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FROM: The President January 13, 1972

Grants to Various International Agricultural Research Centers

I submit the following report and recommendations on grants to various
international agricultural research centers in a total amount of $1.26 million.

1. These would be the first grants by the Bank in support of inter-
national agricultural research. In principle, however, the Bank has been
prepared for more than two years to consider activity of this kind. A Re-
port of the Executive Directors dated June 19, 1969, entitled 'Stabilization
of Prices of Primary Products" (R69-144/1), indicated that the Bank would be
prepared to “participate in financing agricultural and other research having
high priority in developing countries, as much as possible in cooperation
with other national and international institutions."

2. 1In October 1969, I invited the United Nations Develooment Programme
(UNDP) and the Food and Agriculture Organization of the United Nations (FAO)
to join with the Bank in exploring the possibilitv of mobilizing long-term
financial support from international agencies, governments and private sources
to supplement arrangements for financing agricultural research institutions
then in existence and, over time, a number of new ones. The resnonse from
the Administrator of UNDP and the Director-General of FAN was favorable, as
I reported to the Board in a memorandum on the recommendations of the Pearson
Commission concerning research (SecM70-92, dated March 6, 1970).
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3. In the spring of 1970, I sent the Executive Directors a memorandum
containing my views about how the Bank might act to mobilize funds for agri-
cultural research (SecM70-141, dated March 31, 1970). I proposed that this
action should be directed specifically to the support of international re-
search institutes, on the grounds that such institutes would offer signifi-
cant advantages over national centers. I suggested that the instrument for
mobilizing support for international institutes might take the form of a
consultative group, composed in this instance not only of governments and
the Bank, but also of other international organizations, regional develop-
ment banks and private organizations. I added that I believed the Bank
should not merely assist in mobilizing support, but should itself make a
financial contribution, and that this might have to take the form of a grant.

4., The matter was discussed in meetings of the Committee of the Whole
in July 1970 and subsequently, in cases where reservations had been expressed,
with a number of individual Executive Directors and their Governments. These
discussions resulted in a consensus that the Bank, along with UNDP and FAO,
should continue with steps to organize a Consultative Group. Accordingly,
at the Bank's headquarters in January 1971 a preliminary International Agri-
cultural Research Meeting was held which brought together prospective members
of the Group.l/ It was the sense of the Meeting that a Consultative Group
should be formally established.

5. The role that the Bank might play in financing agricultural research
was discussed by the Executive Directors in May 1971. The Directors generally
supported the views expressed in my memoranda of March 31, 1970 and of May 4,
1971 (R71-91). They authorized a statement to the Consultative Group that,
subject to the approval of the Board of Governors, the Bank would be prepared
to consider grants of up to $3 million for the calendar year 1972 for activi-
ties supported by the Consultative Group, provided that the requisite funds
could not be found from other sources.Z

6. The first meeting of the Consultative Group on International Agri-
cultural Research was held in Washington on May 19, 1971. 1In addition to
the three sponsoring agencies, 15 governments and organizations attended as
members, and ten attended as observers. The Group agreed, among other things,
(a) to review the needs of developing countries for special efforts in inter-
national and regional agricultural research and associated training in criti-
cal subject sectors unlikely otherwise to be covered adequately by existing
research facilities, and to consider how these needs could be met, (b) to
review the financial and other requirements of those agricultural research
activities which the Group considers to be of high priority, and to consider
providing finance for those activities, and (c) to suggest feasibility studies
of specific proposals and to agree on how these studies should be undertaken
and financed.i/ <

1/ The proceedings were reported to the Executive Directors in SecM71-82,
dated February 10.

2/ As recorded in M71-20, dated June 1, 1971.

3/ Summary of Proceedings, AGR 71-3, dated June 9, 1971.
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7. The Group also appointed 12 experts to constitute a Technical Ad-
visory Committee (TAC) to assist its work, and designated Sir John Crawford,
Vice Chancellor of the Australian National University, to be Chairman. It
was further agreed that the Bank would provide the secretariat of the Con-
sultative Group and that FAO would provide the secretariat of TAC.

8. TAC met in April and again in October 1971 to consider proposals
for supporting existing international research programs and for establish-~
ing new ones. The most urgent business before it was the auestion of sup-
port for 1972 for four major centers alreadv in operation: The Maize and
Wheat Improvement Center (Centro Internacional de Mejoramiento de Maiz vy
Trigo, or CIMMYT), based in Mexico; the International Rice Research Institute
(IRRI), based in the Philippines; the International Center for Tropical
Agriculture (Centro Internacional de Agricultura Tropical, or CIAT), based
in Colombia; and the International Institute for Tropical Agriculture (IITA),
based in Nigeria. TAC also considered the question of support for the Inter-
national Potato Center (Centro Internacional de Papa, or CIP) recently estab-
lished in Peru. In addition, TAC considered proposals for new research activi-
ties, of which only one was sufficiently advanced to have immediate financial
implications: this was a proposal for establishing an International Crops

Research Institute for the Semi-Arid Tropics (ICRISAT), probably to be based
in India.

9. At its meeting in October, TAC formulated recommendations to the
Consultative Group on these and other matters. It strongly recommended that
the Group give financial support to the five existing centers and that the
Group authorize action to set up ICRISAT. These and other recommendations
were set out in a voluminous Report by TAC on its October meeting: copies
of this Report have been distributed separately to the Executive Directors
(SecM71-536, dated November 19, 1971).

