows: 

"While a number of speakers had raised questions about the adequacy 
of some of the coverage of the Task Force report, most agreed on its 
usefulness and that it had given findings which provided the basis 
for fLIrther consideratipn. Judging from the positions taken by each 
of the speakers, it was clear to him that there was a majority in 
favor of proceeding, in principle, with the establishment of the new 
service. However. there was not unanimity, and a number of 
reservations had been expressed. On the other hand, he detected as 
large a degree of consensus as had been enjoyed on a number of other 
issues where the Group had decided on the basis of such expressions 
of opinion to move ahead. He felt that a number of the reservations 
which had been expressed could readily be accommodated during the 
further steps that could be taken towards the establishment of the 
service a The point on which there was the greatest degree of 
unamimity was the deep concern about the importance of preserving a 
harmonious relationship with FAO. There was a clear sense of regret 
that the current proposal had given rise to differences, and a desire 
that these should be dispelled at the earliest opportunity. 
Virtually all speakers had emphasized that the new service should 
complement the activities of existing agencies, specifically FAO, and 
if and when this were set up, the Group should, at the earliest 
opportunity, find ways of ensuring that cooperation does in fact take 
place, FAO may wish to consider the suggestion that they have a seat 
ori the Board of Trustees. The Chairman himself was encouraged by Dr. 
Bosxeer's statement that FAO would find ways of working with the 
service if the Group decided to proceed with establishing it. He 
hoped that Dr. Bommer would convey to FAG the very strong sense of 
the meeting that the differences of opinion with FAO were very much 
regretted and that the Group had collectively decided that the 
service should have a complementary role. collaborating and 
cooperating as effectively as possible with FAO." 

. 



"Noting the concern of speakers that the proposal did not respond to 
the needs of developing countries, he felt on the contrary that they 
strongly wanted this service. As a speaker had suggested. it was 
important that the service should not be purely expatriate but should 
help the developing countries' institutions to help themselves. 
Developing countries should have an effective voice in the conduct of 
the service's affairs, and one way of ensuring this was to give them 
adequate representation on the Board of Trustees. As to whether the 
mandate of the new service should be confined to activities currently 
undertaken by the existing Centers, he agreed with the speaker who 
had suggested that such activities should be given first emphasis but 
not in an exclusive way so as to deny national research programs 
effective assistance in areas where they need it. It emerged clearly 
from the discussion that the basis for the new service was the 
intention to enhance the effectiveness of the existing CGIAR System. 
The idea behind the new service had a very long'history and had not 
been originated by the Center Directors. Nevertheless, he noted that 
they supported it. A number of speakers had pointed to'the fact that 
such a service would provide relief for the Centers and enable them 
to resist pressures which could strain their mandates. There had 
been a variety of views on the location of the headquarters of the 
new service, but this was not an issue that needed quick decision." 

Following on this the CGIAR requested the GTZ to be the executing agency 
to establish the new service. The GTZ proceeded to fulfill this task 
with exemplary,dispatch. However, despite the Task Force recommendation 
that the service be located in Washington or Rome it was located in The 
Hague. GTZ relinquished its responsibilities on September 30, 1980 and 
ISNAR was established on October 1, 1980. 

2.2 The Mandate -- The Constitution 

ISNAR’s mandate followed very closely the recommendations of the Task 
Force. 

2.2.1 Purposes 

The Constitution (as amended 11/12 May 1981) defines ISNAR's role in 
providing assistance to countries to strengthen their research systems 
(see Annex V). It specifies in Chapter III. 4-6 that:. 

* The purpose of ISNAR is to help strengthen national agricultural 
research capabilities in developing countries. This includes 
assistance in identifying research problems and in formulating 
research strategies and policies, assistance in building up an 
adequate institutional infrastructure and other research 
facilities, as well as in promoting specific national or 
regional research programs. The ultimate goal is to enable 
developing countries to plan, organize, manage, and execute 
research more effectively from their own human, natural and 
financial resources. 

* ISNAR will serve as a linkage mechanism between the IARCs Of the 
CGIAR System and national agricultural research institutions. 
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* ISNAR will serve as intermediary between interested partners in 
order to promote bilateral cooperation in the field of 
agricu-ltural research. 

2.202 Principles 

The Constitution also specifies the Principles governing ISNAP's 
operations in Chapter III. 7-13 as follows: 4 

* ISNAR's services are available to any developing country. ISNAR 
will provide assistance to a country only at the country's 
request. 

* ISNAR will work in close cooperation with all international 
organizations in particular the FAO, bilateral agencies, 
foundations and national and regional organizations concerned 
with agricultural research. ISNAR will complement, not compete 
with, such other programs and sources of technical assistance. 

* ISNAR will concentrate its assistance mainly on program. 
project, policy, organisational and management issues of 
agricultural research, 

* ISNAR will give emphasis to the generation, introduction and use 
of adapted technology suitable to resource-poor farmers and 
local farming conditions. 

* ISNAR will be concerned with commodities and other renewable 
natural resources important to national development objectives 
including, but not limited to, the food commodities covered by 
other components of the CGIAR System. 

* ISNAP is essentially limited to assistance in the organization 
of research. It shall also maintain an awareness of the 
linkages among research, training amd extension. 

* ISNAR will, for the execution of programs or projects, normally 
seek the service of existing international or national 
agencies. Only in exceptional cases may ISNAR assume 
operational responsibilities. Each such involvement will 
require prior approval of the ISNAR Board of Trustees, provided 
that costs are fully covered from non-core funding. 

2.2.3 Activities 

The Constitution listed the following series of activities in Chapter 
111. 14-17 $0~ ISNAR: 

4 ISNAI? will provide or arrange for assistance to developing 
countries: 

(a) Identifying needs for planning and carrying out 
agricultural research: 
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(b) 

(Cl 

(d) 

!e! 

(f) 

(g) 

(h) 

(i) 

Cj) 

(k) 

(1) 

(ml 

(xl) 

Determining research priorities: 

Formulating overall research policies and strategies; 

Elaborating programs of action including specific projects 
for external-financing; 

Designing necessltry 0rganiz~ti.0~~1 and instit-utiopai 
arrangements for carrying out research programs and 
projects; 

Identifying the necessary resources for the execution of 
such activities; 

Contacting potential external sources for financing 
research programs and projects: 

Promoting effective links between research organizations, 
extension services, and the farming community: 

Determining the basic facilities required to conduct 
research (laboratories, equipment, experimental stations, 
adequate staffing, finance, etc.); 

Establishing and strengthening links to existing 
information systems in order to speed up exchange of 
information on research-results, ongoing research, and 
training opportunities at international and national 
institutions: 

Organizing appropriate flows of information within a 
geographic region so that interested countries may arrange 
to cooperate on specific research efforts; 

Arranging training programs for research and research 
support staff; 

Organizing and supporting symposia and seminars for the 
interchange and dissemination of ideas and information 
useful in the development and operation of national 
research systems: 

Evaluating the effectiveness and suitability of various 
forms of research organization and activity. 

4 ISNAR will establish an information system insofar as it enables 
the Service to fulfill its functions and does not duplicate 
existing information services. 

* ISNAR will keep abreast of policies, practices and capabilities 
of other agencies active in agricultural research. ISNAR will 
also keep abreast of important technical developments in 
agricultural research. 

* ISNAR will perform such other activities as its Board of 
Trustees may find necessary in furtherance of its purposes. 
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2.2.4 Trial period 

The Constitution (Chapter XIV. 54-56) includes the provision that there 
should be a trial period, as follows: 

* The %irst six years of ISNAR's existence (five years %oblowing a 
start-up year) are considered as an initial period to gain 
experience and to test the effectiveness of the Service. 

. 
4 The initial period is considered, inter alia, as a phase to 

build up a medium-term program and to establish firm working 
relations within the CGIAR System and with interested countries 
and organizations. 

4 Before the expiry of the initial period, the performance of 
ISNAR, its mandate, its permanent location, and this 
Constitution will be reviewed and evaluated by the members of 
the CGIAR. 

2.3 ISNAR's Growth and the Development of its Program 

The Task Force suggested an initial budget of $1.5 m illion a year, rising 
to $3 m illion a year to provide a staff of "about 20, plus several 
consultants." There were two added considerations: the Service should 
rely on "special project financing" to expand its activities and “a small 
budget should provide leverage that would lead to substantial 
investments by donors." There was no specification of the ratio of 
special project funding to core funding, nor of the expected size of aid 
flows that would result from ISNAR's activities. 

The budget has increased steadily and so has the staff. The core funding 
is now $3.77 m illion a year in 1985 dollars which is below the level 
originally recommended ($3 m illion in 1978 dollars or $4.7 m illion in 
1985 dollars). Additional resources have been obtained from special 
projects -- on an actual cash flow basis the amounts were $160,000, 
$690,000, and $600,000 in 1982, 1983, 1984 respectively, or 6.3%, 18.6%, 
and 15.4% of total funds each year. (See Annex VI for list of special 
projects). 

Professional staff (supported by core plus special projects) has risen 
%rom 13 in 1981, to 28 in 1984. In 1984, the staff composition was: 
Administration -- 3; Senior Research Officers -- 17; Senior Research 
Fellows - 3; Research Fellows -- 3; Senior Support Staff -- 2. In 
addition, in 1984 16 support staff and 41 short-term consultants were 
used to support the work of ISNAR staff. 

For administrative purposes, the activities of ISNAR are grouped into 
three program areas -- assistance to NARS. research on agricultural 
research systems, training and conferences; and one support area: 
library, publications and imfomation. These activities are budgeted 
under separate headings but are fully interactive. 

The senior core staff are allocated to activities as follows (in 
person-years%: Administrative -- 3.5; National Agricultural Service 
Review and Development - 13: Training and Conferences -- 2.25; 

. 
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Publications, Library and Documentation -- 2.25: and Research 3. Clearly 
the major thrust.of ISNAR's work has been in working directly with NARS. 

The methods developed by ISNAR are based on those envisaged by the Task 
Force. When a request from a government has been accepted, ISNAR seeks 
agreement on the approach and procedures to be followed. 'Normally, the 
first stage is a review of the existing agricultural research system: 
this review is necessary to deal with the problems identified in the 
request or which may emerge in the course of ISNAR's work. The review is 
generally carried out by a team consisting of both ISNAR staff and 
consultants. The team works closely with national scientists. so that 
the conclusions and recommendations of the review are, as far as 
possible, reached jointly. The approach adopted by ISNAR is aimed at 
helping the country find its own solutions to its problems. ISNAR does 
not attempt to convince national scientists or policy-makers to accept a 
particular model or organizational pattern. This approach tends to 
maximize the prospect both for an effective follow-up of ISNAR 
recommendations and for ISNAR participation in this follow-up. 

In ISNAR's view, it is imperative that ISNAR's research on agricultural 
research systems play an important role in its overall program. To 
continually improve its competence in agricultural research policy, 
planning, organization, and management, and to work effectively with 
national leaders on these issues, ISNAR must have sound information and 
critical insight based on the systematic study of existing systems and on 
synthesis and testing of hypotheses from the related fields of public 
administration and management relevant to agricultural research systems. 
Only through effective research on agricultural research systems will 
ISNAR develop the knowledge base it requires to work effectively with 
national systems and to develop guidelines that national leaders can use 
with confidence. 

The first five years have also been the beginning of ISNAR's training 
program and the development of expertise and instructional materials on 
agricultural research management with some specific concentration on 
manpower planning. 

At the start of its activities, ISNAR set its communications and 
information section two quite different tasks: ISNAR's own publication 
and information requirements, both internal and external and issues of 
conununication within national research systems, including their 
communication with policy-makers. However, based on experience and a 
review of the balance between the needs and available resources, this 
program is being changed to a Publications and Information Section that 
concentrates on ISNAR's own internal and external requirements.- ISSUeS 
of communication within NARS are now intended to be addressed within the 
context of ISNAR's review activities and their follow-up in individual 
countries. 

Cooperation has been established with a wide range of organizations. 
These include the other Centers of the CGIAR System, several of which 
have participated with ISNAR in review m issions and other activities. 
Links have been developed with both multilateral and bilateral 
organizations, and with development banks, all of which can be expected 
to play important roles, at one time or another, in ISNAR's continuing 
activities with the national systems or in the identification of needs 
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through their own research, training, and information programs. Further, 
there is cooperation with the FAO. Particular importance is attached ts 
cooperation with global and regional organizations that are active in 
promoting agricultural research, e.g., IFARD. 

2.4 The Growth of National Agricultural Research . 

The three decades between 1950 and 1980 were a period of accelerating 
change in the agricultural research establishment of many developing 
countries. While not free from weaknesses, the data in Table 2.1 give a 
picture of global trends in research expenditures arid number of 
researchers in the developing, as well as the more developed parts of the 
world. 

2.4.1 Changes in agricultural research capacity 

During the period from 1959 to 1980, expenditures on government research 
increased by a multiple of six in Asia and Latin America and by over four ~. 
in Africa, The regional growth rates were about the same in both the 
1960% and 1970s. Asian research expenditures increased in all countries 
except Sri Lanka, while in Latin America and Africa there was much more 
variability among countries. Five Latin American countries had a fall in 
real research expenditures during the 197Os, but regional growth was 
rapid because several large systems, notably those of Brazil and Mexico, 
grew very rapidly. In Africa, the growth in Nigeria dominated the 
regional picture but expenditures in Kenya and Zimbabwe also grew 
significantly. 

Government research expenditure increased substantially, not only in 
absolute terms but also relative to the size of the agricultural sector 
(Table 2.1). In the low-income countries as a whole, 0.15% of 
agricultural GDP was spent on research in 1959: this increased to 0.5% by 
1980. Asia invested a smaller proportion of its agricultural GDP in 
research than the other regions. In contrast, West Africa and Southern 
Africa approached the level of the industrial countries, which spent 
about 1.5% of agricultural GDP on research in 1980. 

Research expenditure also increased relative to extension expenditure. 
The low-income countries were spending the equivalent of 0.3% of 
agricultural GDP on extension in 1959, and 0.44% in 1980. The industrial 
countries spent far more on research than on extension, whereas the 
developing countries spent about the same amount on research as on 
extension. 

The number of agricultural scientists grew at roughly the same rate as 
expenditure in Asia and Latin America. Research staff in Africa, 
howeverB increased by a factor of almost seven while expenditure 
increased only four times. 

In 1980, about 148,000 scientists were conducting agricultural research 
worldwide, 43% of them in the developing regions of Asia, Africa and 
Latin America. The world was investing $7.4 billion annually in 
agricultural research, 38% of it in the developing countries. 



Table 2.1. Research lnvestnbmts as a % of the value of agricultural product. 

Public Sector 

Eastern Europe 
USSR 

- 

Oceania 0.99 2.24 2.83 1.91 2.64 
North America 

2.43 
0.84 1.27 1.09 0.84 0.89 0.84 

- 

Temperate South America 0.39 0.64 0.70 0.46 1.15 
Tropical South America 

1.32 
0.25 0.67 0.98 0.41 1.41 1.77 

Caribbean 8 Central America 0.15 0.22 0.63 0.53 0.86 1.20 
~- 

North Africa 0.31 0.62 0.59 0.91 1.44 4.24 
blest Africa 0.37 0.61 1.19 0.33 
East Africa 

0.61 1.42 
0.19 0.53 0.81 0.32 0.77 1.76 

Southern Africa 1.13 1.10 1.23 1.90 1.96 2.47 
- 

West Asia 0.18 0.37 0.47 0.33 0.84 0.88 
South Asia 0.12 0.19 0.43 0.50 0.65 
Southeast Asia 

1.29 
0.10 0.28 0.52 0.47 1.28 2.07 

East Asia 0.69 2.01 2.44 3.80 5.29 5.72 
China 0.09 0.68 0.56 0.22 1.66 1.49 

-- - 

Cgunttv G~QL~P 
Low-income Developing 0.15 0.27 0.50 0.43 0.67 1.40 
Middle-income Developing 0.29 0.57 0.81 0.69 1.31 2.40 
Semi-industrialized 0.29 0.54 0.73 0.70 1.21 1.36 . 
Industrialized 0.68 1.37 1.50 1.24 1.71 1.85 
Centrally Planned 0.33 0.73 0.66 1.02 2.27 2.13 
Centrally Planned, excluding 0.45 0.75 0.73 1.40 2.54 2.50 

China 
- 

* Expressed as scientist years per $10 million of agricultural product (in 1980 constant dollars). 

Source: Boyce, J.K. and R.E. Evenson, Rational and I te ational Agricultural Rw 
(New York: The Agrisultural Development Cou~ci\~ 

rch and E&ension Progrn 
1975) and M. Ann Judd, James K. Boyce, and Robert E. Evenson. 

"Investing in Agricultural Supply" (Discussion Paper lo. 442, Yale klniversity. Economic Growth Center, 1983) 
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2.4.2 Adequacy of research manpower 

It is quite possible for-the expenditures of a country to appear adequate 
using measures of research intensity but, in fact, be inadequate. In 
Africa in particular, researchers are very expensive and the value of 
agricultural output of the countries is low, which raises the research 
intensity measure. ,It is important therefore, to look at measures of 
adequacy such as the number and quality of research staff. 

Larger countries would likely need more researchers and smalier ones 
fewer in order to have the same relative capacity. Very small countries 
might need some minimum number in order to achieve a '"critical mass." A 
list of countries with the lowest level of capacity is shown in Table 2.2. 
Twenty countries have fewer than 50 agricultural researchers at all 
levels of training. This may be below the number needed for a "critical 
mass,“’ even for a small country. Twelve of the 20 are in Africa and the 
others are small island countries in the Pacific or the Caribbean. In 
addition to those countries which may lack a critical mass, a number of 
countries have fewer than 25 scientists per million ha of arable land. 
Using this ratio, 19 countries in Africa fall in this category, while all 
countries in Asia have 48 or more scientist per million ha and all 
countries in Latin America have 30 or more researchers per million ha, 
Thus, Africa contains many countries with inadequate levels of capacity, 
despite the aggregate data that suggest that expenditures in Africa are 
high. This poses a major challenge vis-i-vis institutions building to be 
taken into account by programs which aim to strengthen NARS. 

2.4.3 Aid for agricultural research 

The last two decades have seen a substantial increase in external 
resource support for agricultural research in developing countries. The 
major donors have increased their efforts to find technological solutions 
to agricultural problems, especially in Africa. In the period 1976 to 
1980, aid for Africa rose more than threefold. The increase in constawt 
1975 dollars was from $60 million in 1976, to over $150 million in 1988. 
The United States program of aid for agricultural research in Africa rose 
from.$Ei.B million in 1976, to $72 million in 1980, while the World Bank 
program increased from $2.6 million to $18.5 million in the same period. 

There has also been large external funding for research projects in other 
areas of the world. The multilateral and regional Banks, as well as 
bilateral donors have joined the World Bank in expanding their 
contribution to Latin America, Asia and the Middle East -- in the late 
1970s. some $1.5 billion in aid flowed into all developing countries. AS 
far as can be estimated, this sum has increased considerably in the mid 
1980s. 

2.4.4 Implications for ISNAR 

The data presented above indicate that there has been a very substantial 
increase in domestic and external resources moving into agricultural 
research in'most developing countries. This flow has grown most rapidly 
in the period when ISNARls creation was being discussed and has continued 
during the first 5 years of ISNAR's operation. It is a moot point 



Table 2.2. Oeveloping countries having fewer than 50 agricultural researchers or fewer than 25 researchers per million hectares 
of crop land and some additional reference areas, 1980. 

COUNTRY 
Arable and permanent 

crop area ('000) 
Number of agricultural researchers (1980)_ Research expenditures 

Total per million ha ($/ha) 

ies with Fewer 50 r-m 

Cape Verde 
Tonga 
Solomon Islands 
Mauritania 
Lesotho 
Gambia 
Benin 
Barbados 
Fiji 
Somalia 
Burundi 
Guyana 
Haiti 
Chad 
Malawi 
Jamaica 
Trinidad 6 Tobago 
Liberia 
Mali 
Togo 

th fewer 25 rasearcher/nrrl 

40 
53 
52 

195 
292 
270 

1,795 
33 

236 
1.066 

975 
380 
890 

3.150 
1.305 

265 
158 
371 

2,050 
1,420 

6 1SQ.O n.a 
8 150.9 5.40 

153.9 6.40 
8 46.2 4.35 

13 44.5 0.96 
13 48.2 0.28 
21 91.9 0.96 
23 696.9 IS.18 
23 93.2 6.50 
28 26.3 0.45 
26 20.7 0 .68 
35 92.1 4.17 
37 41.6 0.27 
40 12.7 0.31 
41 31.4 1.81 
41 150.9 1.91 
43 272.2 2.65 

I 45 121.3 1.85 
47 27.9 1.82 
49 34.5 0.87 

Uganda 5,680 58 10.2 0.85 
Ethiopia 13.880 145 10.5 0.21 
Zaire 6.314 97 15.4 0.53 
Nigeria 30,385 491 16.2 2.62 
Niger 3.550 59 '17.6 0.35 
Zambta 5,108 96 18.8 0.21 
Senegal 5,225 105 20.1 1.22 
Sudan 12.417 272 21.9 0.77 
Cameroon 6.930 156 22.5 0.48 

India 169.130 2,345 13.8 * 0.73 
North America and Oceania 280,446 13.607 48.5 61.9 
Brazil 7.120 2,935 41.3 2.44 
West Europe 95,025 19,540 205.6 15.70 
Japan 4.881 15.671 3,221.2 140.20 

Source: Area data fron FAO 1984. VYearbPPk, Food and Agriculture Organlsation of the United Nations, other data from Judd. 
Boyce and Evenson (1984). 
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whether ISNAR's creation and operations has had any major impact on the 
flow of these resources, although the Panel was told by sOme donors that 
ISNAR's activities led to aid allocations in several countries. (See 
Annex VII: for ISNAR's association with external resource flows). what is 
significant, though. is the general feeling that the emphasis may have 
shifted from making the. case for greater flows to improving the 
management and effectiveness of Systems being financed by these flows. 
This has a bearing on ISNAR's role vis-a-vis the donors, as discussed 
later in the report. The data indicate quite clearly the s$ecial Set of 
problems related to the "critical m&s'* in Africa, the region with the 
weakest institutions for research. 

2.5 Trial Under Constraints: Implementing the Mandate 

The Panel has reviewed the background to the creation, establishment. and 
initial operation of ISNAR and has following observations. 

The Task Force that established ISNAR concluded that there was a need for 
effective NARS in many countries; this view was strongly endorsed by all 
parties -- NARS directors, donors, recipients of aid, and directors of 
ukRc.3 * This view was also endorsed by FAO. Since that time, the flow Of 
resources into NARS has grown substantially. Experience has been gained 
and lessons have been learnt. Two such "lessons" are that "research 
components" in area development pro-jests -- which have involved over $500 
m illion in the past 5 years -- are seldom,. if ever, a substitute for 
national programs. Second, that the sizeable increase in resources being 
allocated to research, especially in Africa has yet to produce 
significant improvement in nonirrigated agriculture. 

In the main, the reasons for creating ISNAR are still valid; if anything 
there is now a greater stress and a keener awareness of the need to 
improve the effectiveness of national agricultural research than there 
was a decade ago, when there were the initial discussions about the 
creation of ISNAR. One possible reason for this is that the early 
concern about increasing the flow of resources has been somewhat allayed 
by donor activity, which in turn, has led to a greater concern about the 
capacity to manage the increased resources now going into NARS. 

It is the Panel's view that ISNAR operated under a handicap in its first 
5 years because: 

a. Neither the Task Force nor subsequent discussions defined how 
ISNAR should go about improving NARS, so it had to find its own 
uncertain way in an area where the CGIAR System had little 
experience. 

b. The opposition of some elements in the development community led 
to constraints in ISNAR's mandate such as that restricting it 
from any implementation activities. 

C. The financial constraints confronting the CGIAR System as a 
:whole led to a serious lim itation on ISNAR's budget and the 
suggestion that it widen its scope by its services. 
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d. The requirement that it "coordinate" activities of the other 
Centers and that-the Chairman of the Center Directors General, 
as well an FAO representative be included on its Board, gave the 
impression that ISNAR was less than a fully-fledged member of 
the System. 

e. Most important of all, ISNAR had a S-year "trial period" written 
into its Constitution -- so adding a question mark tq its 
status, standing, and longevity. 

Thus, ISNAR was given responsibility for an area clouded with 
uncertainty, with limited funds, and only tentative recognition as a 
fully-fledged member of the CGIAR and a limited initial life. As a 
result. the management of ISNAR decided to move into "operations" on a 
broad scale to build up a portfolio of experience,rather than to develop 
a carefully set of priorities for action. 

The Panel recognizes that the Director General had few options but to 
proceed with a vigorous program of assisting NARS so as to have a record 
of accomplishment before the trial period was completed. However, while 
the Panel recognizes and commends these achievements it regrets that the 
period under review was not also used to develop a coherent philosophy 
about ISNAR's role in the area of agricultural development. and a 
strategy about its various activities as well as a set of priorities that 
would help in resource allocation. 

The result of these activities and the Panel's assessment are constituted 
in the rest of the report. 
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CIiAE'TRR 3: SERVICING NARS: ISNAR'S PROGRAMS 

3.1 Review and Analysis of NARS 

3.1.1 Background and objectives 
. 

ISNAR has identified 12 different activities that it has used to help 
strengthen NARS capacities in developing countries, foster linkages 
between NARS and IARCs, and help promote multilateral and bilateral 
cooperation (Table 3.1). It has assisted 9 countries. in Asia and the 
Pacific, 16 in Africa and West Asia. and 7 in Latin America. 