Part II - INTERNATIONAL AGRICULTURAL RESEARCH ACTIVITIES

10. In its deliberations, TAC has defined "international research
broadly to mean research which, although undertaken in one country, is of
wider concern, regionally or globally; is independent of national interest
and government control: and retains appropriate links with national research
systems to ensure the necessary testing of results and the feedback of both
results and needs. The centers whose activities were the subject of favor-
able recommendations by TAC all meet this definition.

11. Of the four major existing centers, the one with the longest history
is CIMMYT. It had its origin in a cooperative agriculture program initiated
in 1943 by the Rockefeller Foundation and the Government of Mexico:; it was
incorporated in its present form in 1966. Its accomplishments received
signal recognition in 1970, when the director of its wheat program, Dr.
Norman Borlaug, received the Nobel Prize for Peace.

12. CIMMYT's principal objective is to increase the vield and improve
the quality of maize and wheat wherever they can be grown effectively.
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Unprecedently abundant harvests of wheat on irrigated land, especially in
Asia, that made up part of the "green revolution'" of the latter 196Ns were
based on the high-yielding dwarf varieties and the technology for culti-
vating them which CIMMYT developed in Mexico. About 10 million hectares

of land in some 20 countries are now sown annually with these high-yielding
dwarf wheats. CIMMYT's research is currently emphasizing the further de-
velopment of high-lysine maize and of high-yielding wheats that can be
grown successfully in dry-land farm areas.4/

13. CIMMYT's achievements in wheat have been paralleled by the success
of IRRI, established in the Philippines in 1962, in developing and promoting
the spread of high-yielding varieties of rice. Record rice harvests based
on the work of IRRI also were part of the green revolution; IRRI and CIMMYT
shared the Unesco Science Prize in 1970. About eight million hectares of
land in some 20 countries are now planted to high-yielding strains of rice
based on genetic lines developed by IRRI. New investigations being carried
on by IRRI include research to develop high-protein rice, to breed varieties
suitable for cultivation on non-irrigated land, and to analyze the socio-
economic changes resulting from the adoption of new technologies in rice
culture.é’

14, CIAT is a young center just getting its programs under way, but
it is able to draw on a substantial base of experience: formally estab-
lished in 1967, it is an outgrowth of the cooperative agricultural program
established in 1950 by the Rockefeller Foundation in cooperation with the
Government of Colombia. Initially, CIAT is devoting its efforts to six
products of lowland farming: beef, swine, rice, maize, tropical root cropns
(mainly cassava) and food legumes (drybeans and soybeans). CIAT's ultimate
goal is to develop or improve, as quickly as possible, profitable farming
systems for the large and presently sparsely populated lowland areas of
Latin America.b6/

15, IITA, also a young center, was formally established in Nigeria
in 1968:; it initiated its training programs in 1970 and its research pro-
grams in 1971. The objective of the Institute is to improve the productivity

4/ A brief description of CIMMYT is given in Appendix A. The Center's
current program and budget are discussed in detail on pages 8-13 of the TAC
Report; and TAC's conclusions and recommendations with respect to CIMMYT
appear on pages 59-60 of that Report.

5/ A brief description of IRRI is given in Appendix B. The current
program and budget of IRRI are discussed in detail on pages 17-20 of the
TAC Report: and TAC's conclusions and recommendations with respect to IRRI
appear on page 61 of that Report.

6/ A brief description of CIAT is given in Appendix C. CIAT's current
program and budget are discussed in detail on pages 4-8 of the TAC Report;
and TAC's conclusions and recommendations are given on page 59 of that Report.
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of agriculture in the world's humid tropical zones, particularly in Africa.
"IITA has two research programs. One is directed to develoning improved
cropping systems: the other will be devoted specifically to improving the
productivit¥ of selected food crops: rice, maize, grain legumes, and roots
and tubers../

16. CIP, with headquarters in Peru, is the outgrowth of cooperative
efforts by the Government of Peru, the University of North Carolina, the
U. S. Agency for International Development and the Rockefeller Foundation.
For both calorie and protein content, the potato ranks high among the im-
portant food crops of the world. Cultivation, already widespread in FEurope
and the Western Hemisphere, has been increasing rapidly in the past decade
in parts of the Middle East, South Asia and Africa; India has now more
acreage in potatoes than the Andean countries where the crop originated.

17. The Presidential decree establishing CIP was issued in 1967;
funds actually became available and operations began in 1970, Priority
research projects of the Center include the breeding of varieties of
notatoes with increased resistance to disease and cold, development of
improved methods of processing for storage, research to increase protein
content still further, and better adaptation of the potato to tropical
climates.3/

18. The prospective ICRISAT will be the first international center
to be established for the important ecological zone of the semi-arid
tropics. It will have as a major objective the development of farming
systems from which farmers can benefit who, because they work land which
is not irrigated, have not so far participated to any great extent in the
green revolution. ICRISAT is likely to be situated in India; it will con-
centrate on improving the yield and nutritional aquality of four major crops:
sorghum, pearl millet, chickpeas and pigeon peas.9/

Part III - FINANCIAL REQUIREMENTS

19. The Consultative Group met for the second time at the Bank's head-
quarters on December 3 and 4 to consider the proposals of TAC and conduct
other business. Twenty-five members and four observers attended the meeting;
two other members and one observer were unable to be present. A summary re-
cord of the meeting was recently circulated to the Executive Directors (AGR 71-10).

7/ A brief description of IITA is given in Appendix D. TITA's current
program and budget are discussed in detail on pages 13-17 of the TAC Renort;
and TAC's conclusions and recommendations are given on pages 60-61 of that
Renort.