ISNAR has evolved a process of strengthening NARS that begins, in most 
cases, with a review and analysis of the existing research system. This 
involves the general description of the System's strengths and 
weaknesses, its staffing, resources, organization, procedures, etc. 
ISNAR believes that this review and analysis and its documentation 
provide the basis for a country to articulate its specific needs to its 
own government and to donors and provide the basis for planning changes 
in its program. This work is still the primary thrust of ISNARes program 
and is regarded as a means to an end: that of developing a general plan 
of action within which intermediate objectives may be set for 
strengthening the individual components of a given NARS. 

The reports emanating from the review and analysis of NARS give 
recommendations (sometimes with options) for their improvement. These 
recommendations are based on what ISNAR perceives is needed to strengthen 
the System in a particular country. In arriving at proposals for 
changes, ISNAR has focused on recommending improvements in functions and 
mechanisms within an existing national administrative and organizational 
framework which are likely to he easier to implement, rather than on 
major changes in the framework itself, 

The "country review" is the principal, and usually the first, activity by 
which ISNAR seeks to meet its responsibilities to its clients. However, 
reviews of parts of the Systems or specific planning activities may be 
undertaken at the request of clients, even without a review of the total 
system. In addition to reviews, several kinds of follow-up and 
implementation activities may be carried out. 

For convenience, the Panel believes it is useful'to separate ISNAR's 
activities in Table 3.1 into three categories: 

i1 reviews, comprising complete system reviews, formulating 
system strategies or partial reviews; 

ii) follow-up, comprising advisory services, determining 
research priorities, planning, programming, monitoring, 
human resource development, management skills training, 
building linkages, and project preparation: 

iii) implementation, comprising the outposting of ISNAR staff to 
line positions in NARS and project operation. 
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3.1.2 Program activities 

3.1.2,1 Approaches 

The approach used by ISNAR in the process of reviewing and analyzing NA% 
is based on that envisaged by the Task Force and is described in detail 
in its Policies and Procedures Manual. Briefly, the consecutive steps 
usually followed are: 

. 
i) A written request is received from the country. 

ii) An exploratory visit by one or two ISNAR staff is 
undertaken to assess the situation after the request has 
been discussed by the Staff Advisory Committee on Program. 

iii) Relevant reports and documentatiori on the country are 
reviewed. 

iv) A study of the NAPS over a period of about one month is 
conducted by a team of 4 to 6 persons in accordance with 
the Terms of Reference developed jointly between the 
country and ISNAR. 

VI Writing of the report takes one to two months and is 
followed by discussion of the report with national leaders 
after which it is finalized and published. 

The purpose of the exploratory visit following a request is to determine 
whether the country has given serious thought to the needs of its NAPS, 
whether the desire for improvement is broadly based, and whether there is 
reasonable commitment by the government to support, in practical ways. 
any reasonable proposals which m ight be made. 

Where possible, ISNAR seeks to involve national staff in the review 
process itself. This is regarded as beneficial, since it causes the NAPS 
staff and their policy-makers to confront the Problems that exist and, at 
the same time, participate in producing alternative solutions. The range 
of invalvement of national staff has varied, however. For example, there 
was very little in Western Samoa, where there was no identifiable 
research entity, while in Morocco 10 senior researchers were released 
from their duties to work with the ISNAR m ission. For the review of 
Burkina Faso, ISNAR also worked with personnel from FAO and the World 
Bank. 

At the conclusion of the fieldwork, ISNAR assumes total responsibility 
for the preparation of the report. The role of the national staff is 
fully acknowledged but, for obvious reasons, they are not identified with 
any criticisms or recommendations made in the report. The review process 
is regarded as complete once the report has been submitted to the 
government o 

In taking follow-up action, ISNAR has, in some instances, participated or 
played a role in project preparation. ISNAR explained that 
implementation has been undertaken only in accordance with its 
Constitution which specifies that ISNAR should only assume operational 
responsibilities for projects in exceptional cases and then only with the 
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approval of its Board of T.rustees. ISNAR believes that it should be 
involved in implementation in a few countries in order to test its ideas, 
to provide assistance in areas where it has.particular competence, and to 
further develop its credibility. In other cases, ISNAR does not get 
involved in implementing projects in the normally accepted sense, but 
plays an advisory role in the process of helping governments make changes 
or improvements in their NARS. In these cases, -me__- . ISNAK beiieves,there is 
often need for a resident staff member in the country, e.g., in Rwanda 
and Madagascar. Proposals for stationing ISNAR staff in Indonesia and 
Kenya have also been made. Over the next 5 to 10 years, ISNAR envisages 
that 6 to 10 members of staff may be outposted to various NARS in such 
roles. 

3.1.2.2 Staff and resources -. --- 

The review and analysis of NARS and follow-up activities receive the 
major share of ISNAR's human and financial resources. In 1984, a total 
of 13.5 person-years, representing 48% of ISNAR's professional staff 
time, were allocated to these functions. The qualifications and 
experience profile of these staff indicate that the majority of them.are 
former researchers with experience in carrying out research in developing 
countries and in managing research systems or research stations within 
the NARS. In ISNAR in-house terminology, this category of staff are 
referred to as "generalists" as compared to "specialists" who have 
particular managerial skills such as-financial management, program 
planning techniques, program evaluation, and so forth. The 
"generalists," however, are themselves usually specialists in 
agricultural science disciplines, e.g., soil science, entomology, etc. 

To augment the activities of the NARS staff in the field to ensure that 
each and every aspect of ISNAR's work is covered at the level that is 
needed, ISNAR uses short-term consultants in specific fields. Up to the 
end of 1984, a total of 148 persons have been so employed, some of them 
on a recurring basis. 

To carry out reviews and to monitor continuing activities, each of the 
NARS staff are assigned to a given country or group of countries. It has 
been calculated that the actual review in the field, excluding the 
exploratory visit but including report writing, generally takes M-50 
person-weeks without regard to of the size of the country. 

3.1.2.3 Priorities 

According to ISNAR's Policies and Procedures Manual, staff members on an 
exploratory mission are required to take into account the following 
criteria when preparing their recosnnendations for the Director General t0 
enable him to respond to a country request: 

i) the apparent commitment to change as reflected by those 
with potential to influence the national system and the 
current allocation of resources to research; 

ii) the opportunities for change; 
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iii) the urgency of need, as reflected by income and nutritional 
considerations among potential beneficiaries; 

iv) geographic balance: 

VI possibility of regional cooperation with respect to 
potential spillover effects to other countries in the 
region; . 

vi) balance of economic and institutional development of 
countries: 

vii) opportunities for productive cooperation between the 
country and one or more of the IARCs; 

viii) ISNAR's resource position. 

The final decision rests with the Director General who, for this purpose, 
may or may not support the recommendations based on these criteria, and 
may use other considerations in arriving at his decision. 

3.1.2:4 Achievements and impact 

Between 1981 and 1985, ISNAR completed reviews in 19 countries. Sixteen 
of these were completed by the end of 1983. Only two reviews were 
undertaken in 1984, and two countries plus a regional organization were 
reviewed in 1985. The decrease in reviews occurred because cooperative 
follow-up activities had increased so sharply that by 1984 ISNAR was 
working in more than 30 countries and with 9 regional organizations. 

The view of ISNAR is that the review process is a general analysis of the 
system designed to provide NARS leaders with an authoritative overview of 
their national system which they can use in discussions with their own 
policy-makers and with the donor community about the overall situation 
and its needs. The report is not regarded as a project preparation 
document but a framework within which projects may be developed to help 
improve the system. ISNAR is often called upon to assist in this and to 
monitor and evaluate the effects of the measures (when implemented) on 
the research system as a whole. Indeed, in the period from 1981 to 1985, 
there has been a marked shift towards collaboration by ISNAR with its 
clients in the post-review formulation of plans, programs and projects. 
This has in turn resulted in increasing demands from countries for more 
direct ISN?U? involvement at the implementation stage regardless of 
whether the improvement measures are being carried out through 
externally-funded projects or by the NARS itself. This change in.demand. 
which has both guantitative and gualitative components, has major 
implications for ISNAR's future development, particularly the human and 
financial resources needed to meet the demand. 

ISNAR also regards its review activities as having been part of its 
learning process. The information gathered in the reviews and other 
activities is used by the research section to enhance ISNAR's corporate 
knowledge on agricultural research. In addition, the information from 
reviews has also provided case study materials for the training section. 
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3.1.3 Issues and assessment 

There are a number of issues that emerge in the assessment of ISNAR's 
work with NARS. These issues are all related to the extent to which 
ISNAR has or has not developed clearly articulated strategies by which 
the institution will work. Although the publication ISNAR in the 
Eighties describes the activities ISNAR intends to pursue in the medium 
term, it falls short of defining a clear overall strategy or coherent 
plan for what the organization hopes to achieve in the future. With 
respect to country reviews, the Panel ii concerned about the criteria 
ISNAR uses in responding to country requests for assistance; the content 
and quality of its review reports: the methodologies for. conducting the 
reviews; the criteria used for follow-up activities and their nature and 
the basis for the ultimate disengagement of ISNAR from its client, 

3.1,3.1 Priorities and strateqies -- 

In practice, ISNAR has placed considerable emphasis on attaining a 
heterogeneous portfolio of countries in order to build up its corporate 
experience. The emphasis has been on geographical balance and the 
balance ien the economic and institutional development of countries. In 
addition, the commitment of the country to change has been influential in 
determining ISNAR's response. 

Whilst this strateqy may have been appropriate in ISNAR's early years, it 
is desirable for the organization to examine afresh its criteria for 
setting country and regional priorities. The criteria in the Policies 
and Procedures Manual (see 3.1.2.3) on the urgency of need for change and 
the geographical balance are statements of concern for equity in the 
allocation of ISNAR's resources. All the others affect either the 
probability or the value of success of ISNAR's activities and can be 
considered as influencing the extent of its global economic or 
productivity benefits. Country criteria additional to those in 3.1.2.3 
which could be incorporated more explicitly into ISNAR's decision-making 
framework include: the current and historical investment in agricultural 
research; the number and qualifications of agricultural scientists 
engaged in research: the size of agricultural GDP; the previous payoffs 
to agricultural research investments; the relative importance of 
agriculture in the economy; and the population affected by ISNAR's 
activities. All of these are related to productivity. 

There is no panacea which the Panel can offer which incorporates all 
these criteria in a weighting scheme. ISNAR, however, should recognize 
that there are opportunity costs in choosing a particular country 
portfolio. Presumably prospective economic benefits from ISNAR 
activities in a country like Indonesia with more than 1,400 scientists, 
150 million people, and 19 million ha of arable land are going to be 
greater than in Rwanda where there are less than 35 scientists, 6 million 
people, and 2 million ha of arable land. 

Evidence suggests that to date explicit consideration of the size of the 
potential payoffs from ISNAR activities with prospective clients has not 
markedly influenced its strategy in responding to requests. Nor have 
considerations of equity or need. The report of TAC 20 in 1978 (p. 17) 
indicates that ISNAR should not only focus on the least developed NARS; 
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that of TAC 25 in 1981 (p. 19) urged ISNAR to focus on the strong NARS 
initially and.on the weaker ones in the longer term: and that of TAC 28 
in 1982 (p. 491, it was specifically suggested that ISNAR focus on those 
countries where the likelihood of success was greatest. Hence, ISNAR 
could be excused if it has been eclectic.or opportunistic in its 
selection of countries up to this time. 

Despite the long list of criteria that have been suggested, the Panel 
believes that all the essential considerations can be inclu$ed in the 
following four criteria: 

i) The relative strength or stage of development of a 
country's research institutions and infrastructure: the 
weaker should receive a higher priority. 

ii) The need of a country in terms of nutritional status. per 
capita income, or trends in per capita food production: 
those most at risk would receive highest priority. 

iii) The size of a country's agricultural sector and research 
system, perhaps as measured by the number of scientists or 
a suitable proxy: the benefits of ISNAR's activities would 
be directly related to the size of the NARS and hence 
larger NARS should rate a higher priority. 

iv% The probability of research management improvement and 
committment of a country to agricultural research: the 
higher the level from which a request emanates in a 
country, the higher the priority that should be accorded to 
it by ISNAR. 

That there is an excess demand for ISNAR's services is a measure of its 
success in serving the needs of its NARS clients (Table 3.2). However, 
at the same time it imposes a necessary discipline on the organization to 
ensure that it employs the above-mentioned criteria to help it make 
judgments in developing its future program. 

The suggested productivity criteria must be balanced by considerations of 
equity which could be based on indices suggested in criterion (ii) 
above. These refer to ISNAR's current criterion on the urgency of 
needs. Large NARS whose populations are at risk should clearly rank 
highest in ISNAR's priorities. Small NARS whose populations are not at 
risk should receive the lowest priority. The difficult cases are those 
in between these polar extremes. There will be no escaping the need in 
these instances for implicit weights to be assigned to productivity and 
equity developing such weights could well be done by in-house research. 

In deciding on responses in such cases ISNAR should be mindful of the 
increasing interdependence of the world's economies, If large countries 
fail to develop their agricultural sectors to their full potential, the 
world's food markets will be substantially affected. This can be to the 
detriment of smaller countries, especially those with present or 
potential food deficits such as many in Africa. 
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Table 3.2. The demand for ISNAR services*. 

Status 
Number of Countries 

Asia/ Latin West Asia/ 
Africa South Pacific America North Africa Total 

1 

Current 17 8 13 4 42 

Prospective 13 5 9 3 30 

Total 30 13 22 7 72 

* Includes individual countries plus regional organizations. 

In conclusion, it would seem that productivity criteria should generally 
lead ISNAR to favor Asia while on the grounds of need Africa should be 
stressed. 

3.1.3.2 Review methodology, content and quality 

Examination of the various NARS review reports shows that they do not 
represent a cosunon approach and, therefore, it is difficult to discern 
that a basic strategy has been applied. The amount, content, and quality 
of the information presented exhibits variability but the quality has 
improved over time. Yet, the Policies and Procedures Manual states that 
the review process is based on two documents produced by ISNAR's research 
group. The first is the document entitled Guideliness for ISNAR Reviews 
and Evaluations published in July 1984, and the second is entitled 
Considerations for the Development of National Agricultural Research 
Capacities in Support of Agricultural Development published in October 
1984. These documents were published after the majority of ISNAR's 
reviews had been completed although it was explained that their drafting 
commenced in 1981. There is little evidence, howeirer, that they have 
been or are now being used by NARS staff in planning and conducting 
reviews. 

In 1983, at the request of the Board of Trustees, a document was prepared 
which reviewed issues arising out of the first 10 field missions of 
ISNAR. In this document, an attempt was made to compare data contained 
in the country reports against a check list of desirable information. 
There does not appear to have been any follow-up action on this document 
apart from the two publications mentioned above. This is unfortunate in 
the Panel's view, because such follow-up action, and the inclusion of the 
assessments of additional country reports, would have provided 
information indicating any major weaknesses in the structure of ISNAR, 
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its approaches, organization, staffing and style of management which 
m ight be impeding its performance. The Panel does not wish to imply that 
there should only be one approach or one type of review. It does indeed 
see merit in different approaches and types of review. However, what the 
Panel does imply is that there be a basic'structure to the review with 
the objective not only of satisfying the NARS but adding to ISNAR's basic 
research information. 

On the question of staff, a clearly identified strategy for ISNAR should 
also indicate the kind of staff profile that the institute should 
develop. Without such a strategy, the present appropriateness of the 
staff profile of ISNAR is open to question. For example, the ability of 
ISNAR to evaluate a NARS which has a heavy involvement with livestock 
research is questionable, since the disciplines of animal science are 
m issing from the staff. The same is true with regard to the question of 
the research-extension interface. The Panel believes that ISNAR needs to 
carefully consider whether or not it has sufficient capacity to analyze 
and evaluate problems of livestock research on the one hand and 
research-extension linkages on the other. With respect to the latter, 
the Panel is not suggesting that it should go beyond the interface and 
evaluate extension. It is appropriate for ISNAR to look at the e%%icacy 
of the overall technology transfer activity from the point of view of the 
NARS, with other organizations such as FAO viewing it from the side of 
extension. 

Generally, all the review reports make recommendations concerned with 
improving the management of NARS. Specifically, NARS are said to be weak 
in framing national research stratggies, setting priorities, and in the 
planning and programming of their research activities. It is seldom 
clear, however, whether these factors are viewed as fundamental 
constraints in the functioning of the NARS in some countries or merely as 
symptoms of inappropriate overall agricultural development policies. 
National research strategies and priorities cannot be developed in 
isolation. They should fit into an agreed national agricultural 
development strategy which takes the economic realities of a country into 
account. Unless this is the case0 research strategies and priorities are 
in danger of being developed in a vacuum. 

Moreover, the Panel observed that during review and analysis of NARS, 
very rarely do teams include people with specialist knowledge in the 
methodologies used for priority setting, or'the planning and programming 
of research. Members of staff responsible for NARS activities recognize 
that ISNAR does not have in-house capacity in these important areas and, 
as a result, most of the country reviews have dealt with these questions 
only at a very general level. In the Panel's opinion, ISNAR should 
develop this m issing capacity in-house. There is no doubt that questions 
concerning resource allocation, determination of priorities, and the 
planning and programming of research constitute the most important 
problems facing NARS leaders and their staff, They also constitute an 
important m issing component of ISNAR's own operations. A start has heen 
made in this direction by the drafting of a guidelines paper entitled 
Planning and Programming-of Agricultural Research for use-initially by 
ISNAR staff. The first draft, prepared in 1981. has evolved continually 
but has not yet been published. Before it is published, however, the 
Panel suggests that it should include adequate treatment of these 
issues. A workshop of NARS leaders on this subject m ight also be useful. 
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3.1.3.3 Follow-up activities and implementation 

In the previous section,' some of the contents of the review reports were 
criticized. It needs to be stated, however,' that in most cases the 
review reports are the first attempt that may ever have been made in a 
country to document a given NARS. In these instances, and there are many 
of tl....., L.IFW, the re-pxts have beccme important resource UWV.....U.._L _-_ ..-...- An,-~wnfant P Fnr hl?bR3c 

leaders and their staff and the Panel commends ISNAR for its efforts in 
this regard. 

The Panel is also impressed with the way in which ISNAR always seeks to 
collaborate with NARS staff in any activity it is asked ,to engage in. 
This does not always work out as expected, however. For example, it is 
stated that the joint review arrangements in Kenya and Sri Lanka greatly 
assisted the work in the countries, but caused some. problems at the 
report preparation stage. The nationals on the team in Kenya and the 
working group in Sri Lanka were reluctant to comment on research policy 
issues so that, particularly in the case of Sri Lanka, the scope of the 
reports was limited. 

The review reports have, in almost all the countries where ISNAR has 
worked, been used as a basis for the preparation of projects for local 
and/or donor funding. In its follow-up activities, ISNAR has become 
involved in some of this work. It has assisted several countries in 
developing linkages with technical assistance personnel and funding 
agencies by helping in the articulation of country needs and ensuring 
that external support is used to fund nationally determined and agreed 
priorities some increases in support can be attributable directly to 
ISNAR. It has also provided advice on now internal reviews may be 
carried out by the NARS themselves. 

The Panel supports such follow-up activities but wishes to caution IS&AR 
regarding the extent to which it should get involved with aspects of the 
implementation of its recommendations. ISNAR should not attempt to play 
roles better suited to consultancy firms because of the danger of losing 
its credibility. In general it should not get involved in the 
recruitment of technical assistance personnel, particularly for line 
positions in NARS. The Panel is also sceptical about the long-term 
outposting of ISNAR staff even though they are said to play advisory 
roles and would urge ISNAR to reexamine the roles it is playing in Rwanda 
and Madagascar. The proposed outposting of ISNAR staff with USAID 
funding in Indonesia also needs to be reconsidered. 

In the Panel's opinion, becoming involved in the implementation of 
projects as defined in 3.1.1 runs counter to the stated comparative 
advantage of ISNAR and to its unique features of being an independent. 
specialized organization which is not in the field for profit. ISNAR, in 
the Panel's view, needs to identify what it would like to learn about 
project implementation and then decide on the most effective way Of 
gathering the required information. Perhaps ISNAR should organize a 
workshop on implementation in order to enable NARS leaders to profit from 
the experiences of those NARS which have successfully implemented large 
projects, such as in Brazil and Thailand. 
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3.2 Training and Conferences 

3.2.1 .Backqround and objectives 

NARS as a whole are heterogeneous institutions due to the great diversity 
of political. socioeconomic, and administrative systems in developing 
countries. ISNAR helps NARS by enabling national program leaders to 
share experiences on different aspects of organization. proyiding fora in 
which the latest thinking on issues like farming systems research, 
research-education and research-extension linkages to identify the 
successful approaches in various NARS. ISNAR also provides training of 
specialists in subjects like personnel management, financial management, 
procurement procedures, research station management.' and other 
specialized aspects of research management in NARS. ISNAR organizes its 
training courses, seminars, workshops, and conferences to meet these 
needs based on the relevant information developed through research on 
agricultural research management by ISNAR and other institutions. 

The objectives of the Training and Conferences program is to assist in 
the development of human resources in the NARS in the following areas: 
i) program identification and planning; ii) financial management; iii) 
operations management; iv) personnel management; v) information 
management; and vi) relating research to its users. Participants in 
conferences and training courses may include Directors General of NARS, 
Directors of research institutes, program leaders, managers of research 
stations, and executive officers. 

3.2.2 Program activities 

Between 1981 and 1985 ISNAR sponsored or cosponsored 14 conferences where 
different aspects of NARS activities and strategies and programs of ISNAR 
to strengthen NARS have been discussed (see Annex VIII). Eight seminars 
and training courses on various aspects of NAM, especially in management 
skills and 11 workshops of less than one week's duration were conducted 
(see Annex IX) o All the formal training courses were organized in 
Africa, many with special project funding provided through CDA. 

3.2.2.1 Approaches 

Most of the conferences have been in the nature of workshops and seminars 
and offered ample opportunity to the participants to interact informally 
with each other to share their experiences in organizing NARS in their 
respective countries. Various aspects of NARS have been discussed in 
these meetings in considerable detail, with lead papers on specific 
topics by one of the participants and the rest taking part in discussion. 

The training courses which have been held in various countries in Africa 
have mainly dealt with general aspects of agricultural research 
management, The training courses have included lectures on general 
management aspects and discussion sessions on specific problems raised by 
the trainees. Particular training courses on "Cosununication techniques 
for program leaders and station managers," "Time management for 
administrators" and "Research management for livestock research staff'" 
have been planned for 1985 to be held in Cameroon. 
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3.2.2.2 Staff and resources 

The funds for the Training and Conferences Program in the core budget 
have varied from $150,000 to $350,000 per year, including staff salaries 
and costs. The total expenditure in 1984 from core and special projects 
was $378,000. The core funds have been almost exclusively used to fund 
rn"Csrs"#.e" ..A ; 1 .cs C"*IL=L FI.bSGl , ",.-CIS spec;al p:oject funds hGW= beer& .dS& to finance mrrct *II"* b 
of the training activities. The core budget for 1985 has a prbvision of 
$395,000 for training and conferences, of which $226,000 is for program 
activities, the rest being for staff salaries and costs. 

There are 2 core-funded staff to handle training and conferences 
activities with the help of a secretary. This meager manpower has been 
augmented with staff and consultants on special project funds. The total 
professional staff for the Training and Conferences Program during the 
last 3 years has varied from 3.5 to 4.0 person-years. 

3.2.2.3 Priorities 

Since ISNAR was established as a new organization, its first order of 
priority was to establish itself in the eyes of the relevant donors, 
international organizations, IARCs, and developing country NAPS. 
Therefore, the core activity in the Training and Conferences Program 
largely constituted the organization of conferences, workshops and 
seminars to "sensitize" high level participants about the need for 
improving NAPS and the unique role that ISNAR can play at the 
international level in fulfilling these objectives. 

Assignment of priorities to conferences and training courses in terms of 
selection of subject matter and location has been on an ad hoc basis. 
ISNAR needs to establish criteria to decide the number and details of the 
various training and conferences events from core and special projects. 

Training courses have so far received a lower priority as compared to 
conferences. This is partly due to resource constraints -- both 
financial and specialist staff. However, ISNAR itself had to learn from 
country experience in order to devise courses in special management 
skills which would be relevant to the particular situations of client 
countries, rather than offer standard business management courses for 
universal application. Having acquired sufficient "hands on" exprience 
through working with many NARS, ISNAR is now in a position to utilize the 
knowledge from its "corporate memory” in specialized materials for 
training courses for countries with backgrounds and structures. This 
welcome change is reflected in renewed emphasis on training in 1985. when 
out of a total of 10 events, 7 will be training courses in Africa and 
Latin America. 

3.2.2.4 Achievements and impact 

Altogether, 22 events were organized by the Training and Confirences 
Program during 1981-84, in which 791 persons from 96 developing countries 
participated, including national policy-makers and research program 
leaders from NAPS. Many of these events were also attended by observers 
from developed countries and cosponsor representatives. 
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The 9 training courses already conducted in Africa have been attended by 
300 participants from various countries. The courses were held in 
collaboration with the relevant NARS, with the financial and 
organizational support of CDA. 

3.2.3 Pssues and assessment 

The Panel identified several major issues regarding the Trai&ng and 
Conferences Program: the appropriateness of the balance between training 
courses and conference activities; the balance between special project 
and core funds; the small contribution of the Research and NARS Programs 
to the contents of the training courses and conferencbs; the extent of 
involvement of IFARD in arranging conferences of NARS leaders in 
association with ISNAR; and methods of improving.the training of middle 
level NARS personnel. 

The Panel's discussions with scientists and senior management in several 
countries with which ISNAR has been associated indicated that ISN?+R has 
been successful in sensitizing NARS leaders and donors about the need for 
efficient organization and management of NARS. ISNAR has also been able 
to help impress upon the major donors the need to attach high priority to 
strengthening of NARS in an overall strategy of agricultural 
development. The conferences organized by ISNAR have been generally 
considered informative and useful by the participants. 

The personal links which ISNAR has-beenable to establish with NARS 
leaders have been crucial in its evolving relationships with the various 
countries in which it has established programs. ISNAR's role in bringing 
together NARS leaders to discuss issues of common interest has been 
important in stimulating discussions among these leaders of the various 
measures which they can help take to strengthen their systems. It would 
be useful to develop this concept further through TCDC, where relatively 
better developed NARS help other countries in a region by sharing 
experiences. 

ISNAR has established credibility with its clients in the area of 
agricultural research management and strengthening of NARS. It is well 
known in the developing countries for its expertise in these areas. 
Although some countries would like ISNAR to arrange funds from donors to 
implement its recommendations; this ISNAR obviously cannot do. 

Suitable training materials have been developed for improving general 
skills in agricultural research management. Training courses emphasizing 
the peculiar management problems of specific countries or regions can be 
developed only with the input of country coordinators in the NARS and the 
Research Programs who have first hand knowledge about the problems and 
their possible solutions. The guality of training to meet specific needs 
will improve with time as XSNAR gains more experience from its 
involvement with more countries. 

ISNAR plans to strengthen its capabilities in developing course materials 
in various aspects of agricultural research management, as stated in the 
publication ISNAR in the Eighties. However, ISNAR needs to place greater 
emphasis on training courses at the national level in addition to the 
regional courses mentioned in the above document in the future. 
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ISNAR is under considerable pressure to assist in the implementation of 
various projects in the formulation of which it has been associated, 
especially with regard to &posting of staff. ISNAR would have to 
expand several fold if it were to fulfill this role which does not seem 
possible. An alternative is the award of fellowship to middle level 
research administrators from various NARS with ISNAR who would receive 
training for 6-12 months in various skills together with experience by 
working in all ISNAR PicjgiSiiS, iii StiLdCtUied obcI-Ac-w a.-ti*ritins apa& nartir~rlmrlv =.A- "-"..*.a- -x 
on missions. This would ensure the availability of well-trained 
potential leaders within NARS who are familiar with the ISNAR philosophy 
and who can help implement development projects in consultation with 
ISNAR. This mechanism will lessen the need for direct ISNAR involvement 
in implementation. The Panel suggests that provision be made in the 
ISNAR budget for up to 6 ISNAR fellows annually. 

The present Senior Research Fellows effectively work as staff members and 
should not be considered "trainees." The Panel supports this scheme and 
suggests that the expertise of the Senior Research Fellows should be 
utilized to a greater extent in the Research and Training Programs, in 
addition to their involvement in the reviews of NARS. 

IFARD could play a more effective and dynamic role in organizing 
international and regional conferences of NARS. Provision of secretariat 
facilities to IFARD in the ISNAR headquarters ‘until 1986 is therefore 
appropriate. However, if IFARD does not establish its usefulness to NARS 
by this time, then the Panel suggests ISNAR should not continue its 
support. 

The Training and Conferences Program needs to continuously interact with 
country coordinators and those in the Research Program to develop 
suitable training materials and conference programs. One way is for the 
Training and Conferences Program staff to be associated more often in the 
country missions where they could contribute in identifying training 
needs and also get first hand knowledge of what is required for 
strengthening NARS. 

So far training has been organized primarily through special project 
funding, and only in Africa. This should change. The Panel urges that 
training courses be organized in Asia and Latin America as well in as in 
Africa and that the proportion of core funds be increased. However, the 
frequency of the general type of workshops and seminars for heads of NARS 
should be reduced as sufficient awareness of the main issues has been 
created by such activities during the past 4-5 years. 

3.3 Research 

3.3.1 Background and objectives 

The rationale for the Research Program is to enhance ISNAR's capacity to 
strengthen NARS. It aims to do this by improving ISNAR's analytical 
ability and working methods, generating and maintaining an appropriate 
data base on NARS, and by studying the nature and functioning of NARS. 
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ISNAR’s role in developing countries is unique in that it focuses upon 
the questions of priorities, planning, organization and management of 
agricultural research. The research program seeks to develop 
generalizable concepts out of this experience which can be used in 
ISNAR’s continuing activities and add to the knowledge base in the 
relatively new field of agricultural research management in developing 
countries. * 

3.3.2 Program activities 

3.3.2.1 Approaches 

The program formally began in early 1983. with a synthesis of ISNAR’s 
experience in assisting developing countries to strengthen their 
agricultural research systems. It resulted in October, 1984 in the 
publication entitled Considerations for the Development of National -- 
Agricultural Research Capacities in Support of Agricultural Development, 
This is now used in seminars and workshops. A related document entitled 
Servinq National Agricultural Research Systems: Lessons from Country __- 
Experiences, 1980~8+, was published in April 1985. It discusses the 
instruments ISNAR uses in its work with developing countries in the 
process of building systems. Lessons are drawn for the future 
development of ISNAR’s methodological approach. 

Deficiencies identified during the course of ISNAR’s reviews of NARS led 
to the research on evaluation methodology which resulted in the 
publication in July 1984, of Guidelines for ISNAR Reviews and 
Evaluations. Feedback from users from workshop and seminars is 
incorporated into revisions to refine ISNAR’s approach and improve the 
comparability of the review exercises in different countries. 

More specific research projects have been identified following upon 
PSNAR's involvement in various regions. The study of research-extension- 
farmer linkages in the South Pacific was initiated jointly with the 
East-West Center in Hawaii. It addresses the constraints facing 
scattered small countries with limited resources in improving the flow of 
information and knowledge. The project on agricultural research 
organization and performance in Latin America (PROAGRO) concentrates on 
the analysis of the nature, extent. determinants and impact of private 
sector participation in the technology generation and diffusion process. 
It is a collaborative study involving ISNAR, IDRC, CISEA in Argentina, 
the University of Campinhas in Brazil, FLAX.0 in Ecuador, and IESA in 
Venezuela. A series of country case studies have been completed and a 
number of workshops conducted. 

ISNAR has begun to develop an empirical model intended to explain the 
political and economic factors which determine the level of investment in 
agricultural research using published cross-country data. This is 
considered by ISNAR as being valuable in diagnosing the constraints on 
NARS and identifying the factors contributing to their growth and 
development. A project to refine the data base on NARS which builds upon 
the data in the November, 1981 ISNAR/IFPRI report on Resource Allocations 
to National Agricultural Research: Trends in the 1970s was initated in 
1984. It involves collaboration with IFARD and a consultant from the 
University of Minnesota in a mail survey of 134 developing and middle 
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income countries. -This primary data will be used in further analysis of 
the determinants of agricultural research investments and in ISNAR's work 
with NARS. 

Other studies in progress include: 

a typology of organizational structures and methods 05 
governance and their relation to the performance of research 
systems: 

the relationship between human resources planning, research 
programming and training in NARS; 

the conditions of service of research personnel and the 
compatibility of reward systems with training programs; 

the use of microcomputers for data management and research 
programming activities in NARS; 

a synthesis of the organizational and management problems 
associated with the introduction of on-farm research activities 
in NARS; 

an examination of the flow of scientific knowledge and 
information among countries using citation indexes; 

agricultural research policy and organizational issues in small 
countries; 

the development and testing of a methodology to examine 
agricultural technology management systems in Latin America, 
including the effectiveness of the research-extension process; 

the policy environment for agricultural research. 

The Research Program was established to service and collaborate with the 
NARS and the-Training and Conferences Programs. It does this by 
participation in country reviews, conferences, seminars and workshops. 
Material for many of the research projects are also derived directly from 
these activities. 

3.3.2.2 Staff and resources 

Presently, about 11% of ISNAR's professional staff of 28 are assigned 
wholly or partly to the Research Program. This is comprised of two 
Senior Research Officers and two Research Fellows. They are assisted by 
a half-time professional consultant, two full-time Research Assistants 
together with inputs from other ISNAR staff to the extent of about 
two-thirds of a person-year. 

The program endeavors to collaborate with other institutions as far as 
possible in the conduct of its research. 
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3.3.2.3 Priorities 

The program selects its research portfolio on the basis of the potential 
contribution to: 

i) knowledge on the organization and management of NARS; 

ii) the development of methodologies to assist ISNAR's work: and 

iii) servicing of NARS. 

The commitment of research staff time to the 10 research activities in 
1985.indicates that the data base project is by far the most demanding, 
representing 25% of the total (Table 3.3). The next most significant 
project is that on human resources which uses about half the resources of 
the data base project. 

Table 3.3. Allocation of time of Research Program staff in 1995." 
--- 

Person-weeks 

Data base 
Agricultural technology manageme-nt 

system 
Human resources 
Reviews of experience 
Private research 
Policy environment 
Programming/computers 
On-farm research 
Evaluation 
Others 

* Includes the time of Research Officers, Research Fellows, Research 
Assistants and Consultants of the Research Program plus other ISNAR 
staff. 

1 In addition, NARS and Training and Conference activities occupy 7 and 
17 person-weeks. respectively. 

3.3.2.4 -Achievements and impact 

The Research Program has only been formally in existence for a little 
less than three years. It is therefore premature to judge its impact as 
many activities have only recently begun. 
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Clearly, the three publications Considerations . . . . . . Guidelines . . . . . . 
and . . . . . Lessons . . . . . . represent the major outputs from the Program 
thus far. In addition, there are four working papers which describe 
progress in the various research projects. 

3.3.3 Issues and assessment 

The need for a Research Program at ISNAR has been and continues'to be 
debated, both within and outside the organization. One major argument is 
that research responsibilities are incompatible with the service function 
which is the fundamental aspect of ISNAR's mandate. However, the Panel 
concurs with the opposite view: that carefully focused ,research on ~- I_--- 
priority assessment and the organization and management of agricultural --- -_--_.-- 
research is a necessaryinsedisnt if ISNAR isTo 

-- 
become a "center of --__ 

excellence" and improve its s-&%s~%ARS. Unless ISNAR is able to 
distill from its experience on working with NARS a paradigm or school of 
thought on agricultural research management that advances the state of 
knowledge beyond that residing with each individual, there is little 
justification for it to be in the CGIAR. Instead ISNAR could rely solely 
on consultancy arrangements with its clientele. 

A research activity in ISNAR which aims to develop a better understanding 
of the desirable characteristics of an efficient agricultural research 
system can help provide it with a product which other organizations are 
unable to replicate. This is because of ISNAR's unique comparative 
advantage in its independence and specialized role in studying research 
management issues, as described in 6.2.1. This allows, it the entrie into 
the operations of NARS so essential for the development of an improved 
understanding of the determinants of their efficient management. 

A further rationale for a research program is that there has been little 
previous research on agricultural research management so the foundation 
on which to develop materials for training national research personnel is 
thin. 

Having said this though, the Panel has some reservations about the 
direction and current content of the program and feels that the 
statements made on research in ISNAR in the Eighties do not offer 
adequate clarifications. In the Panel's opinion, a number of the 
projects seem to be conceived in a manner which neither exploits ISNAR's 
comparative advantage nor fills a void left by other research and 
therefore, the outputs of these projects would seem to have limited 
relevance to improving ISNAR's ability to service NARS. The Panel 
considers the projects on the determinants of investment in research, 
private research, information exchange and agricultural technology 
management systems are marginal to ISNAR's primary objectives. 

The Panel regrets that among the justifications for the study on private 
research were that it would help establish the "credentials" of the 
program, capitalize on the professional interests of those involved, and 
was a ready source of external funding. 

The area of cosununications research, such as the project with the 
East-West Center in the South Pacific, would seem to take ISNAR too far 
down the research-extension continuum. 
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The Panel believes the data base project is important to ISNAR if it is 
to meet its responsibilities as a repository of information on NARS. 
However, the 'data base project would seem to require additional resources 
if it is to be successfully completed and the Panel would support such an 
increase. Questionnaires were sent out late in 1984, and by September 
1985, only 40% had been. returned by the 134 NARS which received them. 
Even then, many have incomplete information. There may be a need to 
visit all countries to assist and train them to gather the types of data 
required. The logical complement to this would be to link the data base 
project to a training activity on the use of microcomputers for research 
programming and management. IFPRI has two activities which could 
usefully be associated with ISNAR's data base project: these are the 
revamped Food and Data System Program which assists developing countries 
with methodologies and techniques for data gathering, analysis and 
evaluation and the project on the allocation of.resources to research in 
the Development Strategies Program. ISNAR should once again explore the 
scope for collaboration with IFPRI on this project. The. involvement of 
IPARD in the project is commendable but could be strengthened. 

The Guidelines soaa(/ document is not being used in-house in the manner 
intended, even though staff in the NARS Program contributed their 
knowledge and experience to its preparation. It serves as no more than a 
check list. The Considerations .*... document. however, seems to be more 
highly regarded in-house. 

A notable omission in the work of-the Research Program and in the 
Guidelines . . . . . and all other ISNAR publications is a set of criteria OF 
a method for countries to use in the determination of commodity and 
regional priorities. ISNAR's mandate specifically calls on it to assist 
NARS in identifying research problems and in formulating research 
priorities and policies. ISNAR has done little to utilize well-known 
tools of economic analysis to assist its client countries in examining 
the likely economic consequences of alternative commodity and regional 
research portfolios. NARS Directors require guidance in the formulation 
of their submissions to Planning and Finance Ministries in support of 
their requests for resources. These Ministries generally expect 
submissio.ns to be based on sound economic arguments. It would have been 
appropriate for the staff of the Research Program to have taken the 
leadership role in this case, especially economists from the nucleus of 
the Research Program in ISNAR. If need be, ISNAR should ensure that it 
recruits staff economists with the required expertise to provide this 
type of service to NARS. 

The Panel considers that all professional staff of I'SNAR should 
contribute to the organization's Jesearch output. The Panel notes that 
to date the NARS Program has receided more input from the Research 
program than from the Training,ahd Confer@nces Program, Neither the MARS 
or the Training and Conferences Program have contributed significantly tea 
the Research Prwram toOthe extent that would be desirable. 

If the matrix style of coordination, operation and management of ISNAR is 
accepted, as recommended by the External Management Review, and strongly 
endorsed'by this Panel then this should be possible. The attraction of 
this concept is that it would allow the knowledge and experience of ISNAR 
staff who have worked in and with NARS to be more easily distilled into 
an ISNAR paradigm of research management. That would require a mechanism 
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enabling staff presently not in the Research Program to spend extended 
periods on research assignments. The objective would be to distill and 
codify knowledge to a quality that would be acceptable for professional 
publication and which would contribute to the training activities of 
ISNAR. 

The Panel is disappointed that there have been virtually no peers 
published by ISNAR research staff (or indeed by any of the professional 
staff) in refereed professional journals, nor is there a system of 
external peer review of in-house publications. This reflects adversely 
on the professional nature of ISNAR's work. Additionally, it means that 
there is a limited opportunity for ISNAR to become recognized as a centre 
of excellence in agricultural research management. The Panel suggests 
that there should be explicit encouragement given *by the administration 
for staff to contribute to refereed publications. 
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CHAPTER 4. SUPPORT SERVICES 

4.1 Publications and Information 

4.1.1 Background and objectives . 

The vital role of communications was recognized in ISNAR's Constitution. 
Chapter V. 15 of the Constitution states, "ISNAR will establish an 
information system insofar as it enables the Service to fulfill its 
functions and does not duplicate existing information services." ISNAR 
has relied on publications to fulfill this information role from the 
beginning of the institution, with the result that the number of 
publications produced each year has increased considerably as ISNAR's 
program has grown. 

The purposes of ISNAR publications include the following: 

1. Ts promote reports of mission findings for client countries; 

2. To disseminate important and useful information on research 
management and administration: 

3. To exchange national agricultural research service experience and 
information: 

4. To assist the agricultural research management training program. 

4.1.2 Program activities 

4,1,2.1 Approaches 

The Publications Office is responsible for editing every manuscript, and 
works with authors on proofing, formatting, translating, and printing 
publications. All printing is done on contract. The Office also assists 
ISNAR staff who request help with various documents (e.g., speeches, 
training materials) that may not become publications. It is also 
responsible for keeping all ISNAR publications in stock and for 
maintaining the service's mailing list (2,400 entries). 

4.1.2.2 Staff and resources 

1. Publications Officer. 
2. Editor. 
3. Secretary. 
4. Technician/Artist. 

In view of the rapid growth in the number of publications ISNAR is of the 
opinion that one more senior editor preferably with some knowledge of 
French or Spanish in addition to English is needed. Because of the 
increase of work it has been proposed that ISNAR purchase a 
LinOtypeiMergenthaler unit. 
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The publication section uses the ISNAR Wang 01s 140 Word processing 
system, which can be directly interfaced with the proposed typesetting 
unit. 

4.1.2.3 Priorities 

A Staff Advisory Committee on Publications has been established to help 
utilize ISNAR's expertise in advising the Director General on matters 
relating to publications. It reviews issues related to publications 
policy, determines what type of publications are necessary, prepares and 
reviews the annual projection of recommended publications and advises on 
special publications. 

4.1.2.4 Achievements and impact 

In 1981 ISNAR published 9 items, in the subsequent years it published 14, 
19, and 41 items. In the 12 months prior to the review it published 31 
itams (Table 4.1) and projects publishing 80 in 1985. These fall in the 
following nine categories: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

Country Review Reports. This activity has been the major effort of 
ISNAR's publications program. 

Agricultural Research Management,- Some have been broad in scope: 
others have dealt with research management in specific countries or 
geographical regions. 

Proceedings. ISNAR organizes or participates in conferences and 
seminars. The Service endeavors to make printed reports available 
whenever the product of meetings is perceived to be of sufficient 
general interest. 

General Publications. ISNAR produces publications describing itself 
and its activities. This category includes the Annual Reports and 
the Annual Program and Budget documents. 

Reprint Series. This series reprints articles and papers from other 
(non-ISNAR) publications. 

Working Papers. These papers are intended to be an effective means 
of presenting the results of work and experiences that are still in 
progress, but are not yet ready for final publication. Critical 
comment is encouraged. 

Training Publications. This category of publication, which is just 
now commencing, will provide materials for use in the training 
program. 

ISNAR Newsletter. The Newsletter is produced quarterly. The primary 
purpose is to present, in an informal style, brief, newsworthy pieces 
about ISNAR's work. 

PROAGRO Series of 8 research reports of the importance of the private 
W.%Or in agricultural research in some Latin American countries. 
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Table 4.2. Number of ISNAR publications translated September 1984 thru August 8985. by language and number of 

copies printed. 
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It is ISNAR's policy to increase the number of publications it produces 
in more than one language. Fifty percent of the intended 1985 
publications are expected to be translated into at least one other 
language. It must be recognized, however, that this increases the cost 
of publications considerably which must be reflected in budget 
rrrr.-iare i hs%C Ican Tah1.a A 31 y&",Trr*"..U \Leb *YIhv as-,. 

4.1.3 Issues and assessment 

ISNAR publications program has made an impressive start as judged from 
the number and variety of publications which have been produced. 
Projections by the staff based on present trends indicate that no 
leveling off has yet been reached. 

The quality of the publications is generally of a high standard but the 
editorial staff report they have inadequate time to give each report as 
thorough a treatment as desirable. The range of publications, in their 
covers of ISNAR orange, serve as one type of public relations mechanism. 

The Panel appreciates the necessity for a typeseting unit compatible with 
the Wang word processing system which would greatly enhance accuracy and 
the ease of producing publications, especially those publications to be 
produced in several languages. The typesetter can work in all major 
languages, including Arabic, with the appropriate software. Publications 
presently reproduced from typewriter copy could also be typeset with no 
additional cost or effort, thereby improving the overall appearance of 
ISNAP publications. 

The Panel, however, was surprised to learn that the annual projections 
made for publications are based only on a survey of expected number of 
reports from staff members. Some commitments are standard, e.g., the 
annual report and the proposed program and budget. Others are entirely 
ad hoc, e.g., the reprint series. 

The Panel considers the range of publications too broad for a specialized 
institution like ISNAR, especially where there is no written policy and 
operational decisions concerning the publication of a specific document 
are made by the Director General. 

The Panel is also concerned about the amount of time, cost and effort 
spent on preparation of the country reports and their translation into 
more than one language. 

While the value of translating some country reports prepared in other 
languages into English is acknowledged, the Panel questions the need to 
translate all reports into all or most of the languages used by ISNAR. 
However, as a general rule, all public relations documents should be 
available in four languages. 

The Panel suggests that ISNAR review its current methods of dealing with 
publications with the objective of developing a comprehensive publication 
policy. In doing so the Panel suggests that the following points be 
taken into consideration: 
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ii) 

iii) 

iv) 

v) 

The purposes of the different types of ISNAR publications 
and whether the number and variety currently produced or 
projected meets ISNAR's objectives. 

The responsibility of the staff advisory committee with 
respect to ISNAR publications, The purpose of translations 
awd the extent to which they should be used in public 
relations documents, country reports, recurrie annual 
publications, etc. 

Whether the Publications Officer should be responsible for 
proposing and managing a budget for publications. 

Whether the time now arrived when country reports should no 
longer be automatically distributed widely but be available 
on demand. More emphasis should be placed on preparing 
summaries of the reports, their conclusions and 
recommendations for general distribution, if warranted, 

The panel suggests that ISNAR review the present policy of 
"anonymous" ISNAR publications and consider whether the 
ISNAR staff responsible for such resports be acknowledged 
specifically. In this context consideration might be 
given to the use of external referees for PSNAR in-house 
publications and, as discussed elsewhere, encourgement 
given to ISNAR staff to publish in refereed journals. 

The Panel does not favor the request for additional staff for the 
publication unit until a comprehensive review of the publication policy 
has been undertaken. 

4.2 

4.2.1 

Library and Documentation Center 

Background and objectives 

The period up to and including 1983, should be regarded as a time of 
consolidation and development of library and information services. 
Methods of information storage and handling had to be devised or adopted, 
the existing stock had to be sorted and shelved and systems for efficient 
service and utilization of information had to be developed. Services 
developed were aimed primarily at meeting the internal information needs 
of the ISNAR staff. 

4.2.2 Program activities 

4.2.2.1 Approaches 

The functions of the ISNAR Library and Documentation Center can be 
defined as follows: 

* To provide a focal point within the organization for information 
services. 
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* To acquire and make available to ISNAR staff and, in some cases 
to-other clients, documents from outside the organization 
relevant to ISNAR's field of interest. 

* To provide a curre.nt-awareness service, initially lim ited to 
ISNAR staff, on all subjects of potential interest to ISNAR. . 

* To provide a document delivery service (photocopies, b*&ks on 
loan. etc.) for the use of ISNAR staff. 

4.2.2.2 Staff and resources 

The section is staffed by a qualified and experienced special 
librarian/information scientist, with a graduate assistant. The space 
allocated to the library itself is adequate for the present, but does not 
allow for much growth in size. Two work stations connected.to the ISNAR 
Wang 01s 140 Word processing system are available. One work station is 
also suitable for use with telecommuncations and is used for 
bibliographic searching of remote data bases and for the CGnet electronic 
mail system. 

4.2.2.3 Achievements and impact 

In the two years that the librarian has been with ISNAR (commenced May 
19831, the entire library stock has been cataloged and indexed and 
printed catalogs produced. The total number of documents held is now 
over 6,000. New acquisitions lists are produced monthly and distributed 
to all staff, and are cumulated quarterly for distribution to other CGIAR 
Center libraries and other cooperating institutions. Exchange agreements 
have been established with all other CGIAR Center libraries and other 
institutions publishing material of interest to ISNAR. There are now 
some 50 depository libraries around the world that receive and maintain a 
collection of ISNAR publications. Attention is being paid to increasing 
the number of both exchange agreements and depository libraries, as well 
as to increasing the number of libraries on the general mailing list. 
Attempts have also been made to ensure that ISNAR publications are 
included in the international agricultural data bases (AGRICOLA, AGRIS, 
CAB) 0 Facilities for obtaining photocopies of journal articles and for 
borrowing books from other libraries both in The Netherlands and abroad 
have been introduced. Arrangements have been made which allow online 
bibliographic searches to be carried out at the request of staff, on both 
the United States and European computer systems. These facilities are 
also used for several publications and are carried out in cooperation 
with the Research Program. 