8/ A brief description of CIP appears in Appendix F. TAC discusses
the Center on pages 41-43 of its Report; and TAC's conclusions and recom-
mendations with respect to CIP appear on page 64 of that Report.

9/ A brief description of the ICRISAT proposal appears in Apnendix F.
The proposal is discussed in detail on pages 28-30 of the TAC Report; and
TAC's conclusions and recommendations with respect to ICRISAT appear on

pages 63-64 of that Report.
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20. The Group approved TAC's recommendations for support to the five
existing centers for the calendar year 1972, and agreed that the financial
reaguirements of these centers should be met. 1In the case of CIP, in line
with the recommendations of TAC, the Group agreed that funds should be
provided to continue the activities of the Center in 1972 pending the pre-
paration by the Center authorities of a more definitive proposal to the
Group concerning CIP's long-range program. ‘

21. The total financing recommended by the TAC for the 1972 programs,
of CIAT, CIMMYT, IITA and IRRI, plus a "bridging fund" to keep CIP in opera-
tion during 1972, is estimated to be $14.75 million.10/ A breakdown is
shown below.

(millions)

CIAT S 2.83
CIMMYT 5.02
TIITA 3.88
IRRI 2.93
CIP 0.64
$15.30
Less:
Centers' Special Income ___0.55
Net Requirements 5 3475

22. In the Group meeting a number of members, including the Bank
representatives, made statements of their intentions, subject to legisla-
tive and other approvals, to make contributions toward the indicated re-
quirements. Those statements (with slight modifications to reflect subse-
quent developments) are shown below.

10/ This figure does not include (a) special projects amounting to
about $3.25 million for which financing has been or is being arranged;
(b) cost over-runs on construction already begun or contracted for, which
will have to be met outside the Consultative Group framework; (c) the capi-
tal reauirements of CIAT for which firm fipgures are not available, and
which will probably have to be deferred.



Donor Amount (millions)
United States $ 3.2511/
Rockefeller Foundation 3:13
Ford Foundation 3.00
Germany 1.60
IBRD 1.16
Canada 1.05
United Kingdom 0.60
Belgium 0.44
Denmark G 2D
Netherlands 0.25
Kellogg Foundation 0.20
Other Donors _0.12

S 15.85

23. Of the difference of $300,000 between indicated contributions of
the donors (i. e., $15.05 m) and the net requirements of the five centers
(i. e., $14.75 m), at least $100,000 and perhaps as much as $200,000 is
likely to go to the initial fund for ICRISAT (see paragraph 27 below).

The remainder is in effect a contingency fund to take care of the diffi-
culty of matching the contributions of all the donors to the requirements

of each of the programs, a difficulty enhanced by the fact that Belgium,
Denmark and Germany have not, as yet, made any allocation of their contribu-
tions. A tentative picture showing the financing of each center on the
basis of amounts provisionally allocated by donors other than Belgium,
Denmark and Germany, and the amounts for each center remaining to be fi-
nanced by "other donors,'" is attached as Annex 1.

24. Among the existing centers, I propose that the Bank support CIMMYT
with a grant of $1 million for 1972. A grant in this amount is necessary
if CIMMYT is to carry out its full program during the current calendar year;
indeed CIMMYT, even with a Bank grant in this amount, may have to defer some

11/ Excluding $280,000 for construction costs of TITA.
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desirable capital expenditures unless another $1.25 million is made avail-
able from other donors. The grant would support work at a well-established
center which is well known to the staff of the Bank and one whose work clearly
is of the first rank in international agricultural research.

25. 1 also propose that the Bank make a grant of $160,000 to CIP. The
grant, if approved, would contribute to the interim funding needed for re-
search on one of the world's foremost food crops. While the Technical
Advisory Committee was not fully satisfied with the form of the proposal
presented to it concerning CIP, it had no doubt concerning the importance
and potential benefit of the work the Center will be carrying out, and, as
alreadv noted, recommended that ''bridging funds' be provided to enable CIP
to continue operations until a further review could be conducted by TAC.

26. In the case of ICRISAT, which is not included in the programs
described above, the Consultative Group accepted the recommendation of its
Technical Advisory Committee that a fund of $500,000 be established to fi-
nance the first steps toward establishing the new center. These steps would
include selection of a site (which the host government would be expected to
donote), negotiation of charter legislation and other enabling agreements
with the host government, appointment of an initial Board of Directors,
recruitment of a skeleton staff and placing of early orders for construction
and equipment. At the suggestion of the Chairman of TAC, the Ford Foundation
was requested by the Consultative Group to serve as its agent in carrying out
these initial steps, and the Foundation has agreed. The Consultative Group
also established a subcommittee of its members to consult and advise with
the Ford Foundation in its execution of this assignment.

27. At the Consultative Croup meeting, the representatives of the
Bank, the United Nations Development Programme, the United Kingdom and the
United States expressed a willingness, subject to the necessarv approvals,
to contribute $100,000 each to the initial fund for ICRISAT; this would be
in addition to the amounts mentioned in paragraph 22. Other delegations
expressed interest in the proposal without mentioning specific contributions.

28. I now propose that the Bank make a contribution of $100,000 to
the initial fund for ICRISAT, when commitments have been made by other
donors to contribute a total additional amount of at least $300,000. In
addition, I propose that the Bank agree with the other donors that it will
become the agent for collecting and administering the fund. T believe that
such support for ICRISAT by the Bank is clearly merited: ICRISAT will be
the first international center established for research into farm systems
and major food crops of the semi-arid tropics, and its work is of great
potential benefit to millions of farmers in this important ecological zone.