There are four broad areas of interest to ISNAR, which are reflected in 
the acquisitions policy of the Library and Documentation Center. These 
are: 

i) Research Management. This section contains items on 
general management techniques. Items here are often not 
specifically oriented towards agriculture, but are Of a 
general nature. 
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ii) Agricultural Sciences. This section contains i tems On the 
agricultural sciences as a whole. However, the main 
emphasis of the items included here is on research. 

iii) Organizations involved in Agricultural Research. This 
section includes information on and from the CGIAR Research 
Centers, United Nations organizations, other international 
bodies, and organizations in the industrializ$d countries 
involved in agricultural development in the developing 
countries. 

iv) Developing Countries and A&cultural Research. This 
section contains the documents collected by the ISNAR 
Project Teams, together with information on other 
developing countries and regions.. 

In addition to these four sections, the Library also has a small 
reference section, consisting of reference books, directories, yearbooks, 
statistical reference, dictionaries, atlases. etc. 

4.2.3 Issues and assessment 

The library is currently providing a valuable and efficient service to 
ISNAR staff. However, it should become more outward looking and pay more 
attention to serving clients in the developing countries. The ARMIS 
project illustrates how this could be approached. 

ISNAR intends to establish the Agricultural Research Management 
Information Service (ARMPS) as an operational component to provide 
information on agricultural research management for persons in the 
developing countries involved in the initiation and strengthening of 
agricultural research. Senior staff assistance will be needed by ISNAR 
to supervise the overall scientific and technical aspects of ARMIS. It 
is estimated that the project would require about 25% of the present 
librarian's time, Physical. space and logistic requirements for ARMIS and 
its operations are to be accosrnodated within the existing facilities of 
ISNAR. 

Informal discussions have been held with the Commonwealth Agricultural 
Bureaux (CAB) about the possibility of the joint publication of the 
quarterly abstracts bulletin to be produced as part of the ARMIS 
project. CAB are generally keen to become involved in cooperative 
projects of this kind (cf. their joint activities with CIMMYT in wheat, 
maize, and triticale abstracts, and with ICARDA in lentil abstracts and 
faba bean abstracts). Basically, such cooperation would involve CAB 
processing and printing an abstracts bulletin, consisting of abstracts 
selected from their own new input together with material supplied by 
ISNAR. ISNAJX would agree to purchase a number of copies of the printed 
product for distribution to ARMIS network participants in developing 
countries and CA8 would be able to sell copies in the developed 
countries. Further discussions on this topic are planned for October 
1985. 
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The establishment-of ARMIS would change the emphasis of ISNAR library so 
that it would become an information unit primarily serving the needs of 
users outside ISNAR, rather than those inside the Center at present. 
Such a reorientation would bring with it the need for a change in the 
document processing aspects of the Center, since more emphasis would need 
to be placed on information analysis, calling for either the involvement 
of the senior staff in such activities, or the empioyment of a$ ieast one 
person at this level, specifically for such duties. Additionally, 
upgrading of the present Wang system or the acquisition of additional 
computer capability would be a prerequisite for the establishment of such 
a Center. 

The Panel considers the implementation of the ARMIS project should be 
given high priority and that if special project funding is not 
forthcoming, consideration should be given to developing such a service 
from core funds. However, it is difficult to see how ARMIS could operate 
efficiently in the Library and Documentation Center without additional 
staff. Even without the development of ARMIS, the library will shortly 
require more space. This could be achieved by expanding the present 
library area and/or by moving the librarian out of the library into an 
adjoining office. 

The integration of information management functions (library and 
documentation. publications, central files, computer services, 
telecommunications) in one section would increase efficiency. Only then 
could the desirable linkages between-the various systems (e.'g., 
computers-word processors-telex-electronic mail-typesetting) be managed 
in an efficient and cost-effective manner. 

ISNAR with its role to help the developing countries in strengthening 
their agricultural research capacity should accumulate useful information 
on the agricultural research systems in the developing and developed 
countries. The collection of information on the structure, function, and 
management of the agricultural research institutions together with 
documentation of the changes which are now taking place in improving 
these systems would provide ISNAR with primary research materials. Such 
materials ar.e essential if ISNAR is to be the Center of excellence on the 
management of agricultural research systems as described in 3.3.3.1. 

4.3 Computing Services 

4.3.1 Background and objectives 

The initial configuration of computer facilities at ISNAR was geared 
principally to its word processing requirements. Over the last 12-18 
months an increasing emphasis on data collection and analysis, along with 
the growth of the organization itself, has directed more attention to 
ISNAR's microcomputing needs. Computing facilities are devoted to four 
functional areas: (1) Word processing, (2) library and communications, 
(3) financial, (4) research, NAPS and training. 
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4.3.2 Program activities 

Details of the hardware used by 1SNA.R is contained in Annex X. 

4-3.2.1 Word processinq 

ISNAR owns two WANG Office information Systems (OIS1 140-11. equipped 
with world language software and linked by a WISE (WANG Inf&mation 
System Exchange) Box. The hardware includes two Central Processing Units 
(CPUS) -- the brains of the system -- two disk drives, four printers (tws 
dual-feed daisy wheel printers, one twin-daisy wheel printer, and one 
laser LPS-12 printer with many different character set possibilities), 
and 23 workstations. It is a powerful yet delicate network, which forms 
the core of in-house computer capabilities. , 

ISNAR has appointed two in-house WANG supervisors: one for training of 
staff and for actual operation backstopping, and one for technical 
mattters 0 Detailed operating procedures also exist in the XSNAR WANG 
Users' Manual. 

The WANG OIS-140-I purchased in September has multilingual software to 
enable ISNAR to work in English, French, Spanish, German, etc. It was 
upgraded to 140-11 and linked with the second computer. In late 1984 
ISNAR purchased World Language software and upgraded the laser printer 
which also allowed Portugese to be used on the system. The possibility 
of adding Arabic to the system is-being explored. 

4.3.2.2 Library 

At present the library catalog is maintained on the WANG 01s Word 
processor. Wowever, this is not a very satisfactory arrangement because 
of restrictions regarding file size, online availability of the catalog 
and searching and retrieval capability. It is intended to utilize the 
computer equipment (both hardware and software1 which will eventually be 
obtained for ARMS for the library functions too. 

The ARMIS project proposal requires the acquisition of a microcomputer 
and bibliographic data base management software. This equipment will be 
utilized to maintain the data base, to carry out searches on request from 
users and to compile bibliographies. Subfiles may also be created for 
members of the AFU4IS network and their interests to be used for referral 
purposes. The library catalog will be maintained as a separate file on 
the same equipment. 

4,%.2,% Teleconununications 

The CGNet electronic mail network which operates on the ITT Dialcom 
system is accessed directly from the OIS, enabling documents to be 
transmitted from or received by the word processing system. Many CGIAR 
Centers. the CGIAR Secretariat and the TAC Secretariat participate, and 
any other institution or individual may purchase electronic mail 
services, thereby providing easy and economical exchange of messages and 
draft documents. 
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4.3.2.4 Accountinq 

The accounting section began with handwritten ledgers, but it soon became 
apparent that a microcomputer was needed to give more timely and easier 
accounting reports. A TRS-80 was introduced in 1981, as being suitable 
for ISNAR's accounting requirements at that particular stage in its 
development. . 

During 1984, an upgrade was necessary because the number of projects had 
become too great for the TRS-80 to handle efficiently. After reviewing 
several systems, SMB software and WANG microcomputers were selected. 
Presently two WANG PCs, one with a 10 megabyte hard drive the other with 
a 30 megabyte hard drive, backup tape streamer and 2 dot matrix printers 
meet the needs of financial work. The software has the ability to 
allocate management codes at 3 levels to each general ledger code, 
resulting in a highly sophisticated report generator system. 

4.3.2.5 Research, NARS and traininq _--- -- 

The growing amount of agricultural research data available to ISNAR 
from: 11 country level reviews, 21 specific data surveys on, say, the 
manpower or human resource structure of NARS, the ISNAR/IFARD data base 
survey, has largely directed the current computer configuration of the 
research section. ISNAR required, ready access to both hardware and 
software systems that would enable them to: i) collect and store this 
data in a machine retrievable form, ii) analyze the data using a variety 
of statistical packages, and 3) prepare hard copies of the data itself 
(for use by ISNAR and others) along with associated reports and analysis. 

One WANG PC with 20 megabyte hard drive and one IBM PC with a 20 megabyte 
hard drive is available to the Research Program. A decision was made for 
the research section to pursue an IBM-compatible strategy because: 

1) A large proportion of statistical agencies from which ISNAR can 
access a variety of data provide this information in IBM format, and 

2) There is a large amount of readily available and relatively low cost 
IBM-compatible software routines (e.g. spreadsheets, econometric 
packages, etc.). Most of these packages are not available for the 
WANG PC. 

The emulator board for the IBM PC and workstation compatability of the 
WANG PC gives the capability to move data and text to and from the WANG 
01s and the stand alone IBM and WANG PCs. It thus keeps the computer 
functions performed by the research section fully integrated with the 
rest of ISNAR's computing capabilities. 

One IBM EC with 20 megabyte hard drive is devoted to NARS and training 
program activities. The IBM-PC is appearing more and more as a standard 
product in the developing world, often being supplied by donor agencies. 
The purchase of this IBM-PC will enhance ISNAR's ability to work 
constructively with national systems in the future, and allowing ISNAR to 
gain hands-on experience with the machines that are being used in the 
field. ISNAR has recently begun to work with the Bangladesh Agricultural 
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Research Council (BARC) on a program to strengthen the management of 
human resources in BARC and its constituent institutes. Considerable 
emphasis is to be placed on manpower, training, and career planning, 

The program has four specific objectives. (1) To collect human resources 
data on scientists and (eventually) technical assistants in BARC and its 
constituent institutes+ (2) To develop an appropriate data base format 
for maintaining this information on an IBM microcomputer. J31 To enter 
these data into the computer. (4) To establish mechanisms in BARC and 
its constituent institutes to update and use these data on a continuing 
basis. 

4.3.3 Issues and assessment 

The current configuration of computer facilities is serving ISNAR well. 
If the ARMS project is approved an effective on-line system will require 
additional software amd hardware. 

The Panel is impressed by the quality of the support services. 
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CHAPTER 5. RELATIONS WITH OTHER INSTITUTIONS 

5.1 ISNAR and Research and Development Agencies 

When ISNAR was estabiished as one of the 13 CGiAE Centers, it;*as 
expected to have close relationships with FAO, the other Centers in the 
CGIAR System, the donors, and to serve,the national programs. The 
Panel's discussions with many individuals have given it the impression 
that they saw ISNAR as a Center that was intended to "serve" the other 
Centers, but often with no clear identification of the'types of 
activities this might entail. Some also seemed to believe that ISNAR 
should undertake activities of marginal significance, that could not be 
accommodated by other Centers. Others and particularly senior government 
officials in developing countries stressed the usefulness of ISNAR and 
the importance of the specialized services it is providing-to NARS. 

5.1.1 Relations with FAO 

ISNAR has interaction and relations with FAO in three ways: FAO is a 
cosponsor of the CGIAR. it has a constitutionally mandated nonvoting 
representative on the ISNAR Board, and it has activities that are 
parallel to ISNAR's. 

In conunon with other Cosponsors, FAO has had little direct contact with 
ISNAR as cosponsor: the Cosponsors operate at the system level, but do 
not intervene in Center activities. 

FAO did not favor the creation of ISNAR and offered to expand its own 
facilities and make other accommodations in lieu of creating a new 
institution. However, as pointed out in 2.1.1, the CGIAR, while 
recognizing FAO's legitimate interests in agricultural research, decided 
to move ahead with the establishment of ISNAR. At the same time, the 
Chairman of the CGIAR was anxious to ensure good working relations 
between FAO and ISNAR. As a result it was recommended and agreed that an 
FAO representative should be invited to attend meetings of the Board of 
ISNAR as a nonvoting member. That provision was written into the 
Constitution and has been followed. 

Through FAO's attendance at ISNAR Board meetings and by exchanges at the 
headquarters and country levels, there have been some interactions 
between ISNAR and FAO (see Annex XI). However, the Panel was surprised 
to find very little knowledge about ISNAR's activities at the level of 
middle management in FAO, Rome. Also there were complaints at that. level 
that ISNAR had not adeguately informed FAO of their operations. Their 
perception seems to be that ISNAR is closely allied to the major donors 
and tends to ignore FAO, which has a major responsibility for 
agricultural development and has many programs in the countries where 
ISNAR works. 

The middle management level in FAO also seemed most affected by the 
parallel activities of ISNAR. There were claims of competitive behavior 
by one Organization toward the other although few cases of cooperation in 
providing services to NARS were reported. 
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At the field level, the Panel found good relationships and cooperation 
between FAO personnel and ISNAP staff, and an appreciation of ISNAR's 
contribution in most countries it visited. There were suggestions by FAO 
that they could play a further role in implementation of ISNAP's 
recommendations. In one instance, though, there was a complaint that PA0 
had not been consulted nor had they received a copy of an ISNAH report in 
time to make adequate comments. However, this seemed to be an aberration 
from the usual practice but certainly one that should be avaided in the 
future. 

There is no doubt in the minds of the Panel that ISNAR is providing 
services in addition to those that FAO provides that .are not substitutes 
for those of FAO. 

5.1,2 Multilateral and bilateral donors -_.- -- 

The Task Force envisaged, and the Constitution (Chapter III. 6) specifies 
that "ISNAR will serve as intermediary between interested partners in 
order to promote bilateral cooperation in the field of agricultural 
research. ” This has sometimes been called the role of an "honest broker" 
between donors and governments seeking resources for strengthening their 
agricultural research systems. This would be in line with ISNAR's 
objectives of facilitating an increase in the flow of external resources 
to NARS. 

The Panel's discussions with donors about this relationship with ISNAR 
have produced mixed reactions. Some donors -- at the headquarters level 
-- are indifferent about ISNAR; they see it as a body that is only used 
because it is in place, but with little comparative advantage over other 
institutions. There have been complaints that ISNAR has been "too 
general" in its recommendations, and that it has not prepared projects to 
donor specifications, There have also been complaints that ISNAH stops 
short of making a significant contribution by not being involved in 
implementation of projects. 

The Panel found a different attitude at the field level. Field staff of 
donors expressed considerable appreciation for the work of ISNAR. They 
frequently cited the quality of ISNAR's work (with an occasional 
reservation), its international staff and perspective, specialization in 
research, dedication, productivity. independence and ready acceptance by 
its clients. Donors were very supportive and urged that where ISNAH 
helped in "creating" systems it be encouraged to maintain contact and 
help them through their establishment and growth. Some stated very 
positively that ISNAH's activities in a country had led to aid 
allocations in support of agricultural research. 

In regard to ISNAR's reports, donors were critical of two aspects. 
First, there was a lack of economic analysis and economic 
rationalization,.especially concerning priorities and, second, to some 
extent there was a lack of country context. However p donors generally 
welcomed ISNAH's work as a vehicle to help them in their own efforts and 
appreciated the opportunity to have their staff participate in ISNAR"s 
review missions (see Annex XII). 
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There were some complaints from ISNAR's smaller donors that they had not 
been adequately-consulted prior to reports being written. Some donors 
wanted to see greater consultation prior to any report being issued to 
see whether ISNAR's recommendations were "realistic" in terms of 
potentially available resources and the capacity of the country to 
effectively utilize and maintain the enhanced systems envisaged. 

l 

The Panel found that the relationships with the Government of the Kingdom 
of the Netherlands were excellent. 

5.1.3 The IARCs 

In the Panel's view there is no question that ISNAR derives great 
strength from being a member of the CGIAR. The System as a whole is more 
widely recognized and appreciated than is its youngest member -- ISNAR. 

ISNAR's role vis-a-vis the other Centers was never fully defined by the 
Task Force, nor is it defined in its Constitution except to say (Chapter 
III. 5) that ISNAR "will serve as a linkage mechanism between the 
International Agricultural Research Centers of the CGIAR System and 
national agricultural research institutions." There was recognition that 
there was complementarity between the work of the IARCs and ISNAR: there 
was also some expectation that ISNAR would be a "bridge" between the 
international system and the NARS. The nature and construction of this 
bridge was left rather vague. 

ISNAR's relations with the other Centers have not been very close. One 
notable joint effort was the collaboration with IFPRI in producing a 
worthwhile and important volume on estimates of staffing and expenditure 
on research in developing countries. This was done by an IFPRI staff 
member seconded to ISNAR. The main interactions between the IARCs and 
ISNAR, though, have been through IARC staff members serving on ISNAR 
m issions or contributing to ISNAR training programs and workshops. There 
have also been seminars and meetings organized by ISNAR for the CGXAR 
group as a whole which of course included the IARCs. 

The exchange of information between ISNAR and IARC field staff, such as 
the CIMMT farming systems work in East Africa, has helped ISNAR staff 
strengthen their reports. In other regions the IARCs have also been 
helpful in making information available to strengthen country review 
reports (see Annex XII). 

There has been discussions about ISNAR playing a "coordinating role" for 
the System as a whole in one or another region where many IARCs-are 
working. The most recent of these discussions was in regard to proposals 
to establish an ISNAR coordinating function in Southern Africa. This 
would be in line with the recommendations of the Task Force and the 
opportunities presented to ISNAR in its constitution. The exact nature 
of the coordination, though, has never been specified. 

Some of the IARCs would like to see ISNAR take responsibility for the 
administration of regional offices for the IARCs, but primarily to help 
the IARCs link to national programs, rather than for matters relating to 
ISNAR's narrowly defined mandate. The Panel believes this is an 
untenable situation and that ISNAR should not be expected to undertake a 
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coordinating role among the IARCs norshould it be expected to undertake 
residual activities for the CGIAR System as a whole. Actions to 
coordinate the work of the IARCs are the responsibility of country 
authorities. ISNAR should only be involved in regional activities whew 
it is part of their program to assist NARS. 

ISNAR should undertake to keep national researchers in%ormed &bout 
relevant research activities of the other CGIAR Centers. The Panel 
applauds ISNAR's decision to make individual staff members responsible 
for being especially knowledgeable about particular IARC research 
programs and encourages the other Centers to cooperate with ISNAR in 
these efforts. 

5.2 NARS Perceptions of ISNAR 

Members of the Panel visited a number of developing countries in which 
ISNAR has had missions and follow-up and interviewed senior researchers 
and research administrators about their experiences with XSNAR (see Annex 
IV) 0 The views of officials in these countries were supplemented by 
those of three directors of NARS who were members of the Panel, as well 
as a perusal 0% information in the country case studies done as Part 0% 
the CGIAR Zmpact Study. These sources of information led to the 
following understanding of the NARS perceptions of ISNAR. 

5.2.1 The role and location of ISNAR 

National researchers see ISNAR as being an independent institution whose 
product is not biased by the hope for a future operational role or the 
need to package its recommendations within a "project" with predetermined 
limits. The Panel was told that ISNAR was much appreciated because it 
approached national programs in a "neutral way" rather than as a donor 
"trailing funds'" or a consulting firm hoping to engineer future 
business. ISNAR also studies the total system, not only specific aspects. 

None of the NARS leaders contacted expressed dissatisfaction with ISNAR's 
present location nor suggested it could serve them better if located in a 
developing country. 

5.2.2 Relationships between NARS and ISNAR 

It was appreciated that ISNAR's modus operandi was only to respond to 
national invitations. The Panel was repeatedly told that ISNAR worked 
with national researchers and administrators to achieve the goals of the 
country, especially after its initial mission. This was stated as taking 
a joint approach, as collaboration and not cooperation, and as working 
with, rather than forI the clients. It was also noted that ISNAR teams 
develop their ideas after discussions with clients. 

National research personnel reported that ISNAR teams were appreciated 
for operating within their Terms of Reference and for their loyalty to 
the client institution. The fact that ISNAR reports are directed to the 
national client institution rather than to a donor, consulting firm or 
academic audience was appreciated. There seemed to be no "undue 
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influence" over the teams. ISNAR's contribution in broadening the 
interactions of agricultural research institutions with ministries 
sometimes considered to be outside agriculture, like fisheries or 
forestry, was appreciated. This was also true of their inclusion of the 
role of universities in agricultural research. The credentials which 
ISNAR brings enhances the importance of agricultural research in economic 
development and is recognized as being influential in marshalling 
resources, both domestically and internationally. . 

5.2.3 Assessment of ISNAR's services 

The Panel was impressed with the highly favorable reports of ISNAR's 
services by national researchers and administrators. These impressions 
were partially based on the relationships ISNAR staff built with national 
counterparts, but also because of the relevance and quality of the 
services they provided. These views emerged from comments,about the 
style, approach and specific activities of ISNAR. 

National program personnel appreciate ISNAR's style of operation: its 
flexibility and lack of bureaucracy, the quality of its staff and 
consultants, their multinational composition and the continuity of 
personnel working with a given country. In most cases, ISNAR was 
commended for its generally high quality products. In a few cases, it 
was felt that the initial report was too general or unsatisfactory in 
some other way, but this was usually corrected in a subsequent revision. 

ISNAR's approach also elicited favorable reactions: its broad 
perspective on agricultural research management was appreciated. 
including consideration of the research-extension interface. National 
researchers also liked its systematic view of research planning, its 
multidisciplinary approach and its timeliness, effectiveness, and 
flexibility. 

ISNAR missions were specifically commended in one country for providing 
assistance with program budgetting and in another for help on setting up 
a suitable salary scale. On the other hand, an unsatisfied need for such 
assistance was noted by some other clients, as was the need for 
techniques that could assist research administrators in determining 
research priorities and resource allocations. Apparently, ISNAR is not 
in a position to provide comparable services to all its clients. 

5.2.4 Future roles for ISNAR 

Once a successful comprehensive review of a NARS has been com@leted; the 
question arises about the role of ISNAR in following up or implementing 
the recommendations. Some voiced strong opinions that a continued role 
in implementing projects was desirable and natural for ISNAR. However, 
if ISNAR does take on the task of implementing the reorganization Of a 
research system through stationing resident teams in countries, it would 
quickly lose one aspect of its comparative advantage mentioned most 
positively by national research administrators and scientists: that Of 
being an independent, specialist, professional, nonprofit institution 
looking at the issues from the country's point of view. Instead, it 
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would become closely identified with an ongoing operation rather than 
being in a position to make objective assessments. The Panel has 
discussed this earlier in 3.1.3.3. 

A second issue for the future of ISNAR is the extent to which it should 
extend its review, evaluation and recommendation activities beyond the 
agricultural research sphere. Some suggested that ISNAR cover the whole 
range of public sector agricultural activities, from basic *search to 
applied research and extension. However, a majority of those interviewed 
praised ISNAR for concentrating on research and contrasted it with other 
organizations that engage in a wide range of assistance activities. Most 
respondents indicated that ISNAR must include the research-extension 
interface, but that it would be a mistake for ISNAR to expand its 
activities to include extension per se. 

Some respondents mentioned specific types of assistance they would like 
from ISNAR. These included manpower planning, research management, and 
techniques for establishing priorities among research alternatives. The 
Panel recognizes that ISNAR missions have assisted a number of countries 
with these types of issues, but this has mot always been possible and the 
Panel believes they are important. 

5.3 The Comparative Advantage of ISNAR 

In conclusion, based on the interactions the Panel had, it believes that 
ISNAR has a comparative advantage in providing services to NARS. ISNAR 
is now seen as a modest but significant part of the international support 
system for agricultural development. It is an institution with an 
important role to play in assisting countries to develop their NARS 
though there is still some confusion about the scope of its mandate -- a 
matter addressed frequently throughout this report. The Panel is 
convinced that ISNAR during its five years of experience has developed a 
comparative advantage to assist MARS. The experience also indicates some 
further steps which need to be taken to enhance and exploit this 
advantage. 

The Panel considers that ISNAR's comparative advantage stems from a 
number of attributes, with the whole being greater than the sum of the 
parts. These include: 

It is a single-purpose institute devoted to strengthening 
agricultural research and the management of NAPS. Because 
it focuses on one specialized area, it has an advantage 
over multipurpose institutions in that it can devote its 
energies to the one facet of development with which it is 
now identified. Because ISNAR specializes, it has the 
oppottunity -- yet to be fully realized -- to be at the 
cutting edge of thought and action on agricultural research 
management and on the interface of research to extension. 

ii) ISNAR has a great advantage in being part of the CGIAR. 
TRis gives it international legitimacy and the standing 
enjoyed by all members of the CGIAR. More importantly, 
membership in the CGIAR gives ISNAR access to information 
in the System as a whole, as well as to the technical 
expertise of its scientists. 
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iii) ISNAR enjoys the status of an international agency and as 
such is free from many of the pressures on national 
agencies, private firms and foundations. It does not have 
to tailor its recommendations to specific donor policies: 
ISNAR's independence has given it considerable standing in 
the eyes of both donors and developing countries. ---_- - Beveioping countries see 1YNAK as an institutionethat 
collaborates with them in fulfilling their aspirations 
while donors see ISNAR staff as sensible, neutral 
technocrats who can persuade developing country governments 
to improve their systems and so use donor,resources 
effectively. 

iv) ISNAR's small size and minimum of bureaucracy has given it 
a responsive capability that is much'appreciated by client 
countries and donor agencies. Together with its 
specialized services, this has resulted in governments 
concluding that ISNAR can provide the "right person" at the 
"right time." This quick response has been facilitated by 
the advantages of flexibility in its operations. 

VI The generally high quality of the staff and the wide 
experience of ISNAR are important advantages in the eyes of 
the users of ISNAR's services. The staff has established 
empathy with its clients: they have the advantage of 
bringing a range of comparative experiences to bear on 
problems at hand and this is valuable and much 
appreciated. However, there is a need for these 
experiences to be institutionalized and strengthened 
through analysis and synthesis. The quality of this 
analysis will have much to do with enhancing ISNAR's 
standing in the development community. 

In general, the Panel believes that ISNAR has a comparative advantage in 
this important aspect of agricultural development. However, ISNAR has 
yet to exploit its full potential and establish itself as a premier 
Center in this field. If it is to realize this potential it must confine 
its services to agricultural research management and resist pressures to 
include extension management and project implementation. It cannot, 
however, ignore the research-extension interface. It must also improve 
the quality of its publications and most importantly enhance its 
"research on research management." 
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CHAPTER 6. ISNAR: AN OVERVIEW 

6.1 ISNAR in The Future 

6.1.1 Continuation of ISNAR 

The Panel is firmly of the opinion that ISNAR should contiiue to be 
supported by the CGIAR. Its trial period is over and it should now take 
its place as a fully-fledged member of the System with no time horizon 
specified on its life. This would be in recognition of its achievements 
and the promise which it holds for NARS in the future. It has proved 
itself as an effective organization providing valuable services to NARS 
which they readily acknowledge. 

The resources being committed to agricultural research ,in developing 
countries continue to grow, especially in Africa where the need is 
greatest. Helping to ensure the efficient management and use of all 
these resources provides the strongest raison d';tre for ISNAR's 
continuation. 

The Panel's view as described in 2.5 is that ISNAR operated under several 
constraints in its first five years. Its ill-defined mandate, financial 
limitations, circumscribed role vis-a-vis other IARCs and FAO, 5-year 
"trial period" and the uncertainty surrounding the concept of "service" 
to NARS led it to develop a program which stressed diversity in its 
country portfolio, which may have been appropriate in its formative years. 

With an assured future, ISNAR, though remaining a modest-sized 
organization with limited resources, will be in a better position to 
respond to the emerging and changing requirements of NARS for its 
services. However. it will be incumbent on ISNAR to establish clear 
priorities and evolve a coherent strategy which guides its modest-sized 
programs in the future. In this respect, it needs to enhance its 
capacity to provide more specialized services to NARS and synthesize its 
experience into an ISNAR paradigm which will differentiate it as a 
"center of excellence." This will require that training and research 
activities increase to at least one-third of ISNAR's operations and that 
follow-up activities dominate the NARS program in future. 

6.1.2 Mandate 

Reference in ISNAR's Constitution (see Annex V, Chapter III. 5) that 
"ISNAR will serve as a linkage mechanism between the International 
Agricultural Research Centers of the CGIAR system and national 
agricultural research institutions" should be rephrased. Despite efforts 
by both ISNAR and the other IARCs. no viable mechanisms by which ISNAR 
could link the other centers and NARS have emerged, The Panel did not 
discern either a demand by the other IARCs for ISNAR to fulfill such a 
role or a willingness on the part of ISNAR to supply it, after some 
initial attempts to do so failed. The Panel would agree with the 
Director General's statement to TAC 28 in July, 1982 that ISNAR should 
not be expected to coordinate the activities of the other IARCs in their 
work with NARS. ISNAR should also not be expected to take responsibility 
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for enhancing the-effectiveness of the CGIAR System as the Task Force 
suggested. 

Since ISNAR is a regular Center, the Panel considers that there is no 
longer any valid reason to make exceptional provision within the 
Constitution for such items as representation on the Board of Trustees of 
iiCXiVOtiiiCj ObSerVeiS. . 

In addition, the Panel also detected little enthusiasm for the notion 
that ISNAR should act as a fund-raiser for NARS or that it serve the 
needs of donors. However. this should not preclude ISNAR from advising 
on sources of funds. 

6.1.3 Priorities 

The first S-years of ISNAR involved a trial period of working with NARS 
to help diagnose their constraints and design ways and means of 
alleviating them. In responding to country requests, ISNAR adopted a 
flexible and opportunistic policy aimed at maximizing its geographic 
coverage and experience. ISNAR has been very successful in this approach 
judging-by the favorable assessments by NARS of its contributions to the 
strengthening of their organizations during this period. However, this 
trial period is now over and ISNAR's Board, Management and Staff must 
develop a strategy and articulate a clear and coherent program to guide 
its activities in the future, especially over the next 5 years. 

Although the medium-term plan ISNAR in the Eighties describes the 
activities ISNAR intends to pursue, it has no clear overall strategy or 
coherent plan for what it hopes to achieve as an institution from these 
activities. In addition, the priorities by which ISNAR will select one 
activity or one country rather than another are not spelt out. ISNAR is 
now facing a situation where there is an excess demand for its services, 
its resources are limited, and the needs of NARS are changing. Difficult 
choices lie ahead and ISNAR must assume the responsibility for 
establishing its priorities and thereby avoid the criticism that its 
choice of countries has been unduly influenced by the composition of its 
Board. ' 

In developing a coherent strategy to guide its future program, it is the 
view of the Panel that ISNAR should no longer place primary emphasis on 
attaining a geographical spread of countries. Rather ISNAR should as 
discussed in 3.1, consider at least four criteria when formulating its 
future program. These should include the stage of development of a 
country's research institutions, the need of a country, the size of,its 
research system and the probability of improvement in research management 
as a result of ISNAR's involvement. 

As part of the exercise in developing an overall strategy for ISNAR, the 
Panel considers that the preparation of a set of clearly articulated and 
coherent objectives for the Publications and Information Program are 
essential to help rationalize the number and types of publications and 
the number of translations produced and allow the maintenance of the 
desired quality. The Panel would not support the addition of staff to 
the Publications and Information Program until this activity has been 
completed. 
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6.1.4 Organizational structure 

Because of resource constraints, the Panel sees a need for ISNAR to adopt 
an organizational structure which enables professional staff to 
contribute to its three major programs according to their background and 
experience and the needs 0% the organization at any particular time. 

An organization and management structure of the type envisaged would 
imply that staff would no longer be assigned to particular programs, but 
move in and out of various functional activities. For example, staff 
presently in the Review of NARS Program might be requested to spend a 
period preparing publications and training materials,on specific topics 
which capitalize on their experience in working with NARS, at the expense 
0% time on country reviews. Current Research Program staff might be 
asked to take more responsibility for country programs and training. 

Such a change in ISNAR's style of management would require additional 
program leadership and coordination if it is to be successful. An option 
discussed by the External Management Review that consideration be given 
to the creation of a position of '"Program Director" would help to achieve 
this and is strongly supported by this Panel. Under this scheme all 
professional staff would be responsible to the "Program Director" for 
their-duty assignments. It would require a matrix form of management, 
with functional activities (Review and Systems of Analysis, Training and 
Research) as one dimension and staff as the other, 

A program management information Bystem should be initiated which enables 
the "Program Director" to orchestrate the movement of staff and resources 
among program activities. The major resource to be manipulated by the 
"Program Director" is ISNAR's professional human capital, which 
represents about half of its total budget. In line with the philosophy 
that all professional staff should have responsibility for multiple 
activities, it would be desirable for the "Program Director" to have had 
considerable experience in, and responsibility for. the operation and 
management of NARS in developing countries. 

6.105 Program balance and sources of fundinq 

ISNAR's overall program balance is determined by two main factors: the 
availability of core and special project funds, and the relative priority 
given to each program. The Panel considers that ISNAR's total program is 
increasingly being driven by the availability of Special Project 
funding. In 1985, it is estimated to be 18% of total funding and is 
likely to grow substantially in future if current plans are realized. 
The Panel would not like to see Special Projects form more than 3.5% of 
ISNAR's average annual budget. They should not be undertaken unless they 
represent an integral part of the overall strategy and proqram of ISNAR, 
Bowever the Panel acknowledges that exceptional circumstances may arise - 
when some flexibility in these guidelines are required. 

The Panel also considers that the division of ISNAR's program into three 
functional activities (Review and Systems Analysis, Training and 
Conferences and Research) is appropriate, however, discussed in 3.3.3 the 
Panel has some reservations about the current balance among these 
programs. 
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Review and systems analysis. has been the main activity of ISNAR during 
the formative years and the Panel considers that it will continue as the 
main focus with follow-up activities being dominant in future. The Panel 
suggests that not more than two-thirds of ISNAR's resources should be 
devoted to programs linked to individual NARS. 

Of interest in this respect sic the ckxxmxts such as the CluideJines i il ) 
and the draft manuscripts on planning, monitoring and evaluation which 
are intended to serve as self-help materials. In their present form the 
Panel believes that they lack the content and rigor that would make them 
entirely suitable for these purposes. With further refinement and peer 
review they could facilitate the conduct by NAPS of their own reviews, 
enabling senior management and staff of the Review of NARS Program to 
assume more of the responsibility, thus allowing more ISNAF! resources to 
be devoted to training, research and follow-up activities. 

In the Panel's view, ISNAR has not adequately assisted NARS .in 
determining research priorities at the commodity and regional levels. 
Standard approaches to assessing the likely economic consequences of 
alternative strategies should be employed in every country review 
exercise and built in to the training modules. Techniques for assessing 
the benef-its, costs and rates of return on research investments should 
also be introduced into ISNAR's armoury. ISNAR will not have served NARS 
Directors adequately until it explicitly introduces this perspective. 
The challenge to most NAPS Directors is to be able to defend their choice 
of research strategies in clear economic terms to hard-nosed and 
generally highly qualified economists in their Planning and Finance 
Ministries. If ISNAR is to assist NARS in mobilizing additional 
resources to strengthen agricultural research, it must address these 
questions. The Panel regrets it has failed to seize this real 
opportunity for impact up to now. 

The Panel is firmly of the opinion that ISNAR should not become directly 
involved in implementation of operational projects, i.e., ISNAR should 
not in general go beyond what the Panel refers to as follow-up activity, 
project preparation, training and advice. The Panel also cautions ISNAR 
against being identified with people filling positions in such projects. 
To do so could well destroy the reputation ISNAR has earned as a source 
of independent, professional, and specialized advice on agricultural 
research management. ISNAR's primary role should be nonoperational, 
i.e., to give advice when requested and to assist in training selected 
NARS staff to become good agricultural research managers. The NARS staff 
would then provide ISNAR with a core of professionals with which to 
maintain Contact. ISNAR does not have to take responsibility for 
implementation in order to understand and learn lessons from the 
challenges and opportunities it provides. 

In the Panel's view, ISNAR should not engage in activities which focus on 
the organization and management of extension. However, the Panel 
acknowledges the relevance of the interface between research and 
extension and considers it appropriate for ISNAR to include this aspect 
in its work with NARS. 

The Panel envisages that in future there would be considerably increased 
emphasis on training activities in ISNAR, again with all staff 
contributing in various capacities. An increase in training activities 
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is suggested for two reasons: first, NARS increasingly require more 
specialized advice and.assistance from ISNAR in developing improved 
agricultural research management information systems as discussed in 3.2: 
second, NARS require assistance in strengthening their capacities to 
implement projects. For these purposes the Panel suggests the 
institution of the new'fellowship program described in 3.2. The 
objective would be to have such fellows take responsibilities for 
implementing programs in the NARS on their return, The neti fellowship 
program would help ISNAR resist any pressures from donors to place Staff 
in line positions in NARS and to assist with the identification of such 
individuals. 

Furthermore, because of the importance of training and the increasing 
information ISNAR is accumulating, the Panel considers that emphasis 
should be shifted from conferences to specialized training courses. In 
addition, a greater proportion of core resources than at present should 
be devoted to training. 

The Panel is convinced that carefully focused research on priority 
assessment and the organization and management of agricultural research 
is a legitimate and important activity in ISNAR. Only in this manner 
will ISNAI? become a “center of exce%%ence” 
NARS-, 

and improve its service to 
It has the opportunity to do this because of its unique 

comparative advantage in its independence, specialized role and access to 
NARS e At least 15% of ISNAR's activities should be devoted to research. 

601.6 Staff Program 

The Panel is of the opinion that ISNAR has assembled a highly qualified 
and enthusiastic staff who are dedicated to their work and who have 
established ISNAR's credibility with the Center's clients in NARS. 

Professional staff should be encouraged to publish in refereed 
professional journals. The Panel suggests that the appropriate 
incentives and opportunities to enable this to occur be identified and 
put in place by the management. Unless this is done, ISNAR will not be 
able to develop its reputation as a "center of excellence" in 
agricultural research management. 

While the range of skills among the staff has been adequate for ISNAR's 
purposes, the Panel foresees that the demands from NARS for more 
specialized inputs will put greater demands on the staff. It will 
therefore be incumbent on ISNAR to increase the proportion of its staff 
having skills in particular aspects of agricultural research management. 
Changes can be effected either through staff recruitment or through 
increased specialization of current staff. 

6.1.7 Relationships with other organizations 

With respect to IFARD, the Panel considers that ISNAR should continue to 
provide its professional and secretariat support until the current 
commitment ends in 1986. ISNAR should explore with IFARLl and donors how 
IFARD might be strengthened in order to assume major responsibility for 
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core resources for strengthening its training functions as described 
elsewhere in this report. 

ISNAR's activities with regional organizations and networks should be 
deemphasized and only involve elements aimed at strengthening individual 
NARS . The Panel is of the opinion that some past activities such as 
reviews of networks do not exploit ISNAR's comparative advantaee although 
they have allowed ISNAR to gain experience. 

The ISNAR Board and management as a matter of priority should undertake 
to better inform donors in their respective national capitals of the 
functions and achievements of ISNAR. Donor offices in developing 
countries are much better informed about ISNAR's programs and in general 
have a favorable assessment of its contribution and effectiveness. If 
ISNAR is to command greater core support, which the Panel contends is 
critical if it is to realize its future potential, multilateral sections 
of donor agencies in donor capitals must develop the same awareness and 
understanding of ISNAR's activities as do their bilateral counterparts in 
the developing countries. 

6.1,8 Future size of ISNAR 

The Task Force that laid the groundwork for the creation of ISNAR 
suggested a core budget of $3 million and a staff of around 20 
professionals, supplemented by resources from special projects. In 
current terms $3 million is the equivalent of $4.7 million. 

In 1985. ISNAR has a core budget of $3.77 million and a core staff of 24 
professionals: it has a special projects budget of $0.82 million which 
includes 4 additional staff. Thus core and special project budgets 
amount to $4.6 million and support a professional staff of 28. 

In the course of this report the Panel has made suggestions that have 
staffing and budgetary implications. These include the addition of a 
Program Director, an increase in specialists in various disciplines and a 
strengthening of the Training and Research Programs. The expanded 
Training Program will include provision for up to six new fellowships of 
6-12 months duration to be instituted annually and a reduction in the 
size of the budget on conferences. 

The Panel cannot be more precise about the future size of ISNAR because 
it will depend on the strategy adopted by the management, with its 
financial and staffing implications. Such a strategy would define the 
nature of ISNAR's operations and the number of countries it would work 
in, as well as the balance in the program between its major components. 
For the present though, the Panel suggests that ISNAR's staff be expanded 
by up to four professionals. 

In the long run the number of staff to be added may grow or decline 
depending on the specific strategy developed by the Board and 
management. The Panel finds it difficult to suggest a longer term size 
for ISNAR, but based on our perceptions of the availability of resources 
and the importance of keeping ISNAR modest and flexible, it would seem 
that a reasonable goal for the 5-year period ahead would be to reach 30 
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professionals. It must be emphasized, though, that this is an estimate 
not a projection -- the latter will have to await the development of 
ISNAR's longer-term strategy. 

6,2 Recommendations 

The Panel recommends that: 

1. ISNAR continue to be supported by the CGIAR and be recognized as a 
full-fledged member of the System. This implies acceptance of the 
following, which the Panel recommends: 

1.1 The composition of the Board of Trustees be altered to reflect 
the fact that ISNAR is now a mature and equal member of the 
System. In particular, there is no longer a need for special 
representation on the Board of ISNAR, 0% PA0 and the Chairman of 
the Group of Center Directors. The last paragraph of Chapter 
VI, 22 0% the Constitution. which reads as follows,. should 
therefore be deleted: 

"'PA0 shall be regularly represented at the Board meetings, 
Similarly. the Chairman of the Group of Directors of the 
International Agricultural Research Centers of the CGIAR 
system shall regularly be invited to participate in Board 
meetings." 

1.2 Chapter III. 5 of the Constitution be rephrased to read: 

“AS opportunities arise, ISNAR will assist national 
agricultural research institutions in identifying avenues 
of fruitful cooperation with the International Agricultural 
Research Centers of the CGIAR system." 

1.3 Chapter III. 6 of the Constitution, which reads as follows, be 
deleted: 

"ISNAR will serve as intermediary between interested 
partners in order to promote bilateral cooperation in the 
field of agricultural research." 

2. The ISNAR Board, management and staff develop a clearly articulated 
strategy for ISNAR's future activities. This should stipulate the 
program priorities by countries and activities. The long-term size 
of ISNAR would be determined after this strategy is developed and the 
Panel recommends TAC look sympathetically at a staffing and budget 
profile based upon it. In the interim the Panel recommends an 
increase to allow the appointment of a "Program Director," up to 
three other professionals as well as the strengthening of the 
Training and Research Programs. The Panel further recommends that: 

2.1 ISNAR apply a clear set of criteria for setting country and 
regional priorities. The criteria should include: (1) the need 
for assistance in agricultural research management, (2) the 
level of nutrition or income, (3) the size of the NARS, and (4) 
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3. 

2.2 

2.3 

2.4 

2.5 

2.6 

the commitment of-the country to strengthening its system. 
Geographic diversity should no longer feature as a separate 
criterion. 

ISNAR confine its-activities to research systems and their 
interface with extension systems and if necessary building 
desirable in-house capacity to address +-h,e latter. I~<AR shoiild 
not become involved in examining the efficacy of extension 
systems pel: se. - 

ISNAR not play the role of a broker between donors and national 
programs or be seen as a fund raising institution but may give 
advice on sources of funds. Instead, ISNAR should concentrate 
and capitalize on its demonstrated comparative advantage as an 
independent, professional, specialist service in helping to 
design and develop effective NARS. 

ISNAR not become involved in the implementation, appraisal or 
evaluation of projects beyond the project preparation stage, 
except by way of advice, counsel, and training and that it 
reconsider its policy of outposting staff to NARS. and therefore 
that Chapter III. 13 in the Constitution be altered to read: 

"ISNAR will not take responsibility for execution of 
programs or projects beyond the project preparation stage, 
except by way of advice counsel, and training." 

Special Projects should not be undertaken unless they form an 
integral part of the overall strategy and program of ISNAR and 
should form no more than 35% of ISNAR's average annual budget. 
However, the Panel recognizes there may be exceptional 
circumstances when this m ight require some flexibility. 

Once ISNAR's Board, management and staff have articulated a 
coherent strategy, it should, as a matter of priority, embark on 
an active program aimed at informing all donors, both present 
and potential about its strategy, program, and impact. This 
should be especially focused on the multilateral sections in 
donor capitals. 

ISNAR strive to become a "center of excellence" in agricultural 
research management by enabling all ISNAR staff to contribute to the 
three functional activities in a matrix style of manaqement with no 
exclusive assignments. An agreed proportion of each staff members' 
time be assigned to each activity and this would change over time as 
the needs of NARS change. Related recommendations of the Panel are: 

3.1 ISNAR augment its in-house capacity to assist NARS in using 
economic analysis to help in determining research priorities, in 
assessing the likely economic consequences of alternative 
research strategies, and in the planning and programming of 
research. 
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3.2 Chapter III. 7 in the Constitution be altered to read: 

"ISNAR's services are available to any developing country 
subject to priority considerations. ISNAR will provide 
assistance to a country only at the country's request." 

3.3 ISNAR more explicitly inform itself of the activities of the 
other IARCs so that it can be in a better positiorfto service 
NARS . The assignment of ISNAR staff to serve as liaison persons 
with specific IARCs is a step in the right direction. 

4. A position of "Program Director" be created at the Deputy Director 
General level to manage the three functional activities. 
Professional staff would be individually responsible to the “Program 
Director" for their professional contributions to the three 
functional activities in the manner described in one of the options 
of the External Management Review Panel. The Panel also recommends 
that: 

4.1 A new mechanism be designed to facilitate a comprehensive and 
integrated approach to planning. priority setting and resource 
allocation in ISNAR, as detailed by the External Management 
Review. 

4.2 A program management information system be developed and made 
operational for the Dire_ctor General and “Program Director” of 
ISNAR. 

4.3 A thorough review of ISNAR’s publications activities be 
undertaken in conjunction with the development of a coherent 
overall ISNAR strategy and program and a publications policy 
instituted. This review should include policies on staffing, 
number and types of publications, style and translation. 

5. The %ollow-up and review and systems analysis activities of ISNAR 
continue to remain the central functional activity. In conducting 
this activity the Panel recommends that: 

5.1 ISNAR adopt a policy of funding initial NARS review exercises in 
countries out of its core budget. 

5.2 The availability of a suitable NARS review be a necessary 
prerequisite for other ISNAR follow-up activities in a country. 
If no such review exists, ISNAR should not initiate further 
activities until one is available. 

5.3 ISNAR refine its methodology for reviewing NARS by conducting a 
thorough assessment of the information collected in the 19 
country reviews carried out so far. 

5.4 In reviewing NARS, ISNAR should pay increased attention to the 
likely level of resource support from domestic and external 
sources to ensure that their recommendations have an acceptable 
probability of being implemented. 
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5.5 ISNAR devise mechanisms to service the requirements of the large 
numbers of small. countries with weak NARS, such as those in 
Africa. 

5,6 ISNAR curtail its direct involvement in reviews and support for 
regional organizations and networks. 

5.f The Pubiications and information section assist WARS,in 
identifying sources of expertise and support for the enhancement 
of the NARS communications activities, but not take 
responsibility for the provision of such assistance. 

The importance of training activities be increased' relative to 
conferences and relative to review and systems analysis and 
research. The Panel also recommends that: 

6.1 

6.2 

6.3 

6.4 

6.5 

A new fellowship program aimed at training of up to six 
mid-level professionals from NARS annually in aspects of 
agricultural research management for periods of 6-12 months at 
ISNAR be instituted. This should include structured learning 
activities. At the same time, Senior Research Fellows in the 
current program should be utilized to a greater extent in the 
Research and Training Programs. 

Workshops be held for senior NARS managers on planning, priority 
setting, review and evaluation of agricultural research. 

Increasing emphasis be placed on training courses in both the 
general and specific aspects of agricultural research 
management. Regional courses might be considered when many 
smaller countries are involved with national courses for large 
countries. 

IFARD be encouraged to take greater responsibility for the 
conduct of conferences heretofore undertaken by ISNAR. This 
should be supported directly by donors to IFARD with ISNAR 
lending its professional input where relevant to its mandate. 

ISNAR assist IFARD in obtaining independent resource support so 
that its professional and secretariat support for IFARD can 
cease in 1986 at the conclusion of the present understanding. 

7. Research be recoqnized as equally legitimate and important as ISNAR's 
other major programs and that the direction and activities in 
research be carefully reviewed to ensure they exploit ISNAR's 
comparative advantaqe and focus on its needs. The Panel recommends 
that at least 15% of ISNAR's activities be devoted to research.. The 
Panel further recommends that: 

7.1 Carefully focused research in ISNAR on priority assessment and 
the organization and management of agricultural research be 
regarded as necessary for the establishment of its reputation as 
a "center of excellence" which will improve its service to NARS. 

7.2 ISNAR review the resource needs of the data base project and 
explore again with IFPRI the scope for collaboration. 
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7.3 Professional staff be encouraged to meet accepted professional 
standards, including some level of publication in refereed 
professional journals. 

8. ISNAR headquarters remain in The Hague and that no regional offices 
be created at this time. 
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ANNEX II 

TERMS OF REFERENCE 

1. CHARGE 

The Consultative Group on International Agricultural Research (CGIAR) has 
charged its Technical Advisory Committee (TAC) with the conduct of 
External Program Reviews of the value and effectiveness of its 
International Centers.* l 

2. PURPOSE AND SCOPE ~-- _.-__ 

The major objective of such Reviews has been defined by TAC (in agreement 
with the Directors of the International Centers) and adopted by the CGIAR 
as follows: 

"On behalf of the Consultative Group, to assess the content, quality, 
impact and value of the overall program of the Centers and to examine 
whether the operations being funded are being carried out in line 
with declared policies and to acceptable standards of excellence." 

It is hoped that the Review will inter alia assist the International -- 
Centers themselves in planning their programs and ensuring the validity 
of the research priorities recognized by the Board of the Centers. 

3. DETAILED ITEMS OF ENQUIRY 

In pursuance of the main objectives, defined above, the Review Panel is 
requested to give particular attention to the following aspects: 

(i) The mandate of the Center, its appropriateness, internal 
consistency and interpretation with respect to: 

a. the immediate and long-term needs for improved food supply 
and human welfare in developing countries: 

b. . present and possible future areas of work. 

* "Center" for the purpose of this document comprises the Board, the 
Director and staff of all CGIAR institutions, including Boards, 
Centers, Institutes, Programs and Services. The consultative process 
for External Program Reviews involves appropriate officials from 
Center management and/or Board as relevant to the issue in question. 
It is in such understanding that the term "Center" is used herein. 
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(ii) The relevance, scope and objectives of the present program and 
budget of the Center and its forward and long-term plans in 
relation to: 

a. its mandate, and criteria for the allocation of resources 
as defined by TAC; 

b. the ongoing activities of other international institutes 
and organizations, and of the relevant national institutes 
in cooperating countries and in others where the work of 
the institutes has bearing; 

C. the Policy, strategy and procedures adopted by the Center 
in carrying out its mandate. and the mechanisms for their 
formulation; 

d. the Center’s rationale for its present allocation of 
resources e its present and future overall size, and the 
composition and balance of the program in the fields of 
research, training. documentation, information exchange, 
and related cooperative activities. 