29. I propose further that the whole of the grants for CIP and TCRISAT
be made immediately, but that the grant to CIMMYT be disbursed in four equal
installments, of which two would fall in FY1972 and two in FY 1973.
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30. Since the decisions by prospective donors for the activities
supported by the Consultative Group are not in all respects final, it is
possible (although I do not regard it as probable) that it may become de-
sirable for the Bank to make grants additional to those proposed above,
within the ceiling of $3 million already approved by the Board. 1In that
event, I would, of course, return to the Board for approval of such addi-
tional grants.

Part IV - LEGAL INSTRUMENTS AND AUTHORITY

31. In my memorandum of May 4, 1971, to the Executive Directors
(R71-91), T indicated that I would ask that, subject to the approval of
the Board of Governors, grants for international agricultural research be
made available out of funds transferred to IDA from the Bank's net income.
T informed the Board in a memorandum of November 19, 1971 (R71-255), how-
ever, that the amount needed for 1972 scemed likely to be relatively modest,
and that it therefore did not seem desirable to take the matter up with the
Governors now. That position has since been confirmed by the outcome of
the meeting of the Consultative Group, and it seems more practical on this
occasion to provide the funds out of the Bank's administrative budget.

32. The text of a draft resolution approving the proposed grants is
being circulated separately. Disbursement of $760,000 required in FY1972
would be made out of a supplemental appropriation to the Bank's administra-
tive budget for 1972. Funds for the remaining disbursements would be in-
cluded in the Bank's regular administrative budget for FY1973.

33. The text of a draft resolution authorizing the Bank to act as
agent for the initial fund of ICRISAT is also being circulated separately.

Part V - RECOMMENDATIONS
34. I recommend that the Executive Directors approve the proposed

grants in support of international agricultural research, and that they
authorize the Bank to act as agent for the initial fund for TICRISAT.

Robert S. McNamara



ANNEX 1

INTERNATIONAL AGRICULTURAL RESEARCH CENTERS

Tentative Schedule for Financing Core and Capital Budgets in 1972

673 CIAT
Ford Foundation § 0.72
Rockefeller Foundation 0.72
USAID 0:72
CIDA 0.30
Kellogg Foundation 0.20
Netherlands 0.12
Special Income 0.05
$ 2.83
Ly CIMMYT
USAID $ 0.93
Ford Foundation 0.75
Rockefeller Foundation 0.75
Special Income 0.38
IBRD 1.00
Other Donors 21
§ 5.02
TLL IITA
Ford Foundation S 0,75
Rockefeller Foundation 0.75
CIDA : 0.75
USAID Q.75
United Kingdom 0.23
Netherlands 0.12
Other Donors ' 0.53
$ 3.88
IV. IRRI
Ford Foundation 8§ 0.75
Rockefeller Foundation 0.75
USAID 0.75
United Kingdom 0.36
Special Income 0:12
Other Donors 0.20 (a)
§ 2.93

(a) Includes $73,000 and $48,000 from IDRC and
Japan respectively.



V. CIP

IBRD

USAID

Rockefeller Foundation
Germany

Other Donors

Initial Fund for ICRISAT

United Kingdom
United States

UNDP

IBRD

IDRC and other donors

$ 0.16

0.13

0.13

0.12

0.10

$ 0.64
$100,000 )
100,000 )

100,000 )$500,000 minimum

100,000 )

to be determined )



Appendix A

CENTRO INTERNACIONAL DE MEJORAMIENTO DE MAIZ Y TRIGO (CIMMYT)
(INTERNATIONAL MAIZE AND WHEAT IMPROVEMENT CENTER)
El Batan, Mexico

Introduction

Jis The International Maize and Wheat Improvement Center (CIMMYT), estab-
lished in its present form in 1966, has made two major contributions to the
ability of developing countries to improve their own production of maize and
wheat. First, it demonstrated how to increase yields dramatically through
varietal improvement and to increase production through the '"package
approach," and, second, it passed on these policies and techniques through
training programs to countries in Asia, Africa, and Latin America, helping
them to develop expertise in solving their own problems in production of
these cereals. The strength of this approach rests not only in the wealth
of germplasm and technical assistance provided, but also in the active co-
operation it has evoked from the plant scientists and governments of coun-
tries in these three key regions of the world. Many separate national
plant-improvement programs have been drawn into a worldwide exchange network
through this mechanism. This approach also has great implications for the
future, since it enables CIMMYT to develop new varieties in its headquarters
and substations, cross them in its outreach work with the best that has been
produced in national and regional programs, and send the resulting material
back to Mexico, where a genuine world gene pool of unique character is being
developed. Throughout this process, CIMMYT has consistently maintained a
commodity-oriented problem-solving research and training dimension. With
outreach activities now at a full takeoff, CIMMYT's maize and wheat programs
can be considered to be fully international.

The Center

2 The idea of dedicating high-level, multidisciplinary research to im-
proving a single crop on a worldwide scale crystallized during the 1960's;
it was first formalized in the International Rice Research Institute (IRRI),
established in the Philippines in 1962 by the Ford and Rockefeller Founda-
tions, but the genesis of the concept dates back to the cooperative agri-
culture program initiated in 1943 between the Government of Mexico and the
Rockefeller Foundation. This cooperative effort has become a classic suc-
cess story: it led to the transformation, by 1965, of a food-deficit
country to self-sufficiency in maize and wheat. From this base, CIMMYT
evolved and was formally established in April 1966 under Mexican law as an
autonomous, non-profit, scientific and educational institution to be
governed by an international Board of Directors, currently from nine coun-
tries.