Ciiii The content and quality of the scientific and related work of 
the Center with particular reference to: 

a. the results of the Center’s research, particularly that 
done since the last Review; 

b. the current and planned research and the role of the 
scientific discipline therein; 

C. the information exchange and training programs, their 
methodologies. their specialization and decentralization, 
amd the participation of the research support and other 
facilities: 

d. the adequacy of the research support and other facilities: 

e. the management of the scientific and financial resources of 
the Center and the coordination of its activities.* 

(iv) The impact and usefulness of the Center’s activities in relation 
to: 

a. agricultural production and the equity of distribution of 
benefits from increased production; 

* The Panel is not expected to institute a detailed management review 
which will be undertaken, usually concurrently, by a Panel especially 
commissioned by the CGIAR Secretariat for such purpose. The External 
Program Review Panel is expected to cooperate closely with the 
Management Review Panel. 
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b. the potential impact on women-specific occupations, 
especially on diversification of employment opportunities, 
generation of additional income and reduction of drudgery: 

C. its information exchange and training programs: 

d. cooperation with national research and development programs: 

e. cooperation with other international institutes*and 
organizations. 

(VI The actions of the Center with respect to recommendations of the -- 
previous review as approved by TAC and the CGIAR. 

(vi) Constraints on the Center's activitie2 which may be hindering -___-_-__--- 
the achievements of its objectives and the implementation of its 
programs, and possible means of reducing or eliminating such 
constraints. 

(vii) Specific questions which concerned the members of the CGIAR. 
cooperating institutions, the Center's Director or its Board of 
Trustees, requested TAC to examine. 

Mandate 

a. What changes, if any, are required in the ISNAR 
constitution to facilitate its mandate of strengthening 
national agricultural research capacities in developing 
countries? 

b. Would other institutional mechanisms (e.g., a donors' 
consortium, or technical manpower pool) supplement or 
complement ISNAR mandate of strengthening developing 
countries' research capacity now or in the future? Does 
the CGIAR have responsibility for developing such 
mechanisms? 

Objectives, Program, and Developing Country Needs 

C. Are ISNAR's objectives clearly identified and the 
strategies by which they are achieved appropriate to the 
circumstances of its clients? Should any changes be 
considered? How is ISNAR's sensitivity to clients' needs 
made manifest? How does ISNAR respond to the evolving, 
changing needs of its clients? Is this response 
appropriate? Is there a danger that ISNAR is becoming 
involved in too many projects at a preparatory stage and 
not be able to fulfill its obligations? How important is a 
continuing presence of ISNAR within client countries, and 
over what time period? How should ISNAR phase out its 
activities in developing countries? 

d. Does the internal balance of effort among ISNAR's functions 
and activities correspond to the expectations of the CGIAR 
when it was established? Is the balance between breadth of 
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ISNAR's activities and the depth to which they are covered 
appropriate? Does the experience and expertise of the 
staff conform to the program needs? What is the role of 
consultants and how are they chosen? 

e. Has ISNAR implemented or is it developing in a timely 
fashion, an appropriate balance of effective programs and 
activities which best express its mandate to serve the 
needs of developing countries? What criteria .&e used in 
selecting projects from among the diverse requests of 
developing countries? How satisfactory are the allocation 
procedures used by ISNAR given the competing demands and 
limited resources? Should ISNAR focus its activities in 
only one geographical area, e.g.. Africa. rather than 
spread its resources throughout the developing irorld? Are 
there more efficient means of achieving ISNAR's 
objectives? What changes should be contemplated? 

f. In what specific ways have ISNAR's research review and 
planning missions differed from those organized by other 
institutions involved in strengthening NARS in developed 
countries? Is ISNAR performing a role which is not being, 
or cannot be played by others? 

9a ISNAR, established to provide a service function, has now 
embarked on research on the organization and management of 
MARS e Given the limited resources and staffing relative to 
the demand for ISNAR assistance, should ISNAR also have a 
research role? If yes, is the researsh program focused on 
relevant problems? Is the agricultural research 
information produced useful as a reference base for 
determining advice to national programs? Is the 
computerized system appropriate or will it duplicate 
existing systems? Is it or will it be general use to 
national programs? 

Operational Concerns 

h: ISNAR is currently placing staff in client countries mostly 
with financial support from donor agencies on a more or 
less routine basis. Does this move not infringe the 
stipulation in the ISNAR constitution that project 
execution should only be embarked upon by ISNAR in 
exceptional circumstances? Does this move not compromise 
ISNAR's role as a broker and also limit the number of 
countries it can effectively assist? 

1. Improving organization and planning of a N24RS without 
concurrent action with regard to the extension system is 
unlikely to benefit the producer and consumer. Can ISNAR 
achieve its main goal of strengthening NARS without having 
an in-house capacity for research-extension linkage? 
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5 The World Dank, USAID, and FAO had already shown positive 
upward trends in their support for NARS in developing 
countries even before ISNAR came on the scene. How much 
more additional financial resources have been invested in 
NARS from external resources as a result of ISNAR reviews? 
Would such resources have been forthcoming anyway without 
ISNAR? 

k. To what extent has ISNAR assisted developing cou:tries in 
preparing agricultural research projects for external 
financing? Do they have a comparative advantage (in terms 
of staff expertise, loans with financing institutions) 
vis-a-vis other institutions in this fielh? What are 
financing institutions' perceptions of the quality of ISNAR 
work? 

1. All developing countries with a national on the ISNAR Board 
have become ISNAR clients. Does this not bring about a 
conflict of interest among the trustees and therefore lower 
in the credibility of the Board? 

Developing Country Perceptions 

m. Do developing countries perceive ISNAR as a source to help 
in developing national research capacity? What help do 
they expect and is this help appropriate in terms of 
ISNAR's mandate? Should the nature of ISNAR be changed to 
accommodate perceptions developing countries have of 
services ISNAR should perform? 

Impact 

n. Given ISNAR's 4-year history, is there an observable 
impact, as a result of the interaction and contact between 
ISNAR and national programs, on NARS development of client 
countries? What form, does this impact take? Do national 
officials consider ISNAR's counsel and its study reports to 
be useful and practical? Have countries been using the 
plans or advice provided by ISNAR to develop or strengthen 
their agricultural research systems? If not, why? 

Relationships with other Organizations 

0. Has ISNAR developed effective working relationships with 
complementary institutions and especially with FAO, other 
multilateral and bilateral assistance agencies, and the 
other IARCs? If not, have there been any special 
mitigating circumstances? 

P* To what extent has the establishment of ISNAR and the 
relationships it has developed with developing countries 
affected the relationships of the other IARCs with the same 
developing countries? Are there activities previously 
undertaken by other IARCs which have been transferred to 
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ISNAR? What specific role, if any, does PSNAR have in 
support of other IARCs collaboration/communication with 
national institutions of client countries? 

90 To what extent if at all, have ISNAR's projects and 
programs been influenced by individual donors? IS ISNAR 
ever under pressure to implement donors' program priorities 
rather than clients' priorities? 

. 
Future of ISNAR 

r. As developing countries become more effective in organizing 
and managing their agricultural research systems and in 
view of assistance available from other organizations, how 
will ISNAR's objectives change? Is there a long-term role 
for ISNAR within the CGIAR? 

Location 

S. What are the advantages and disadvantages of ISNAR's 
current location? In the Panel's opinion do disadvantages 
outweigh the advantages, and if so, what are the key 
elements for selecting a new location? Are ISNAR's 
relationships with the Kingdom of the Netherlands 
satisfactory? 

4. GENERAL CONSIDERATIONS - 

In the early stages of a Center's development, the External Program 
Reviews must be devoted to assessing the scientific excellence of the 
Center, but with the passage of time, the scientific reputation of the 
Center becomes widely known and Panels are expected to give more 
attention to the outcome and impact of the Center's work and less to 
detailed comments on the research itself, which is reported elsewhere. 
Other aspects of paramount importance are the priorities within and 
between research programs, the balance among programs, the balance 
between headquarters and off-campus activities, and relationships with 
national programs. 

5. REPORTING 

On the basis of its review, the Panel will report to TAC its views on: 

a. the Center's effectiveness and impact: 

b. the relative importance of the various activities of the Center; 

co means of improving the efficiency of operations: 

d. the need for any changes in the basic objectives or orientations 
of the Center's program elements: and. 

e. proposals for overcoming any constraints. 
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The Review team should feel free to make any observations or 
recommendations it wishes, because the report is theirs alone. Equally, 
it should be clearly understood that the Panel cannot commit the CGIAR or 
TAC to any concsequent action, and Centers should bear this is mind when 
considering implementation of the Panel's recommendations before the 
report has been discussed by TX and the CGIAR. . 
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Provided by TAC 

DCCUMENTATION 

Extracts of TAC Meetings: TAC 20. TAC 24, TAC 25, and TAC 31. 

Extracts from CG Informal Proceedings.. November 1978. 

Second Review of the CGIAR. Report 1981. 

Report of the Task Force on Internationai Assistance for . 
Strengthening National Agricultural Research Assistance. 1978. 

TAC review of CGIAR priorites and future strategies. 

Draft of the CGIAR Impact Study. 

Provided by_ISNAR ----_ _--- 

Memorandum of Understanding for the Establishment of ISNAR. 

The ISNAR Constitution. 

ISNAR External Program Review Background Briefing Document. 

Considerations for the Development of National Agricultural Research 
Capacities in Support of Agricultural Development. 1984. 

Serving National Agricultural Research Systems. Lessons from Country 
Experiences. 1980-1984. 1985. 

Resource Allocations to National Africultural Research: Trends in 
1970s. ISNAR/IFPRI report 1981. 

Catalogue of Publications. 1985. 

ISNAR in the Eigthies. 1984. 

Profiles: The Professional Staff of ISNAR. 1984. 

Guidelines for ISNAR Reviews and Evaluations. 1984. 

Issues in Organization and Management of Research with a Farming 
Systems Perspective Aimed at Technology Generation. 1984. 

Program and Budget for 1986. 

Annual Report 1984. 

Kenya's National Agricultural Research System. September 1981. 

South Pacific Agricultural Research Study. Consultants's Report t0 
the Asian Development Bank. 1981. 
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El Sistema de fnvesticagion Agropecuaria y Transferencia de 
Tecnologia in Costa Rica. 1981. 

The Agency for Agricultural Research and Development of Indonesia, 
198%. 

A Manpower and Training Plan for the Agricultural Research Systems in 
Kenya l-983-1987. November 1982. 

Review of the Agricultural Research System of Guyana. lw2. 

La Recherche Agricole a Madagascar, Bilan et Perspectives du FOFIFA, 
1983. 

Agricultural Research in Rwanda: Assessment and'perspective. 1983. " 

The National Agricultural Research System in Rwanda. 1983. 

Report to the Pakistan Agricultural Research Council on Selected 
Aspects of the Pakistan Agricultural Research System; i983. 

. . 
Strengthening Agricultural Research for National Development in the 
South Pacific. i983. 

El Sistema de Investigation Agropecuaria en la Republica Dominicana. 
1983. 

Selected Issues in Agricultural Research in Latin America. 1983. 

Development of an Agricultural Research System: Somalia. 1983. 

Report of an ISNAR/XITA Mission to the Institute de Recherche 
Agronomique et Zootechnique of the Conununaute Economique des Pays des 
Grands Lacs (Burundi, Rwanda, Zaire). 1984. 

The Agricultural Research System in Sri Lanka. 1984. 

ISNAR/EDI Colloquia on Training Needs in National Agricultural 
Research Planning and Management. 1984. 

Agricultural and Livestock Research in Upper Volta. 1984. 

First Congress of the African Chapter of the International Federation 
of Agricultural Research Systems for Development (IFARD). 1984. 

Agro-Technological Research in Ivory Coast. 1984. 

Agricultural Research in Ivory Coast: Presentat&, Evaluation, 
Proposals for Improvement. 1984. 

Workshop on Agricultural Research Policy and Organization in Small 
Countries. 

Analyzing Conditions of Service for Agricultural Researchers: An 
experiment requiring earning functions. July 1985. 
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PROGRAM OF THE EXTERNAL PROGRAM REVIEW 

22 AUGUST-20 SEPTEMBER, 1985 

The main phase of the External Program Review commenced with a series of 
country visits. The objective of the country visits was to discuss 
ISNAR's program with government officials of ISNAR's client countries as 
weii as with nationai research directors, se-iei,tistJ, ..-.:...s..r:C.r wlA"crarcy, 
officials and others who have been or will be affected directly or 
indirectly by ISNAR's activities. In addition, opportunities were made 
for the Panel members to meet representatives of bilateral aid donors, 
multilateral assistance agencies, and in some countries, to meet 
representatives of CGIAR member and nonmember of international research 
centers and representatives of organizations implementing development 
assistance programs. 

The ISNAR staff member who had arranged the program of visits also 
accompanied the Panel members to their appointments in order to 
facilitate the work of the Review. 

For the country visits the Panel spent part of the time together and part 
as separate teams. Details of the countries visited follow: 

Drs M. Yudelman and E. Madrid accompanied by Dr E. 'Trig0 visited Colombia 
22-24 August 1985, and Dominican Republic 26-28 August 1985. 

Drs J. Ryan, P. Chigaru, A. Muhammed, and P. Roberts-Pichette, with W. 
Tossell (Management Review Panel) visited Sri Lanka 22-24 August 1985 
accompanied by Dr M. Dagg, and Indonesia 26-28 August 1985 accompanied by 
Dr B. Nestel. 

The full EPR Panel met in Kenya 31 August-3 September 1985. Drs J. Ryan 
and P. Chigaru then left for Rwanda where they were accompanied by Dr R. 
Contant. while the rest of the Panel remained in Kenya 3-5 September 
accompanied by Dr T.A. Taylor. 

The full Panel reassembled in The Hague on 6 September to complete their 
deliberations and write their report. The External Management Review 
Panel was completing their report at the same time, affording ample 
opportunity for constructive interaction among the members of both Panels. 
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LIST OF PEOPLE MET 

ISNAR'S CLIENTS COUNTRIES 

Colombia 

Enrique Alarcon 

Dr Jorge Ardila 

Director, Oficina Coordinadofa, ICA-BIRF 

Deputy Director of Research,.Instituto 
Colombias Agropecuaria, and Executive 
Secretary IFARD-Latin America 

Pablo Buritica Chief, Division Cultivos Industriales, ICA 

Dr Santiago Fonseca Executive Directbr, PROCADI, ISNAR Senior 
Research Fellow 41982-83) 

Dr Fernando Gomez-Moncayo Director General, ICA 

Fernando Munevar 

Dr Carlos Ossa 

Chief, Division Diciplinas Agricolas, ICA 

President of the Asociacion de 
Agricultores de Colombia, former member of 
ICA's Board of Trustees, and former 
Vice-Minister of Agriculture 

Luis Alfonso Restrepo 

Juan Jose Salazar 

Division Centros y Estaciones, ICA 

Director General, Fondo Financier 
Agropecuaria, former member of ICA's Board 
of Directors 

Dr Armando Samper President of CENICANA, member of KS's 
Board of Trustees, former Minister of 
Agriculture, amd former chairman of CIAT's 
Board of Trustees 

The Dominican Republic 

Ing Leovigildo Bello Under Secretary of Research Extension and 
Training, Secretaria de Estado de 
Agricultura (SEA) 

Mr Luis Crouch Presidential Nominee to National 
Agricultural Research Council. Member of 
ICA Board of Trustees, Member of ISNAR 
Board of Trustees 

Dr Frederic0 Cuevas Researcher, Instituto Superior de 
Agricultura (ISA9 

Viterbo de la Rosa Congressman, Agricultural Committee House 
of Representatives 
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Ing Juan Diaz 

Ing Federico Cruz Dominguez 

Ing Eligio Jique 

Dr Cesar Lopez 

Lit Enrique Lois !4alkum 

Dr Hipolito Mejia 

Dr Hector Morales 

Dr Cesar Paniagua 

Ing Julio Cesar Pena 

Dr Norberto Quesada 

Ing Ana Julia Reynoso 

Ing Radhames Rodriguez 

Dr Polibio Vargas 

Indonesia 

Dr Syaffudin Bhaharsah 

Dr Joko Budianto 

Dr Deswert 

Mr Atmadja Hardjanulia 

Hendrosunaryono 

Director of Research, SEA 

Secretary of Agriculture, SEA 

Congressman, Agricultural Committee, House 
of Representatives 

Former Director of Research, Sm 

Under Secretary for Planning, SEA 

Former Secretary of Agriculture (SEA) 

Director, Inter-American Institute for 
Cooperation in Agriculture (IICA) Office, 
Dominican Republic 

Researcher, Departamento de 
Investigaciones Agropecuaria (DIA) SEA 

Researcher, Member of the Instituto 
Dominicano de Investigacidn Agropecuaria 
(IDIA) Task Force, former Director 
Research Center, Centro Sur de Desarollo 
Agropecuaria (CESDA) 

Director, ISA 

Researcher, Member of IDIA Task Force 

Congressman, Agricultural Committee, House 
of Representatives 

Director of CESDA and Special Assistant to 
the Secretary of Agriculture 

Secretary General, Ministry of Agriculture 
(worked closely with ISNAR in the early 
preparation of the National Agriculture 
Research Program, Phase 3) 

Head of Evaluation, Agency for 
Agricultural Research and Development 
(AARD) Secretariat 

Acting Director, Coordinating Research 
Institute for Industrial Crops (CRIIC) 

Director, Central Research Institute for 
Freshwater Fisheries (CRIFF) 

Researcher, Central Research Institute for 
Food Crops (CRIFC) 
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Dr Sofyan Ilyas 

Mrs Paransih Isbagio 

Dr Faisal Kasryno 

Mr Mohamed Mansur 

Dr Ibrahim Manwan 

Dr Purwito Martosubroto 

Dr Alie Poesnomo 

Dr Abdullah Prawirosamudro 

Dr Gunwan Satari 

Miss Satsiyati 

Dr Djiman Sitepu 

Dr Sadikin Sonaatmadja 

Sridodo 

Subandi 

Dr R. Sunaryo 

Dr Tohar 

Kenya 

Dr J.J. Adalla 

Dr E.O. Auma 

Dr A.E.O. Chabeda 

Dr G. Hinga 

Mr G.M. Kairu 

Director, Coordinating Research Institute 
for Fisheries (CRIFI) 

Head of International Cooperation. AARD 
Secretariat 

Director of Agro-economic Research 

Central Coordinating Office.CRIIC 

Secretary (programming, planning and 
evaluation), AARD Secretariat 

Director, Central Research Institute for 
Marine Fisheries (CRIMF) 

Director, (CRIFI) 

Research Coordinator, CRIFC (acted for the 
Director of CRIFC)) 

Director General, AARD 

Researcher, CRIFC 

Researcher/Coordinator, Coordinating 
Research Institute for Spices and 
Medicinal Crops (CRISMC) 

Researcher, CRIFC 

Statistician, CRIFC 

Researcher, CRIFC 

Researcher. CRIFC 

Director, Central Research Institute for 
Economics (CRIE) 

Senior Research Officer, (Coordinator) 
Headquarters, Ministry of Agriculture and 
Livestock Development (MOALD) 

Head, Crop Science, Egerton College 

Chief Research Officer, Scientific 
Research Division Secretariat 04OAI.D) 

Director, National Agricultural 
Laboratories, Nairobi 

Deputy Head, Pathology, Coffee Research 
Foundation, Ruiru 

. 
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Mr C.B. Kamau Director of National Animal Husbandry 
Research Station, Naivasha 

Dr G.M. Karanja Research Station, En&u 

Dr P.K. Karau Head, Animal Science, Egerton College 

Professor S . Keya 

Mr J. Kamunge 

De== nf Acrticulture University ?f Nairobi --=------------I 

Permanent Secretary, MOALD 

Mr P.K. Kusewa Director National, Dryland Farming 
Research Station. Katumani 

Dr B,N. Majisu Director, Kenya Agriculture Research 
Institute, Muguga ' 

Professor G.M.O. Maloiy Principal, College of Agriculture and 
Veterinary Medicine, University of Nairobi 

Mr P.A.M. Misiko Head of Engineering, Egerton College 

Mr S.N. M'Nguthari Lecturer, Agricultural Education and 
Extension, Egerton College 

Dr C.K.A. Motelin Head of Animal Health, Egerton College 

Dr F.N. Muchena Head, Kenya Soil Survey, National 
Agricultural Laboratories, Nairobi 

Mr L. Mumera Lecturer, Crop Science, Egerton College 

Professor R.S. Musangi Principal, Egerton College 

Mr S.N. Muturi Director of Agriculture, MOALD 

Mr C.N. Mwangi 

Mr S.A. Ng'ang'a 

Researcher, Coffee Reserch Foundation 

Chief Laboratory Technologist, Scientific 
Research Division, (MOALD), Nairobi 

Dr W. Njoroge Director of Veterinary Services, Ministry 
of Agriculture and Livestock Development 

Mr J. Mburu Njoroge Head, Agronomy, Coffee Research Foundation 

Dr S.K. Njuguna Director, National Horticultural Research 
Station, Thika 

Mr Muruku Nzioki Librarian, Egerton College 

Dr 0. Gggema Director, National Plant Breeding Research 
Station, Njoro 

Dr A.G.O. Okech Senior Research Officer, MOALD 
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Mr J.J. Ondieki 

Mr W.R. Opile- 

Mr J.Baruck Otieno Owuor 

Dr J-K. Rutto 

Dr Shola 

Dr J.D. Wachira 

Mr E. Wahome 

Dr F.J. Wang'ati 

Mr F.M.E. Wanjala 

Dr W.W. Wapakala 

Rwanda 

Mr G. Delepierre 

MS K. Dessert 

Dr M. Dessert 

Dr M. Dietz 

Mr L. Gahamanyi 

Dr F. Gasengayire 

Mr P. Kamotali 

Mr H. Megdiche 

MS T. Mukarusagara 

Chief Research Officer, MOALD 

Deputy Director of Research, Coffee 
Research Foundation, Ruiru 

Deputy Head, Breeding, Coffee Research 
Foundation 

Senior Research Officer-in-tharge, Kakamega 
Research Station 

Head of Dairy and Food Processing, Egerton 
College 

Deputy Director (Animal Production), Kenya 
Agricultural Research Institute, Muguga 

Senior Executive Officer, 
Studies/Administration, Egerton College 

Secretary, National Council for Science 
and Technology 

Deputy Head, Entomology, Coffee Research 
Foundation 

Director of Research, MOALD 

Agricultural Advisor, Directorate General 
of Planning, Ministry of Planning 

Graduate student in Human Nutrition 

Team Leader and Plant Breeder CIAT Great 
Lakes Regional Program (GLRP) 

Project Leader, GTZ/ISAR Agro-Pastoral 
Project of Nyabisindu 

Director, Rwanda Institute of Agricultural 
Sciences (ISARI 

Director General for Scientific and 
Technical Research, Ministry of Higher 
Education and Scientific Research 

Secretary, Faculty of Agriculture, 
National University of Rwanda 

Head of Administration and Finance 
Department, ISAR 

Maize Research Program, ISAR 
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Professor V. Ndoreyaho 

Mr D. Nsabimana 

Mr A. Ntezilyayo 

Dr P. Nyabyenda 

Mr V. Rutunga 

Dr P. Trutmann 

MS v. voss 

Dr J. Voss 

Sri Lanka -- 

Dr G.W.E. Fernando 

Dr Lloyd Fernando 

Mr E.H.V. Jayasekera* 

Dr Roland0 J. Jiron* 

Dr S.T.W. Kirinde 

Dr S. Kulasekaram 

Mr Faia Mohideen* 

Dr C.R. Panabokke* 

Dr O.S. Peries* 

Professor of Soils and ex-Dean, Faculty of 
Agriculture, National University of Rwanda 

Maize Research Program, ISAR 

Minister of Agriculture, Livestock and 
Forestry 

. 
Head, Crops Department. ISAR 

Head of Department of Environment Studies 
and Farming Systems Research, ISAR 

Plant Pathologist, CIAT/GLRP 

Graduate student in'anthropology 

Anthropologist, CIAT, GRLP 

Director, Department of Agriculture, 
Ministry of Agricultural Development and 
Research (MADR). Attended the policy 
seminar in Wisconsin 1985 

Director, National Planning Division 
Ministry of Finance and Planning 

Consultant, MADR 

Consultant, Ministry of Finance and 
Planning 

Director, Department of Minor Export 
Crops, MADR 

Deputy Director, Tea Research Institute, 
Ministry of Plantation Industries 

Deputy Director, National Planning 
Division, Ministry of Finance and Planning 

Agronomist, International Irrigation 
Management Institute, former adviser to 
Ministry of Agriculture, ISNAR Senior 
Research Fellow 1982-1983 

Director, Rubber Research Institute, 
Ministry of Plantation Industries 

* Member of the Subcommittee of the Agricultural Research Group to 
implement the Terms of Reference for the joint Sri Lanka/ISNAR study. 
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Professor Cyril Ponnamperuma 

Dr Nimal Ranaweera 

Professor Y.D.A. Senanayake 

Dr J.A.de S. Siriwardena 

Dr B. Subasinghe 

Mr N.V.K.K. Weragoda 

Dr D.T. Wettasinghe 

Mr Ranjan Wijeratne 

Uganda 

Dr 2-M. Nyiira 

Scientific adviser to the President of Sri 
Lanka 

Head, Division of Agricultural Economics. 
Department of Agriculture 

Head of Crop Science, University of 
Peradeniya 4 

Deputy Director, Veterinary Research 
Institute 

Director. Institute of Fish Technology. 
National Aquatic Resources Authority 

Secretary, Ministry of Agricultural 
Development and Research 

Director. Coconut Research Institute. 
Attended the policy seminar in Wisconsin, 
1985 

Secretary, Ministry of State Plantations, 
Chairman: Chairman, Agricultural Research 
Group. Attended the policy seminar in 
Wisconsin, 1984 

Director of Research. ISNAR Senior 
Research Fellow 1981-1983. Interviewed in 
Kenya 

DONORS TG THE CGSAR 

In addition to the officials listed below, the Panel received separate 
personal communications from representatives of these and other bilateral 
and multilateral organizations. 

Bilateral Donors 

Australia 

Dr D. Blight Head, South East Asia Program, Australian 
Development Assistance Bureau, Canberra 

Dr R. Hills Research for Development Section, 
Australian Development Assistance Bureau, 
Canberra 

Dr G. Persley Research Program Coordination. Australian 
Center for International Agricultural 
Research, Canberra 

. 
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Canada 

Mr Y. Boulanger First Secretary (Development) and Consul, 
Canadian Embassy, Rwanda 

Mr Arthur Labreque First Secretary (Development), Canadian 
High Commission, Kenya l 

Mr Stan Moore First Secretary (Development), Canadian 
High Commission, Sri Lanka 

Federal Republic of Germany 

Mr T.H. Albert Embassy of the Federal Republic of 
Germany, Kenya 

Mr J.C. Fitter GTE/GAT Germany, Embassy of the Federal 
Republic of Germany, Kenya 

Japan 

Mr Y.Nishitani Embassy of Japan, Kenya 

Netherlands 

Dr Siebold Manger-Cats Netherlands Ministry of Foreign Affairs, 
interviewed in Sri Lanka 

Ir K. Soels Chief of the Bureau for Research and 
Applied Technology, Netherlands Ministry 
of Foreign Affairs, The Hague 

Mr H.P. Sprokkreeff Netherlands Embassy, Kenya 

Ir T.H.J. Wessels Chief of the Bureau for Research and 
Applied Technology designate, Netherlands 
Ministry of Foreign Affairs, The Hague 

Mr Zeldenrust 

Norway 

Mr E. Ebbefsen 

United Kingdom 

Mr S-Ray 

First Secretary, Netherlands Embassy, Sri 
Lanka 

NORAD Norway, Kenya 

U.K. Overseas Development Assistance, 
Office, Kenya 
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USA 

Mr 

Dr 

Anson Bertrand 

Nyle Brady 

Dr Roberto Castro 

Mr E.Chiavaroli 

Dr Tex Ford 

Dr Pirie Gall 

Mr 

Dr 

Mr 

Mr 

Mr 

Mr 

James Gindritch 

Martin Hanratty 

Mike Korin 

David Lundberg 

Charles Strickland 

Charles Uphouse 

Multilateral Donors 

E.E.C 

Mr Charles Clift 

F* 

Mr C. Beringer 

Dr D.F.R. Bommer 

Mr C. Bonte-Freidheim 

Mr C.Fernando 

Dr 3-H. Monyo 

USAID, Washington DC 

Senior Assistant Administrator. USAID. 
Washington DC 

Agricultural Officer, USAID, Dominican 
Republic . 

USAID Attache', US Embassy, Rwanda ' 

Agricultural Officer, USAID, Dominican 
Republic 

Project Development Officer, USAID, US 
Embassy, Dominican Republic 

USWID, US Embassy, Indonesia 

USAID, US Embassy, lndonesia 

USAID, US Embassy, Sri Lanka 

USAID, US Embassy, Kenya 

USAID, US Embassy, Sri Lanka - 
USAPD, US Embassy, Sri Lanka 

Representative of the European Economic 
Commission, Kenya 

Director, Field Programme Development 
Division, Agriculture Department, Rome 

Assistant Director General, Agriculture 
Department, Rome 

Director, Agricultural Operations 
Division, Agriculture Department; Rome 

Director, Investment Center, Development 
Department, Rome 

Chief Research Development Center, 
Agricultural Research and Technology 
Development Division, Agriculture 
Department Rome 
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Mr J. Otazai 

Dr Rodrigo Santa Crux 

MS Dorothee von Brentano 

Dr M.S. Zehni 

UNDp 

Mr Kamp 

World Ban& 

Dr Enrique Alarcon 

Mr Djibril AW 

Mr L. Cfiristofferson 

Mr Kevin Cleaver 

Dr John Coulter 

Mr J.Doyen 

Mr S. Draper 

Mr S. Eccles 

Mr P. Groffin 

Mr Edward Hawkins 

Mr D. Turnham 

Mr Colin M. Shearing 

Mr F. van Gich 

Resident Representative, Sri Lanka 

Resident Representative, Dominican Republic 

Resident Representative. Kenya 

Director, Agricultural Research and 
Tii&iiiQlO~~ D2VelOpE!eZt -__ ____-. n<vi cirm _ 
Agriculture Department, Rome 

UNDP office, Sri Lanka 

Coordinator World Bank Project Loan, 
Colombia 

World Bank Regional Mission, Kenya 

Assistant Director Projects, East Africa 
Region, Washington DC 

World Bank Office, Kenya 

Research Adviser, Agricultural Department, 
Washington DC 

Resident Representative, World Bank 
Office, Rwanda 

World Bank Office, Indonesia 

Assistant Director Projects, West Africa 
Region, Washington DC 

Assistant Director Projects, Europe, 
Middle East, North Africa Region. 
Washington DC 

World Bank Office, Sri Lanka 

Assistant Director Projects, China Region, 
Washington DC 

World Bank Office, Indonesia 

Assistant Director Projects, Latin America 
Region, Washington DC 
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INTERNATIONAL CENTERS AND OTHSRS 

In addition to the CGIAR Center representatives listed below, the Panel 
received personal communications from most of the IARC directors: 

Dr Luka 0. Abe International Center for Insect Physiology 
and Ecology (ICIPE) 

Dr A,F. Attere International Board for PlantqGenetie 
Resources (IBPGR) 

Dr S. Bekure International Livestock Center for Africa 
(ILCA) 

Dr K.C. Chong Winrock International, Adviser to 
Indonesian Governrirent on Fisheries 

Dr.J. Doyle International Laboratory for Research on 
Animal Diseases (ILRAD) 

Mr George L.T. Hunt Centro International de la Papa (CIP) 

Dr C,R. Panabokke International Irrigation Management 
Institute (IIMI), (see also Sri Lanka) 

Dr.P.R. Rowe ILRAD 

Dr Ralph Retzlaff Winrock International, executing agency 
for the USAID training and technical 
assistamce component of the World Bank 
National Agriculture Research (NAR II) 
Program. Indonesia 

Br W.R. Young Winrock International. executing agency 
for USAID. Indonesia 

ISNAR HEADQUARTERS 

ISNAR Board of Trustees 
(including nationality) 

Dr Robert K. Cunningham ,Chairman, UK 

Dr Kazi M. Badruddoza Bangladesh 

Dr B.M.J. Bengtsson 

Dr Henri Carsalade 

Sweden 

France 

Dr J.P. Eckebil Cameroon 

Dr Jaap J. Hardon Netherlands 

Mr William A.C. Mathieson UK 



Dr Ishmael Muriithi 

Dr Subhi A. Qasem 

Dr Vernon W. Ruttan 

Dr S.W. Sadikin 

Dr W. Treitz 

Ing C. Unido L&ez Saubidet 

Dr William K. Gamble 

Dr J.T. Williams 

Dr John Monyo 

Dr B. Muller-Haye 
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Kenya 

Jordan 

USA 

Indonesia 

' Federal Republic of Germany 

Argentina 

USA 

Chairman of the Center Directors 

FAO 

FAO 

ISNAR Senior Management and Staff ---- 
('including nationality) 

Administration 

Dr William K. Gamble Director General, USA 

Dr Robert B. Banks Executive Officer, USA 

MS Alicia Mina Administrative Officer, Mexico 

Mr Coenraad Kramer Administrative Officer, Netherlands 

MS Beth Johnson Special Projects Officer, USA 

MS Susan Bruisten-Glover Administrative Assistant, UK 

Mr Roy da Costa Accountant, Netherlands 

Review, Planning and Continuing Cooperation with NARS 

Dr Paul Bennell Research Fellow, UK 

Dr Joseph Casas Senior Research Officer, France 

Dr Rudolf B. Contant Senior Research Officer, Netherlands 

Dr Matthew Dagg Senior Research Officer, UK 

Mr Ran6 Devred Senior Research Officer, Belgium 

Dr Ghazi Hariri Senior Research Officer. Syria 

Dr H.K. Jain Senior Research Officer, India 
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Dr Byron T. Mook Senior Research Officer, USA 

Dr Josette Murphy Senior Research Officer, USA 

Dr Guy Rocheteau Senior Research Officer, France 

Dr Willlem A. Stoop Senior Research Officer, Netherlands 

Dr T. Ajibola Taylor 

Dr Carlos Valverde 

Dr Floyd Williams 

Senior ,Research Officer, Nigeria 

Senior Research Officer, Peru 

Senior Research Officer, USA 

Research on Organization and Manaqement of Agricultural Research Systems ------ 

Dr Howard Elliott Senior Research 0fficer;Canada 

Dr dosette Murphy Senior Research Officer, France 

Dr Philip Pardey Research Fellow, Australia 

Dr Eduardo J. Trigo Senior Research Officer, Argentina 

Training and Conferences 

Mr Huntington Hobbs Senior Research Officer (intervietied in 
Kenya). USA 

MS Marie de Lattre 

Dr Dennis M. Wood 

Research Fellow, France 

Senior Research Officer, USA 

Publications and Information 

Mr Alan M. Fletcher 

Dr A.V.J. Martin 

Mr Peter Thorpe 

Publications Officer, USA 

Editor, France 

Librarian/Documentalist, UK 



INTERNATIONAL SERVICE FOR NATIONAL AGRICULTURAL RESEARCH 

(ISNAR) 

CONSTITUTION* 

Preamble 
. 

WHEREAS, certain governments and organizations have created a group 
entitled the Consultative Group on International Agricultural Research 
(hereinafter referred to as "CGIAR") for the purpose of sponsoring 
research programs designed to raise the quantity and quality of 
agricultural production in developing countries; 

WHEREAS. with the intention of promoting the development and 
strengthening of national agriculturax research capacities'in developing 
countries and complementing the activities of the International 
Agricultural Research Centers of the CGIAR system, the members of the 
CGIAR have decided to establish an International Service for National 
Agricultural Research (hereinafter referred to as "ISNAR"): 

WHEREAS, ISNAR is intended to be an integral part of the CGIAR system; 

WHEREAS, members of the CGIAR intend to provide funds for the regular 
budget of ISNAR to enable the Service to assume its functions; 

WHEREAS, the members of the CGIAR agree to create ISNAR as an institution 
with suitable governance, juridical personality, and appropriate status, 
authorities, privileges and other conditions, necessary to enable it to 
operate effectively towards the attainment of its objectives; 

WHEREAS, the International Bank for Reconstruction and Development and 
the United Nations Development Programme, in their capacity as cosponsors 
of the CGIAR, having agreed to assist in the establishment of ISNAR, to 
this effect have signed the Memorandum of Understanding of October 31, 
1979: 

NOW THEREFORE, in accordance with the said Memorandum of Understanding 
ISNAR is established as follows: 

Establishment and Name 

A service called the International Service for National Agricultural 
Research (hereinafter referred to as "ISNAR" or the "Service")- is thereby 
established as an integral part of the CGIAR system. ISNAR shall operate 
in accordance with the following constitution: 

* Text as amended by the ISNAR Board of Trustees at its Third Meeting, 
11112 May, 1981. 
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Constitution 

Chapter I. Status 

1, ISNAR -- as an integral part of the CGIAR system -- operates as a 
non-profit autonomous agemcy. international in character and non-political in 
management, staffing and operations. ISNAR is organized exclusively for 
educational and scientific purposes. 

2. ISNAR possesses full juridical personality and enjoys 'such legal 
capacities as may be necessary for the exercise of its functions and the 
fulfillment of its purposes. 

Chapter II. Location 

3. The country of location of ISMAR's headquarters will be designated by 
the members of the CGIAR in accordance with the requirements for the exercise 
of the functions and the fulfillment of the purpose of ISNAR. 

Chapter III. Purposes, Principles, Activities 

Purposes 

4. The purpose of ISNAR is to help strengthen national agricultural 
research capabilities in developing countries. This includes assistance in 
identifying research problems and in-formulating research strategies and. 
policies. assistance in building up an adequate institutional infrastructure 
and other research facilities, as well as in promoting specific national or 
regional research programs. The ultimate goal is to enable developing 
countries to plan, organize, manage and execute research more effectively from 
their own human, natural and financial resources. 

5. ISNAR will serve as a linkage mechanism between the International 
Agricultural Research Centers of tRe CGIAR system and national agricultural 
research institutions. 

6. ISNAR will serve as intermediary between interested partners in order 
to promote bilateral cooperation in the field of agricultural research. 

Principles 

7. ISNAR's services are available to any developing country. ISNAR will 
provide assistance to a country only at the country's request. 

8. ISNAR will work in close cooperation with all international 
organizations in particular the Food and Agriculture Organization (FAO), 
bilateral agencies, foundations and national and regional organizations 
concerned with agricultural research. ISNAR will complement, not compete 
with, such other programs and sources of technical assistance, 

9. ISNAR will concentrate its assistance mainly on program, project, 
policy, organizational and management issues of agricultural research. 
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10. ISNAR will give emphasis to the generation, introduction and use of 
adapted technology suitable to resource-poor farmers and local farming 
conditions. 

11. ISNAR will be concerned with commodities and other renewable natural 
resources important to national development objectives including, but not 
limited to, the food commodities covered by other components of the CGIAR 
system. l 

12. ISNAR is essentially limited to assistance in the organization of 
research. It shall also maintain an awareness of the linkages among research, 
training and extension. 

13. ISNAR will, for the execution of programs or projects, normally seek 
the service of existing international or national agencies. Only in 
exceptional cases may ISNAR assume operational responsibilities. Each such 
involvement will require prior approval of the ISNAR Board of Trustees, 
provided that costs are fully covered from non-core funding. 

Activities 

14. ISNAR will provide or arrange for assistance to developing countries 
in: 

(a) 

(b) 

(c) 

(d) 

(e) 

(f) 

(9) 

(h) 

(i) 

Cj) 

Identifying needs for planning and carrying out agricultural 
research; 

Determining research priorities; 

Formulating overall research policies and strategies: 

Elaborating programs of action including specific projects for 
external financing; 

Designing necessary organizational and institutional 
arrangements for carrying out research programs and projects: 

Identifying the necessary resources for the execution of such 
activities; 

Contacting potential external sources for financing research 
programs and projects; 

Promoting effective links between research organizations. 
extension services and the farming community; 

Determining the basic facilities required to conduct research 
(laboratories, equipment, experimental stations, adequate 
staffing, finance, etc.); 

Establishing and strengthening links to existing information 
systems in order to speed up exchange of information on research 
results, ongoing research, and training opportunities at 
international and national institutions; 
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(k) Organizing appropriate flows of information within a geographic 
region so that interested countries may arrange to cooperate on 
specific research efforts; 

(1) Arranging training programs for research and research support 
staff: 

(rn) Organizing and supporting symposia and seminars for the 
inter-change and dissemination of ideas and information useful 
in the development and operation of national research systems; 

(n) Evaluating the effectiveness and suitability of various forms of 
research organization and activity. 

15. ISNAR will establish an information system insofar as it enables the 
Service to fulfill its functions and does not duplicate existing information 
services. 

16. ISNAR will keep abreast of policies, practices and capabilities of 
other agencies active in agricultural research. ISNAR will also keep abreast 
of important technical developments in agricultural research. 

17. ISNAR will perform such other activities as its Board of Trustees may 
find necessary in furtherance of its purposes. 

Chapter IV. Powers 

18. In furtherance of the aforesaid purposes and activities, ISNAR will 
have the following powers: 

(a) to receive, acquire or otherwise obtain from any governmental 
authority, national or local, foreign or domestic, or from any 
corporation, company, association, person, firm, foundation or 
other entity whether international, national or regional, such 
charters@ licenses, rights, concessions or similar rights, and 
assistance .-- financial or otherwise -- as are conducive to and 
necessary for the attainment of the purposes of ISNAR: 

(b) to receive, acquire or otherwise obtain from any governmental 
authority, national or local, foreign or domestic, or from any 
corporation, company, association, person, firm, foundation or 
other international, national or regional entity by donation, 
grant, exchange. devise, bequest, purchase, or lease. either 
absolutely or in trust. contributions consisting of such 
properties, real, personal, or mixed including funds and 
valuable effects or things, as may be useful or-necessary to 
carry out the purposes and activities of ISNAR. and to hold, 
operate, administer, use, sell, convey or dispose of the said 
properties or valuable things: 

(c) to enter into contracts; 

(d) to employ persons; 

(e) to institute, and defend in, legal proceedings; 
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(f) to do and perform all acts and things as may be found necessary, 
expedient, suitable or proper for the furtherance, 
accomplishment or attainment of any and/or all of the purposes 
and activities herein stated, or which shall appear, at any 
time, as conducive to or necessary and useful for the purposes 
and activities.of ISNAR. 

1) -. 
\!JJ ii0 part Of the ei;ifiiXjS of ISNK? Shall inure t0 t.h.3 benefit of, 

or be distributable to, its members, trustees, officers, or 
other private persons, except that ISNAR shall be authoriqed and 
empowered to pay reasonable compensation for services rendered 
and to make payments and distributions in furtherance of the 
purposes set forth in Chapter I hereof. Notwithstanding any 
other provision of this Constitution, ISNAR shall not engage in 
any activities or exercise and powers or exercise any powers 
that are not in furtherance of the purposes of ISNAR. 

Chapter V. Organs --- 

19. The principle organs of ISNAR are: 

(a) Board of Trustees (hereinafter referred to as the "Board"); 

(b) Director General. 

20. Such subsidiary organs as maybe found necessary may be established 
in accordance with the present constitution. 

Chapter VI. Board of Trustees 

Composition 

21. The Board consists of fifteen voting members. 

22. The Board is comprised and selected as follows: 

one member appointed by the host country; 

six members appointed by the CGIAR after consultation with the 
Board; 

seven members-at-large elected by the Board. Due regard shall 
be paid especially to their professional experience and 
qualifications, to the countries or areas being served, pr to 
agencies or countries which have concern for and provide 
substantial support to ISNAR; 

the Director General of ISNAR as a member ex officio. .- 

Procedures followed for selecting the first Board are laid down in 
paragraph 57. 
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FAO shall be regularly represented at the Board meetings. Similarly, 
the Chairman of the Group-of Directors of the International Agricultural 
Research Centers of the CGIAR system shall regularly be invited to participate 
in Board Meetings. 

23. The members of the Board, except the Director General who serves as a 
member for his whole term of office, shall be appointed for three-year terms. 
Qacancies among the members-at-large by reason of their retireTent. death, 
incapacity, or any other cause may be filled by the Board. Any such vacancies 
among the members appointed by the host country or the CGIAR shall be filled 
by the respective appointing body. New appointees shall be appointed for the 
remainder of the term of the member who is being replaced or for three years 
in case of those appointed to fill vacancies as a result of expiration of the 
term of a member. 

24. The members of the Board are eligible for'reappointment to a second 
term, but shall not serve more than two successive terms. To ensure 
continuity of Board policies and operations, members shall serve staggered 
terms. 

2%. The members of the Board other than the Director General serve in a 
personal capacity and are mot considered, nor do they act, as official 
representatives of goverrments or organizations. 

Functions and Powers 

26. The Board governs ISNAR in all affairs of the Service. 

27, To this end the Board is entitled to: 

(a) 

fb) 

(cl 

determine the policy and priorities of work of ISNAR: 

develop and/or approve ISNAR's programs and operational plans; 

consider and act on all contractual programs or agreements 
entered into by ISNAR; 

(d) establish policies and principles for the guidance of the 
Director in the appointment of the staff; 

(e) select and appoint the Director General of the Service under 
terms as deemed necessary and appropriate; 

(f) 

(g) 

(h) 

(i) 

scrutinize, revise and approve the budget estimates for ISNAR; 

approve annual reports and audited accounts; 

appoint auditors and independent review committees: 

invite consultants or observers to attend the Board meetings as 
deemed necessary; 

Cj) frame rules of procedure for its own working; 

(k) approve staff and salary regulations: 

. 
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(1) approve financial regulations: 

(m) approve other rules of procedure for ISNAR as it deems to be 
necessary: 

(n) do and perform all other acts that may be considered necessary, 
sluitable and proper for the attainment of any or all of the 
purposes of ISNAR, laid down in Chapter III. . 

28. The Board may designate an executive committee of its members who 
shall have the power to act for the Board in the interim between Board 
meetings on matters which the Board delegates to it. All interim actions of 
the executive committee shall be reported to the full Board at its next 
subsequent meeting. 

Votillq -- 

29. Each member of the Board has one vote. 

30. Decisions of the Board shall be made by the majority of the votes of 
the members present as specified in paragraphs 31, 35, 51, and 52. 

31. A majority of the members shall constitute a quorum for deliberations 
and decisions except as provided in paragraphs 35 (appointment of Director 
General). 51 (amendments to the Constitution) and 52 (dissolution of ISNAR). 

Procedures 

32. The Board elects one member as chairman. The Board shall meet at 
least annually. 

33. The Board shall adopt its own rules of procedure. 

34. The Board may establish such subsidiary organs as it deems necessary 
for the performance of its functions. 

Chapter VII. Director General 

Appointment 

35. The appointment of the Director General of ISNAR, his terms of 
office, and any termination for cause will be decided by a three-fourths 
majority of all members of the Board. 

Functions and Powers 

36. The Director General is responsible to the Board for the operation 
and management of the Service and for assuring that its programs and 
objectives are properly developed and carried out. He is the chief 
administrative officer of ISNAR. 

37. The Director General shall implement the policies determined by the 
Board. follow the guidelines laid down by the Board for the functioning of 
ISNAR and carry out the directions of the Board. Specifically, the Director 
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General is required to: 

(a) develop and submit it the Board plans and schemes for the 
implementation of programs and operational activities; 

(b) recruit and manage a highly qualified multidisciplinary staff: 

(~1 prepare the annual report on the work of XSNAR; . 

(d) keep and have available for review by the Board and other 
appropriate parties, financial accounts and other records on a 
current basis; 

(e) have made annually an independent audit of the financial records;- 

(f) perform such other functions as are'entrusted to him by the 
Board. 

38. The Director General is the legal representative of ISNAR. He shall 
sign all deeds, contracts, agreements and other legal documents which are 
necessary to assure the normal operation of ISNAR within the scope determined 
by the Board. The Board may stipulate the extent to which these powers may be 
delegated by the Director General. Contracts and agreements which affect the 
location, expansion or dissolution of ISNAR, or major issues of the 
relationship to the host country are subject to approval by the Board. 

Chapter VIII. Staffinq 

39. The staff shall be appointed by the Director General under staff 
regulations approved by the Board. 

40. The employment and selection of staff will be based solely on 
professional competence, but with recoqnition of the international character 
of ISNAR, 

41. The paramount consideration in the employment of the s&a%% and in the 
determination of the conditions of service shall be the necessity of securing 
the highest standards of quality, efficiency, competence and integrity. 

42. Salary scales, insurance and pension schemes shall be laid down in 
staff regulations, and shall in principle be comparable and in line with those 
of other institutions within the framework of the CGIAR system. 

Chapter IX. Financinq 

43. The regular budget of ISNAR is funded by members of the CGIAR. The 
financial operations of ISNAR shall be governed by financial regulations to be 
worked out by the Board and approved by the CGIAR. ISNAR is also authorized 
to receive contributions from other sources in order to finance assistance * 
operations which are not covered by the regular budget. 

44. ISNAI? may assist in negotiating financial contributions from 
developing countries and in particular encourage arrangements which secure a 
counterpart contribution designed to ensure continuing interest in particular 
projects. 
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45. The administrative and operational budget of ISNAR is annually 
approved by the Board and submitted to the members of the CGIAR for 
consideration and approval. 

Chapter X. Relationships with the CGIAR and Other Institutions 

Relationship with the CGIAR l 

46. ISNAR is an integral part of the CGIAR system and fully participates 
in the framework of this system. 

47. Within the scope of this close relationship ISNAR submits its annual 
program and budget to the members of the CGIAR. In addition, ISNAR will be 
subject to review by the Technical Advisory Committee of the CGIAR. 

Relationshk with Other Institution> - ~-- __-__ .----_ 

48. In order to achieve its objectives in the most efficient way, ISNAR 
will enter into close cooperation with relevant national, regional or 
international organizations, foundations and agencies, particularly with the 
Food and Agriculture Organization (FAO). 