3 CIMMYT's principal objective is to increase the yield per unit area
and improve the quality of maize and wheat wherever they can be grown effi-
ciently. This involves the development of widely adaptive, high-yielding
varieties which are fertilizer and water responsive, disease and insect re-
sistant, and have high nutritive quality. To accomplish its work, CIMMYT
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has a 34-man senior staff and a seven-man junior staff stationed at its new
El Batan headquarters, inaugurated in September 1971. This new facility,
the land for which was donated by the Government of Mexico, along with four
substations located in specific ecological regions in Mexico and partly
provided by the National Institute of Agricultural Research (INIA), now
provide CIMMYT with the wide range of conditions necessary to test its
breeding material for worldwide adaptation.

Current Programs

Maize Research

4. CIMMYT's current goals in conducting its maize program are far more
ambitious than those pursued in earlier years, when it was generally
believed that most known varieties were highly sensitive to length of day
and had limited areas of adaptation. Earlier programs were therefore
primarily concerned with the collection of maize germplasm indigenous to
the Western Hemisphere, where maize originated, and to varietal development
that was location specific. Efforts are now being focused on development
of maize varieties that can be widely adapted throughout the world, are
high yielding, and of increased nutritive value. In improving the protein
quality of grain, special attention is given to retaining the same appear-
ance and taste as regular maize. These widely useful materials are being
developed through regional breeding efforts, involving various kinds of
selection and progeny testing in many distinct agroclimatic regions. Im-
provement in the effectiveness of selection for insect and disease resist-
ance is also being sought. 1In this way, varieties are being put together
on the basis of the performance of their component parts over a wide area.
This is the reverse of general procedures followed earlier in which
varieties were developed at a few locations and then tested at many to de-
termine their range of adaptation.

Wheat Research

5 Where earlier CIMMYT research was directed primarily at developing
high-yielding spring bread wheat varieties under irrigated or adequate
rainfed conditions, the program now has been broadened to include work on
winter-hardy spring bread wheats, the durum wheats, and the triticales
(man-made wheat-rye hybrids). In producing the new varieties of bread
wheats, in the results of the durum and triticale programs, and in
research on quality, special effort is being made to enrich the germplasm
bank with genes resistant to diseases that affect these crops in various
parts of the world. The diversity of the CIMMYT spring bread wheat gene
pool is probably the greatest in the world, and is the basis of its cur-
rent success; but work continues to increase its yield potential further.
Durum varietal development is becoming a primary thrust, particularly for
North Africa and Near East countries where it is preferred for some local
dishes. Another important feature of the program is work with the triti-
cales, which are showing promising resistance to a number of diseases and
encouraging nutritional properties. Chemical analysis reveals that some
triticale lines are high in both total protein and lysine. Moreover,
nutritional feeding studies have identified several lines that possess a
protein efficiency rating as high as that for egg protein.
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Training

6 Training continues to be one of the most important features of both
the maize and wheat programs. About 65 trainees were at CIMMYT in 1971 and
the number is expected to increase next year to about 75. Great emphasis

is also placed on the development of staff for outreach programs and on in-
ternational workshops. In September 1971, a wheat workshop attracted par-
ticipants from 20 countries while the first international seminar on maize,
also held in September, drew representatives from a like number of countries.

Outreach

T CIMMYT's outreach activities, already extensive, are taking on new
dimensions as it now concentrates effort on "regionalizing' its approach in
support of country programs. The Center is currently assisting in the
grouping of present national programs according to special criteria and ad-
ditionally is taking over responsibility for technical direction of wheat
and maize programs in several already established regional agricultural
assistance efforts, such as the All-Indian Coordinated Wheat Program, the
Pakistan Accelerated Wheat Production Program and the Inter-Asian Maize Pro-
gram. Several programs are already operating under this arrangement in the
Near and Middle East, West Pakistan, Central America and the Caribbean, and
Argentina, and discussions are proceeding for similar programs in South East
Asia, India and Turkey.

8. Creation of a regional germplasm pool for the high-elevation areas of
the Andean zone is being undertaken in cooperation with the International
Center of Tropical Agriculture (CIAT), initially involving Mexico, Colombia,
Ecuador, Peru, and Bolivia. Similarly, a widely adapted germplasm pool is
being developed for the West African region in cooperation with the Inter-
national Institute of Tropical Agriculture (IITA), particularly for the new
national maize programs in the Republic of Zaire. This may serve as a basis
for the formation of high-yielding varieties for each of the countries in
tropical West Africa and be a forerunner to an accelerated regional produc-
tion program. The Inter-Asian Maize Program, headquartered in Thailand, is
following a similar pattern in varietal improvement. Shipments of maize-
breeding material from CIMMYT's germplasm bank were made to 34 countries
during 1971, while the wheat program provided genetic materials to collabor-
ators in 36 countries. These operations further strengthen the linkage with
sister institutes and key national and regional networks.

Achievements

2T CIMMYT's achievements in catalyzing agricultural progress received
international recognition in 1967, when the harvests in India and West
Pakistan, based on the high-yielding dwarf wheats developed in Mexico,
astounded the world in what came to be known as the '"Green Revolution."
There are now about 10 million ha of the dwarf variety grown in some

20 countries.

10. Success of the wheat program continues to be gratifying. Yields in
1971 have been excellent in North Africa and the Middle East, and India has



Appendix A
Page 4

harvested its fourth consecutive record-breaking wheat crop. Total produc-
tion in India is expected to go over 21 million metric tons, an increase of
one million over that achieved in 1970, due mostly to the expansion of im—
proved technology in the wheat-producing area, the largest part of which

has been planted with varieties developed by reselection under Indian condi-
tions. In West Pakistan, already self-sufficient, new varieties are being
developed from West Pakistan and Mexican crosses, one of which was grown on
a sizable commercial acreage last year. Other new varieties being devel-
oped there should play a significant role in the future as they are

believed superior in disease-resistant qualities.

New Trends

i1l 55 In order to make a quick and significant contribution to world maize
and wheat production, CIMMYT concentrated its initial efforts mainly in re-
gions adequately supplied with rainfall or irrigation water. In these
areas, dramatic increases in production were obtained, primarily with new
high-yielding varieties responsive to new farming technology, including the
efficient use of fertilizer and water. The most rapid spread of high-
yielding varieties has commonly been among the larger farmers, mainly be-
cause they can afford the greatly increased outlays needed. In many irriga-
ted areas now, however, the small farmer is realizing markedly increased
production; significant increases, though of smaller magnitude, are being
achieved in natural rainfall areas.

12. As part of its dynamic program policy, CIMMYT is now placing more
emphasis on the problems of small farmers. The Center's Puebla Project is
a direct result of this decision. Within the project, a specific aim is to
help the small peasant farmer, particularly in Latin America, to grow maize
with high lysine content.

13. In CIMMYT's wheat program during the past two years, greater emphasis
has been placed on raising levels of production in dry-land farming areas,
particularly in North Africa. Here, also, the emphasis is shifting toward
help for the small farmers so they may benefit more from new improved vari-
eties and technology.

14, While these program adjustments reflect growing concern about small
farmers, income disparities, and employment, there will be no reduction in
efforts to increase average maize and wheat yields and total output further
and to help certain developing countries gain their own expertise and become
self-sufficient in the production of these two cereals.

Financial Requirements

15, Estimated 1971 expenditures for CIMMYT's core (operating and capital
budgets, and projected 1972 budget requirements, are as follows:
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__US$ million
Item 971 1972
Core 2.4 3.7
Capital 1.9 1.3
&3 5.0
16. Rough estimates of core and capital budget requirements over the next
five years are as follows:
US$ million
Year Core Capital Total
1972 3.0 1:3 5.0
1973 4.2 0.4 4.6
1974 4.5 0.3 4.8
1975 4.8 0.2 5.0
1976 5.1 0.5 5.6
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INTERNATIONAL RICE RESEARCH INSTITUTE (IRRI)
Los Banos, Philippines

Introduction

i B The International Rice Research Institute (IRRI , established
in 1962, is the first of the international centers. It has had a sub-
stantial impact on countries in the Asian region, reflected not only by
the direct adoption of the Center's varieties in many areas but also by
the considerable amount of adaptive research now going on. IRRI's major
achievement has been to develop rice varieties with high yield potential.
Research is now concentrated on increasing disease resistance and devel-
oping other varietal improvements.

The Center

2. IRRI is an autonomous, non-profit, tax-exempt Philippine Cor-
poration whose Director reports to an international Board of Trustees. It
has a staff of 34 senior scientists and 90 junior scientists engaged in
intensive multidisciplinary research on major impediments to improvement

of the quantity and quality of rice production in Asia and, to a lesser
extent, elsewhere in the world. It also strives to help develop strong
national technical and related capabilities in other rice-growing countries
and to stimulate international cooperation on important regional or world-
wide problems. In 1972, the leadership of IRRI will change for the first
time. Dr. Robert F. Chandler, Jr., Director of the Center since its found-
ing, will retire on June 30 and Dr. Ralph W. Cummings, Sr., will succeed
him.

3. IRRI's first big break-through came in 1967, following the devel-
opment of a high-yielding semi-dwarf rice variety named IR8, which is
still the standrad for measuring high-yielding capacity. Since then, the
Center has named its fifth rice variety and released it for general use.
In addition to the five IRRI-named varieties, 10 genetic lines developed
at IRRI, but not named by the Center, have also proved sufficiently
successful in other countries to be released by them. Further,about 15
varieties have been developed from crosses with either the IRRI genetic
lines or named varieties distributed by the Center. In total, they are
now planted on an estimated eight million ha of land in some 20 countries.
Considering the circumstances of rice culture -- the wide range of agro-
climatic conditions and the associated insect-disease complexes under
which rices are grown, and prevailing diversities in consumer preference --
this magnitude of spread and adoption in less than a decade is impressive
progress. In certain areas, such as the Philippines and West Pakistan,
where the spread has been greatest, self-sufficiency in rice production
has been reached; but for many developing nations and regions, where the
stress of adverse circumstances of population and food is most acute, only
a beginning has been made in the big task of bringing about widespread
displacement of the old varieties and technology lies ahead.
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Current Programs
Research
e IRRI has an intense varietal screening program to identify high pro-

tein semi-dwarf lines. Several lines have been identified which have about
20% higher protein content that IR8. These varieties appear very promising
for, with the higher protein content, they yield only about 5% less than IRS.
The ultimate objective is to produce varieties which combine high protein and
favorable amino-acid balances with disease/insect resistance, high-yielding
ability, and improved grain type and eating quality.

5, In an attempt to gain more information on factors holding down yields
under rainfed conditions, 190 field experimental plots were set up in farmers'
fields in 1971 in Bulacan and Nueva Ecija provinces. This program, which is
being conducted jointly with the extension agency of the Government of the
Philippines, will continue for several years and is expected to pave the way
for a more substantial effort in the future to change farming practices.