Chapter XI. Rights, Privileges and Immunities - 

49. ISNAR, its staff members, and-other officials shall enjoy in the 
territory of the host country such rights. privileges and immunities as shall 
be stipulated under the headquarters agreement concluded with the respective 
host country. 

50. Similarly, member states of the CGIAR and other countries may grant 
rights, privileges and immunities to the addresses referred to in paragraph 
49. To this effect special agreements would be concluded between ISNAR and 
the granting country. 

Chapter XII. Amendments 

51. This Constitution may be amended by the Board by a three-fourths 
majority vote of all members of the Board, provided notice of such a proposed 
amendment together with its full text shall have been mailed to all members of 
the Board at least eight weeks in advance of meeting,. or such notice is waived 
by all members of the Board. Amendments of fundamental provisions of the 
Constitution shall be, in addition, subject to approval by the members of the 
CGIAR. These provisions shall include: the status, the country of location, 
the purposes, principles and activities, the number and method of selection of 
the Board members and the dissolution of ISNAR. 

Chapter XIII. Dissolution 

52. Subject to approval by the CGIAR, ISNAR may be dissolved by a 
three-fourths majority vote of all members of the Board, if it is determined 
that the purposes of ISNAR have been achieved to a satisfactory degree or if 
it iS determined that ISNAR will no longer be able to function effectively. 
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53. In case of dissolution, the disposition of assets other than land and 
fixed capital improvements thereon, shall be determined by the members Of the 
CGIAB, after receiving rec~onnnendations thereon from the Board. The 
disposition of any land and permanent fixed capital improvements thereon 
shall, upon dissolution, be similarly determined by the members of the CGIAR 
with due regard being paid to the respective provisions laid down in the 
headquarters agreement with the host country, Upon dissolution of ISNAp, the 
members of the CGIAR shall, after paying or making provision for the payment 
of a%1 of the liabilities of ISNAR, dispose of all of the asse$s of ISNAR 
exclusively for the purposes of ISNAR in such manner, or to such organization 
or organizations organized and operated exclusively for educational or 
scientific purposes as the members of the CGIAR shall determine. Any such 
assets not disposed of shall be disposed of by the appropriate court of the 
jurisdiction in which the principal office of the ISNAR is then located, 
exclusively for such purposes or to such organization or organizations, a% 
said court shall determine, which are organized and operated exclusively for 
such purposes. 

Chapter XXV. Transitional Provisions .)I-___--~--.- 

Trial Period 

54. The first six years of ISNAP's existence (five years following a 
start-up year) are considered as an initial period to gain experience and to 
test the effectiveness of the Service. 

55. The initial period is considered. inter alia, as a phase to build up 
a medium-term program and to establish firm~i~elations within the CGIAP 
system and with interested countries and organizations. 

56. Before the expiry of the initial period, the performance of ISNAR, 
its mandate, its permanent location, and this Constitution will be reviewed 
and evaluated by the members of the CGIAR. 

Establishment of the Initial Board 

57. The initial Board of Trustees is selected as %ollows: 

one member appointed by the host country; 
ten members appointed by the ISNAR Committee of the CGIAR. 

The aforesaid members after having constituted the Board will elect 
and appoint three other members-at-large and the Director General. 

58. The CGIAR Committee on ISNAR will designate on behalf of the CGIAB 
those six individuals who shall serve as appointees of the CGIAR (cf. 
paragraph 22). 

59” All members of the initial Board except the Director General shall 
serve for a three-year term. The system of staggered terms as stipulated in 
paragraph 24 will be established with the beginning of the SubSeqfsnt term. 
Under this system four members will serve for one, five members for two and 
five members for three-year terms respectively. The members whose terms are 
to expire after one and two years shall be chosen by lot to be drawn by the 
Chairman of the Board. 



SUMMARY OF ISNAR SPECIAL, PROJECTS 
-(Funds in DS$) 

ANNEXVI . 

I. TERMINATED PROJECTS 

A. National Agricultural Research Systems 

1981 
Purpose 

Fund 
Source 

Comments 

1981 

Purpose 

Fund 
Source 
Comments 

1982 
Purpose 
Fund 
Source 

Comments 

1982 
Purpose 

Fund 
Source 

1982 
Purpose 

Fund 
Source 
Comments 

1984 
Purpose 

Fund 
Source 
Comments 

. 
Bangladesh Review of the National Agricultural Research System 
To prepare a research component for the World Bank 
Research/Extension Project 

BARC (Bangladesh Agricultural 
Research Council $ 16,731 
Carried out February - March 1981 . 

South Pacific Agricultural Research Study Technical Assistance 
Project 
To determine the need for a regional agricultural research 
center for the development of improved agricultural technologies 

Asian Development Bank $ 12,895 
ISNAR provided team leader for ADB mission: carried out from 
March - June 1981 

Ivory Coast Review of Agricultural Research 
To evaluate the system of-agronomic research and agro-technology 

Government of Ivory Coast/ 
World Bank $120,000 
Carried out in March - April 1982 

Rwanda: Review of the National Agricultural Research System 
To evaluate research programs, analyze structures and 
organization and identify weaknesses in the functioning of the 
system 

World Bank $110,575 

Solomon Islands Technical Assistance Project 
To formulate a development project to improve agricultural 
research and extension services 

Asian Development Bank $105,524 
Carried out from August - December 1982 

Cyprus Agricultural Research and Extension Project 
To participate in the appraisal of a project to improve 
agricultural research and extension services 

World Bank $ 14,700 
Mission in July-August 1984 



Annex VI - page 2 

1984 
Purpose 

Fund 
Source 

84-06 
Purpose 

Fund 
Source 

Comments 

84-07 
Purpose 
Fund 
Source 

85-06 
Purpose 
Fund 
Source 

Ghana - Review of the Nyankpala Agricultural Experiment Station 
To assist in the evaluation of the research program of the 
agriculturai experiment station at Nyankpala 

Federal Republic of 
Gerxnany/G%Z $ 2,397 

Government of Kenya 
Assistance to the Ministry of Agriculture and USestock for the 
development of a National Research Strategy and Plan . 

USAID 
ODA $ 24,348 
Netherlands (DGIS) 
Carried out in 1984 

$ 46,999 

$ 7,670 . 

Ivory Coast 
Agricultural Research Project Identification‘Mission 

World Bank/ 
FAQKP $ 9,005 

Wisconsin/Gambia Project 
Gambia Agricultural Research Project 

USAID/ 
University of Wisconsin $. 8‘.623 

B. Research Studies 

1980 Rural Social Science Project in Africa 
Purpose To study training in the rural social sciences in sub-Saharan 

Africa 
Fund 
Source IDRC $ 68,250 

Ford Foundation $ 68,250 
Comments Carried out from October 1980 - December 1982 

C. Training and Conferences 

1982 Conference on Agricultural Research for Development, Jakarta. 
Indonesia 

Purpose To review the organization and management of selected 
interdisciplinary research issues of relevance in Asia 

Fund 
Source (DSE) German Foundation for 

International Development $ 37,373 
Connaents Carried out during 1982 

83-01 CIMKZT/DNDP Case Studies/Workshop 
Purpose To develop training materials and case studies on research 

management issues in Latin America and Africa 
Fund 
Source CIMMYT/DNDP $ 71,681 
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1983 Agricultural Research in Rwanda: Assessment and Perspectives - 
Seminar 

Purpose To summarize the results of past agricultural research in Rwanda 
and contribute to a reorientation of future agricultural research 

Fund 
Source Government of Rwanda/ 

IDA Loan F*und $ 81,280 
. 

84-04 Inter-Center Seminar on Women and Agricultural Technology 
Purpose To examine the issues relating to potential users of generated 

agricultural technology 
Fund 
Source Rockefeller 
Comments Carried out 

Foundation $65,000 
in March 1985 

II. ONGOING PROJECTS (Those projects marked with an * will be 
completed before 1986 1 

A. National Agricultural Research Systems -- 

83-03 
Purpose 

Fund 
Source 
Comments 

84-01 

Purpose 

Fund 
Source 

Comments 

84-02" 
Purpose 

Fund 
Source 
Comments 

84-03" 
ES-01 
Purpose 
Fund 
Source 

Government of Somalia 
To help define and plan the technical elements of an 
agricultural research development program based on a strategy 
previously formulated by ISNAR and Government 

USAID $193,550 
Final report being printed 

Rwanda - Advisory Services in Agricultural Research Management 
to the Rwandan Institute of Agricultural Sciences (ISAR) 
To provide a staff person to work with ISAR on agricultural 
research planning and programming 

Republic of Rwanda/ 
IDA loan fund $198,440 (2 years) 
Terms of reference of technical assistance being renegotiated 

Republic of Zaire 
To provide technical assistance to the National Task Force for 
the reorganization of the national system for agricultural 
research 

USAID $ 97,743 
Carried out February 1984 - February 1985 

SADCC Project 
To study the integration of IARC activity in Southern Africa 

UNDP 1) $ 29,800 
2) $ 22,000 

Rockefeller $ 5,000 
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84-05 

Purpose 

Fund 
Source 

Comments 

ES-02 
Purpose 

Fund 
Source 

85-03" 
Purpose 

Fund 
Source 
Comments 

85-20 
Purpose 

Fund 
Source 

Comments 

85-21 
Purpose 

Fund 
Source 

Comments 

Madagascar Technical Assistance in Agricultural Research 
Management 
To provide a staff person to assist FOFIFA, the applied research 
center for rural development, in.improving its research 
planning, programming and management 

Democratic Republic of 
Madagascar/IDA loan fund $214,000 
Staff member in place as of October 1984 

4 

Tunisia Development Program for Agricultural Research 
To assist the Ministry of Agriculture in the evaluation of the 
institutional structure of the agricultural research system and 
to establish an integrated program for future research activities 

Government of Tunisia/ 
World Bank $101,370 

Peru - INIPA Review Project 
To review the National Institute for Agrarian Research and 
Promotion (INIPA) 

USAID $ 65,905 
Carried out in June 1985; final report under review 

Philippines Agricultural Research Review 
To review the status, facilities, manpower, research functions 
and programs of the Ministry of Agriculture and Food's research 
system 

Government of the Philippines/ 
World Bank $60,584 
Mission in the field August/September 1985 

Bangladesh Human Resources Management Program 
To assist the Bangladesh Agricultural Research Council in 
improving its data collection, manpower, training and career 
planning capacity 

Government of Bangladesh/ 
World Dank $15,000 
Through December 1986 

B. Research Studies 

. 

. 

83-02" PROAGRO 
Purpose To study agricultural research organization and performance in 

Latin America 
Fund 
Source IDRC $150,000 
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84-08' Agricultural Technology Management Project 
Purpose To design and test in one Latin American country a .methodology 

for studying agricultural technology management systems and 
identifying points of intervention for improvement of the 
process of technological generation and transfer 

Fund 
Source Rutgers/USAfD $99,617 4 

C. Training and Conferences 

82-01 Cooperation for Development in Africa - I (&A-I) 
Purpose To prepare training materials and present seminars designed to 

strengthen the management of Agricultural Research in Africa 
Fund 
Source USAID $495.000 

ODA $131,301 
Comments A follow-up phase has been proposed to CDA donors. See CDA-II, 

Pending Projects 

85-05' Cameroon Seminar in Techniques of Communication 
Purpose To train Cameroonian researchers in communication skills and 

improve the quality of user-oriented reports proc uced by 
research managers 

Fund 
Source USAID $ 9,000 
Comments Final report of seminar being printed 

III. PENDING PROJECTS 

A. National Agricultural Research Systems 

85-13 
purpose 

Fund 
Source 
Comments 

85-14 
Purpose 

Fund 
Source 

1985 
Purpose 

Fund 
Source 
Comments 

Dominican Republic - IDIA 
To assist in the establishment of the Instituto Dominicano de 
Investigaciones Agropecuarias 

USAID $ 99,600 
Grant Agreement to be signed with USAID/DR in August 1985 

SACCAR Liaison Project 
To provide technical assistance to SADCXXSACCAR in improving 
networking with international, regional and national research 
systems 

To be identified $ (2 years) 

Agricultural Research and Development Review in West Africa 
To review agricultural research and development activities 
financed by the World Bank in Africa on an occasional 
consultancy basis 

World Bank 
To be negotiated 

$ 5,500 
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as-22 
Purpose 

Fund 
Source 

Comments 

1985 
Purpose 

Fund 
Source 

Comments 

Rwanda Research Master Plan 
To assist Rwanda in developing a research master plan and 
strategy for agriculture 

Government of Rwanda/ 
IDA loan fund $ 
Under discussion with Government of Rwanda 

4 
Burkina Faso 
Assistance in the preparation of a feasibility report for World 
Bank support of IBRAZ, the national agricultural research 
institute . 

Government of Burkina/ 
World Bank $10,0Q0 
Under discussion with Government and World Bank 

B. Research Studies ~I_ 

85-11 
Purpose 

Fund 
Source 

ES-10 
Purpose 

Fund 
Source 

ES-12 
Purpose 

Fund 
Source 

Cons Sur Project 
To review the IICA/Cono Sur experience to determine whether its 
Cooperative Program for Agricultural Research can be extended to 
other regions of the developing world 

TO be identified _ 

Research Fellows Program 

$100,000 

To strengthen ISNAR's staff by giving opportunities 
a) to senior research and administrative staff from national 
agricultural research systems to carry out specific studies and 
document their experiences and 
b% to young scientists to gain experience with agricultural 
research organzations and management in developing countries 

To be identified 

On-Farm Research Project 

$500 ,OOO/yr 

To document and analyze experiences regarding the managerial 
implications for national research organizations conducting 
on-farm activities and to develop guidelines to better organize 
this type of research 

To be identified $360,000 
., 

C. Training and Conferences 

85-09 Cooperation for Development in Africa - II (CBA-PI) 
purpose To continue training support for strengthening agricultural 

research in Africa 
Fund 
Source To be identified $3,900,000 (4 years) 
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85-10 
Purpose 

Fund 
Source 

85-23 
Purpose 

Fund 
Source 

1986 

Purpose 

Fund 
Source 

SARMAC Project 
TO organize training programs to strengthen agricultural 
research management in Arab countries 

To be identifi.ed $327,000 (3 years) 

The Caribbean and Latin American Management Trainipg Project 
To improve the management capabilities of agricultural research 
administrators and to build a regional capability in research 
management training through a training of trainers program 

To be identified $3,160,000 (5 years) 

South Pacific Region Agricultural Research Management Training 
Workshops 
To increase the effectiveness of agricultural research in the 
South Pacific Region by strengthening management skills and 
developing a regional expertise for future workshops and courses 

To be identified $300,000 (3 years) 

D. Publications and Information - 

85-07 ARMIS - Agricultural Research Management Information Service 
Purpose To provide information on agricultural research management for 

persons in developing countries involved in the initiation and 
strengthening of agricultural research 

Fund 
Source To be identified $1,250,000 



ANNEX VII 

FUNDING OF NARS DEVELOPMENT MAKING USE OF ISNAR RECOMMENDATIONS 

The following notes give the position in countries where ISNAR reviews 
have been done. They indicate commitment on the part of governments and 
donors to strengthen NARS. 

Country 

Costa Rica 

Kenya 

Guyana 

Ivory Coast 

Rwanda 

Madagascar 

Dominican 
Republic 

Somalia 

Morocco 

Tunisia 

Papua New Guinea 

Pakistan 

Amode US$ m 

At the time the review'was completed 
IBRD had ear-marked loan funds. 

USAID will fund research management 
workshop. MOALD chaired donor 
consortium will fund research developments. 

IDB had ear-marked funds in the 
proposed agriculture sector loan. 

IBRD has pledged funds for a new 
regional station in the savanna 
zone. 

Several donors involved. IBRD the 
largest. 

USAID, EEC, IBRD have on-going 
commitment. IBRD has funded 
resident ISNAR adviser. 

USAID is considering funding when 
autonomous institute established. 

USAID: to fund largely ISNAR 
designed project. 

France, EEC, IDRC, IBRD. The latter 
has made large loan conditional on 
implementing ISNAR recommendations. 

IBRD funding available before ISNAR 
review was begun. 

The FAO/CP used ISNAR recommendations 
as basis for research component of 
IBRD-funded project. 

USAID used ISNAR report to support 
research development at University 
of Peshawar. 

6.3 if requested 

10.0 over 5 years 

14.7 over 10 years 

50.0 over 5 years 

25.0 over 5 years 

8.0 over 5 years 
from total project 
of 20.0 

50.0 over 10 years 
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country 

Indonesia 

Colombia 

Zaire 

Sri Lanka 

Burkina Faso 

Malawi 

Fiji 

ISNAR assisted preparation of NAR 3 
project. ISNAR assisted preparation 
of Horticulture Research (now part 
of NAR 3). Applied Agricultural 
Research 2 (USAID) based almost 
entirely on ISNAR recommendations. 

Has IBRD loan. Has asked assistance 
from ISNAR to ensure more efficient use. 

Review funded by USAID. Multi-donor 
funding available for research projects 
when prepared. 

ISNAR has assisted in project 
preparation following review. To be 
funded by IBRD, 

IBRD has funded resident adviser 
back-stopped by ISNAR. Research 
development funds available. 

USAID has funded project which includes 
many of the recotiendations of‘the ISNAR 
report. 

Already supported by ADB, and by 
bilaterals (Australia, New Zealand, 
United Kingdom, EEC1. Japanese TA 
project for the rice program. New 
Zealand program in crop protection. 

Western Samoa Already supported by ADB, ADAB, GTZ, 
USAID (University of South Pacific, 
Alafua). 

Amount US$ m 

projected 80.0 
to 100.0 eve%' 
8 years 

io.0 

35.0 

30.0 over 5 years 

Figures are given only where projects are in operation or where firm 
guamtitative commitments have been made. 



OR -II BY ISNAR 1981-85 

Topic/Title 
No. Outation 

Year attended (days) Cosponsor Location 

1. Strengthening of NARS in Africa 1981 25 2 IfARO, NCST Kenya Nai tobi s Kenlya 

2. Strengthening of NARS in Asia 1961 24 2 IFARO. SEARCA Los Baiios. Plhilippines 

3. Strategies to meet demands for rural 
social scientists in Africa 1981 28 4 IDRC. ford foundation Bellagio. Italy 

4. Role of International Association 
in strengtening MAR 1981 24 4 IFARD, IAOS Bellagio, Italy 

5. Selected Issues in Agricultural 
Research in Latin America 1982 4a 5 IfARD. IICA. Spain Madrid, Spain 

6. Agricultural Research for Development: 
Potentials and Challenges in Asia 1982 47 6 IFARD, DSE Jakarta, Inclonesia 

7. Agricultural Research in Rwanda: 
Assessment and Perspective 1983 140 a MOA. UE I Kigal i , Rwanda 

8. IFARO Afr\can Chapter Conference 1983 85 5 IFARD, IITA, SAREC, Ibadan. Nigeria 
Netherlands 

9. Agricultural Research Policy and 
tlanagement in the Caribbean 1983 87 5 COCC, SAREC Port-of-Spain, Caribbean 

10. Agricultural Research Cooperation in 
the Near East and North Africa 1983 42 3 ICAROA, FAO Nicosia, Cylprus 

11. Potentials for Strengthening 
Management in NAR 1964 35 4 Amnan, Jordan 

12. Uomen and Agricultural Technology 1985 5 Rockefeller foundation Bellagio, Italy 

13. first Conference of the Association 
.of Agricultural Research Institutions 
in the Near East and North Africa . 
Region 1985 3 ICARDA. FAO Damascus, Syria 

II. Agricultural Research in the 2lst 
Century 1985 6 IFARD Brasilia. Brazil 

L 1 



SEMINARS, COURSES AND WORKSHOPS SPONSORED OR COSPONSORED BY 1SNAR. lvBl70 1585. 

L 

1 T 

Topic or Title Year NO. Ouration Cosponsor Location 
attended days 

mrs and coursesine on@ we.& 

Agricultural Research Management 1982 66 ' 3, IITA Ibadan. Nigeria 

Agricultural Research Management 1983 26 12 ESAHI, CDA Atusha, Tanzania 

Agricultural Research Policy 1984 25 12 Univ. of Minnesota Minneapolis, USA 

Agricultural Research Planning and Management 1984 20 25 MAK, CDA Hananga. Swaziland 

Agricultural Research Management 1984 35 13 MESRES, COA Yaounde, Cameroon 

Le Management des Projets de Recherche Agricole 1985 CILSS. CDA Bamako,, Mali 

Agricultural Research Policy 1985 11 Univ. of Minnesota Minneapolis, USA 

Management of Agricultural Research 1985 26 MAMC. CDA Mananga. Swaziland 

WorkShoDS of less m one week durhtipl! 

Training Needs in Agricultural Research Management 1982 27, 4 ED1 The Hague, Netherlands 

Issues in Organization and Management of FSR 1983 25 4 CIMMYT The Hague, Netherlands 

Agricultural Research Planning and Management 1983 25 5 ED1 Washington, USA 

Agricultural Research Policy and Organization 
in Small Countries 1984 20 5 Univ. of Wageningen Wageningen, Netherlands 

Research Program Evaluation 1984 40 4 BARC, IADS . Ohaka. Bangladesh 

National Agricultural Research and ISNAR: 
Experience and Lessons 1984 15 4 The Hague, Netherlands 

Strengthening National Agricultural Research Systems 1985 5 UNDP. CIMMYT The Hague, Netherlands 

The Identification of Management Training Needs 1985 6 ISAR Rwanda 

The Management of Himnan Resources in Agricultural a 

Research 1985 2 Thai Dept. of Agric. Bangkok, Thailand. 

Manpower and Training Rlanning for Agricultural 
Research 1985 3 BARC, IADS Ohaka, Bangladesh 

Seminar Specialisi sur les Techniques de Comnunication 1985 4 MESRES, USA10 Cameroon 

P x 

x” 



ANNEXX 

HARDWARE USED IN COMPUTING SERVICES 

Minicomputer . 

WANG 01s 140-11 Word processing, library, 
(2 interconnected systems) telecommunications. 

23 workstations 

4 printers 

Microcomputers 

WANG PC, 256K ram 
10 megabyte drive, printer 

WANG PC, 256K ram 
30 megabyte drive, printer 

WANG PC, 640K ram 
20 megabyte drive, printer 

WANG PC, 640K ram 
20 megabyte drive, printer 

IBM PC, 512K ram 
20 megabyte drive, printer 

Accounting 

Accounting 

Research Program 

Research Program 

NARS/Training Programs 



INTERACTIONS BETWEEN ISNAR AND DEVELOPMENT AGENCIES 

1 2 3 
Location on review team consulted elsewhere in follow-up 

1981 Costa Rica IAOS IBRD 
Kenya IBRD, donor consortium 
Indonesia 

IERD. USAID, donor consortium 
IBRD, ADAB. USAID IDRD, USAID 

IRA,? 
South Pacific Regional Research Study, ADD AOB ADD. bilateral (donors 
All agencies in region 

1982 Burkina Faso IBRD. FAO IBRD 
(joint mission) 

Fiji Bilateral donors: Australia 
New Zealand, ODA 

Guyana IDE, USAID. ODA, EDF, FAO, 
CIOA 

Ivory Coast IBRD, ORSTOFi. CIRAD IBRD 
Malawi USAID. IBRD 
Pakistan USAID 
Papua New Guinea IBRD 
Rwanda ORSTOM; IBRD 

IBRD 
ICRAF, IDRC, CERDAT/IFARC, 
SAFGRAD, TPY, FAO IBRD and others 

IADS, INRA, IDA 

FAO, USAID. IBRO, 
Netherlands IBRD, Netherlands 

Tunisia (1 phase only) 
---.__-_ 

ADD (Preparation) 

IBRD (appraisal) 
USAID (preparation) 
GTZ (evaluation) 

African Social Science Study IDRC/FORO/Rockefeller COA (Mainly USAID/OOA) 



- ------ 
1 2 

Year 
3 

Location in review team consulted elsewhere in follow-up 
.__ 

1981 Costa Rica CIAT 
Kenya CIP, CIAT, CIMMYT, ILRAO 

Indones $ a 
ICRISAT, IITA as in 2 

IRA2 
IRRI 

1982 Burkina Faso CIMnYT. IITA, ICRISAT, as in mission 

Fiji 
ILCA 

Guyana CIAT - 
IRRI. IITA 

IITA 
Ivory Coast 
Malawi 
Pakistan 

CIMMYT 
ICRISAT IRRI 

Papua New Guinea IITA, (AVRDC) IERD 
Rwanda 

IBRO 
- 4 IITA, CIP, CIMMYT, ICRISAT, 

ILCA, (ICRAF) 9 (in program seminar) 

1983 Dominican Republic CIAT 
Madagascar IRRI - 
Western Samoa 

IRRI, ILCA, CIIMMYT 
IITA 

Somalia 
Sri Lanka 

ILCA, IITA, CIMMYT as in 2 t ICRIISAT 
IRRI 

1984 Morocco CIAT. CIMMYT, ICRISAT. ICARDA 

Zaire 
(approached) 

IITA 

1985 Tunisia (1 phase only) n.a. n-. a . 

19814 Administration at ISNAR IITA, Ford Foundation 
--- 

1981 Joint ISNAR/IFPRI Resource Allocations 
in National Agricultural Research 