Training

6. The Center's contribution to rice-producing nations is not limited
to the direct food and income benefits accruing from development of new vari-
eties and technology. Over the nine-year period 1962 through 1970, 545 re-
search scholars and trainees from 38 countries have received a total of 491
man-years of training in 12 research disciplines (e.g., agronomy, varietal
improvement, and entemology) and in special production-oriented programs.
The training programs, degree and non-degree, are designed to meet manpower
requirements to staff national programs. In India, Pakistan, and Indonesia,
special in-country programs have been organized whereby IRRI scientists work
side-by-side with national personnel. To ensure regular review of national
programs, rapid exchange of information and ideas, and attention to priority
concerns, IRRI arranges annual rice program reviews and periodic symposia.
The most recent symposium (September 1971) was devoted to rice breeding and
brought together 100 rice scientists from 20 countries.

Qutreach

7. Both research and training work have outreach components, primarily
concerned with national programs for rice improvement, particularly in India
Pakistan, and Indonesia. Linkage has also been strengthened with the Inter-
national Center of Tropical Agriculture (CIAT) located in Latin America and
with the International Institute of Tropical Agriculture (IITA) located in
Africa. Emphasis on outreach efforts is also evidenced in the increasing
visits made by resident staff members to interested governments.

New Trends

8. At the end of its first decade of operations, during which its re-
search results and concepts completely changed long-term rice production
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prospects for the monsoon tropics, IRRI is adjusting its programs to pro-
vide solutions for a wider range of problems associated with tropical rice
production. Greater attention is being given to matters of upland and rain-
fed paddy production, nutritional value of rice, consumer acceptance, broader
genetic resistance to insect pests and disease, multiple cropping and

systems of rice farming, and socioeconomic changes resulting from the wide-
spread adoption of the new rice technology. While these programs adjustments
reflect growing concern about diets, pesticide use, income disparities, and
employment, there will be no reduction in the effort further to increase
average yields and total output,

Financial Requirements

9. Estimated 1971 expenditures for IRRI's core (operating) and capital
budgets, and projected 1972 budget requirements, are as follows:
US$ million
Item 1971 1972
Core 2.3 2.5
Capital 3 0.4
2.6 2:9
10. Rough estimates of core and capital budget requirements over the
next five years are as follows:
US$ million
Year Core Capital Total
1972 2.5 0.4 2.9
1973 247 0.3 3.0
1974 2.9 0.3 3.2
1975 3.1 0.4 3.5
1976 3.3 0.5 3.8
14.5 1.9 16.4
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CENTRO INTERNACIONAL DE AGRICULTURA TROPICAL (CIAT)
(INTERNATIONAL CENTER OF TROPICAL AGRICULTURE)
Palmira, Colombia

Introduction

s [F The International Center of Tropical Agriculture (CIAT) is a
young Center just getting its programs under way. It deals with ex-
tremely difficult and wide-range problems to serve the needs of agri-
culture in the lowland tropics, with particular reference to Latin
America. While CIAT is new, having been established in 1967, it has

the advantage of building on a substantial base of experience. Evolving
from the Cooperative Agricultural Program of the Rockefeller Foundation
with the Government of Colombia, which dates back to 1950, it also draws
heavily on the Instituto Colombiano Agropecuario (1cA), formed in 1963
as an outgrowth of the Cooperative Agricultural Program. Although the
close alliance with ICA did much to give CIAT its early impetus, the
Center is now becoming solidly established on its own and is making good
progress in its research and training programs and in establishing links
with the national agencies in the various developing countries which can
benefit from CIAT's research,

The Center

2 CIAT is an autonomous, non-profit, tax—exempt Colombian Corporation
whose Director reports to an international Board of Trustees. It 18
headquartered on a 522-ha farm near Palmira, provided by the Republic of
Colombia, adjacent to an ICA station and a Faculty of Agriculture, part

of the National University. Most of CIAT's headquarters buildings are
still in the early stages of construction. It therefore carries out most
of its research activities in Colombia in collaboration with ICA, partic-
ularly at the north coast station of Turipana in the fertile alluvial
soils of the coastal plains, and at Carimagua, on the vast expanses of
latosol soils of the Colombian Plains. When construction work at its head-
quarters near Palmira is completed in early 1973, it will be easier for
CIAT to develop a more independent international status. Twenty-six
senior and four junior scientists, of eight nationalities, are engaged in
carrying out CIAT's research programs.

Current Programs

Research

3 Initially, CIAT is concentrating its efforts and resources on six
somewhat neglected products for lowland farming —- beef, swine, rice, maize,
tropical root crops, and food legumes. CIAT's goal is to develop or im-
prove, as quickly as possible, productive and profitable systems for these
products, particularly in Latin America, taking into account relevant
economic and social factors.
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4, Emphasis in the beef cattle program is on development of produc-
tion systems for the extensive grassland areas located in alluvium soil
zones, including coastal plains and river valleys, and in the latosol
soil zones in the interior of South America. Colombia alone is estimated
to have some 20 million ha of virtually undeveloped land of this type in
the Colombian Llanos and there are even larger areas in Venezuela and
Brazil.

B The development of efficient swine production systems within the
lowland tropics depends to a great degree upon finding economical ways
to use available feedstuffs. Feed costs there now run from 80 to 90% of
the total cost of pork production.

6. Rice research, based on the results achieved at IRRI, highlights

the production of high-yielding semi-dwarf varieties having superior cook-
ing and milling qualities and stable resistance to rice blast disease and
development of cultural practices for responsive varieties grown under both
irrigated and upland conditions.

7 CIAT's maize program, linked with CIMMYT, focuses on the crop in
the Andean Zone and in the lowland tropics. Specific research has concen-
trated on protein quality.

8. CIAT's tropical root crop program centers mainly on cassava produc-—
tion systems and is directed primarily at development of varieties with
higher yields, with emphasis on those with higher nutritive value, i.e.,
increased protein content and quality, and higher starch content in the
root.

9. Research in food legumes is directed toward increased yields of dry-
beans and soybeans. This emphasis is divided between the creation of im-
proved varieties and improved "production packages."

Training

10. Training activities concentrate on providing learning experiences

for selected professionals from various countries, some of whom are being
trained to carry on production-oriented research in their own organizationms,
while others will become crop or animal production specialists, helping to
translate and communicate new agricultural technology to the farmers. In
1970, 69 persons were enrolled in CIAT's various training activities, 16

of whom were continued into 1971. In terms of functional specialization,

40 were in plant science, 21 in animal science, and the remaining eight

in economics, engineering, and communication.

11. CIAT has also developed a 12-month course for crop production spe-
cialists. The first class got underway in March 1971, with 13 trainees in
attendance from six countries. The next course is scheduled to start in
August 1972, 1In 1971, 11 trainees completed CIAT's livestock production
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specialist training program, an experimental project to develop and test
appropriate training methods. As a result, three new lZ-month courses
have been scheduled for trainees now being selected from Latin American
countries. Also in the planning stage are symposia on swine production
in the tropics and on the potentials for development of a beef cattle
industry in the tropical lowlands.

Outreach

1z, CIAT is beginning to develop international outreach programs, but,
except for rice and maize and, to a lesser extent, swine, where definite
links exist to work in other Latin American countries, activities are
still primarily carried out within Colombia and confined to cooperation
with ICA. The Center has been successful, however, in strengthening its
ties with its sister institutions =-- with the International Maize and
Wheat Improvement Center (CIMMYT) in the Andean Zone Maize Program; with
the International Rice Research Institute (IRRI) in the development of
high nutritive value rice varieties adapted to Latin American consumer
tastes; and with the International Institute of Tropical Agriculture
(IITA) in regard to cassava production.

Achievements

13. CIAT's rice program has recently released two new varieties designed
for the Latin American market, with yields that challenge the best obtained
by IRRI. In connection with that release, and in an attempt to help develop
the expanding rice market in Latin America, CIAT also sponsored a seminar
on rice policies in Latin America in October 1971. This seminar provided
opportunity for policy makers and national planning officers to learn about
the potential of the varieties for increasing production and to consider

the economic and social consequences of such increases.

14, The swine program is developing new life-cycle rations based on
native tropical foods, such as bananas and cassava, while beef cattle
specialists have found that, by using the proper package of practices, it
is possible to increase by two or three times the productivity and profita-
bility of beef animals on tropical pastures. Additionally, the Center has
already brought together the world's best germplasm bank of cassava.

15, CIAT's training record is also noteworthy. From 1968 to 1971, it
trained a total of 120 persons from 14 countries. Of these, 53 partici-
pated in post-graduate training, 44 were production specialists, 15 were
in the research fellow and scholar component, and eight were in miscella-
neous areas.

New Trends

16, The efficiency of small farm enterprises often hinges oﬁ integrating
the production of several commodities into a single system. Such farm



Appendix C
Page 4.

units lend themselves to crop rotation, utilization of crop residues and
surplus by livestock, and intensification of labor input while minimizing
direct operating and capital expenditures. The primary initial thrust of
CIAT is directed towards developing commodity production systems for
certain crops and livestock species. This will continue as the principal
activity until an adequate technological base is established for develop-
ing more economical commodity production systems and a nucleus of produc-
tion specialists is formed to apply this technology. At the same time,
however, CIAT will be concerned with determining how these commodity
production systems, and others, fit into total farm enterprises, consider-
ing the economic realities of practical farm systems and the possible
profit advantages of multi-crop-livestock enterprises.

Financial Requirements

Lk Estimated 1971 expenditures for core (operating) and capital budgets,
and projected 1972 budget requirements, are as follows:
US$ million
Item 1971 1972
Core 2.5 2.8
Capital n.avl/ n.al/

1/ Excludes capital estimates for which
firm figures are not available.

18. Rough estimates of core and capital budget requirements over the next
five years are as follows:

USS million

Year Core Capital Total
1972 2.8  n.a. 2.8/
1973 3.3 Q.5 3.8
1974 3: 7 0.3 4.0
1975 4,2 0.2 4.4
1976 4.6 0.2 4.8

18.6 1.2 19.8

1/ Excludes capital requirements for which
firm figures are not available.



Appendix D

INTERNATIONAL INSTITUTE OF TROPICAL AGRICULTURE (IITA)
Ibadan, Nigeria

Introduction
j 55 The International Institute of Tropical Agriculture (IITA), established
in 1967, is the youngest of the major existing international centers but has
perhaps the most complex and difficult task of any of them -- to solve the pro-

blems of production of annual food crops in the low hot tropics (less than

2,000 ft, altitude and where rainfall exceeds evaporation for more than six
months of the year). To accomplish its mission, IITA will seek to develop a
cropping system to replace the bush-fallow as a means of maintaining soil ferti-
lity. It is also undertaking, or planning to undertake, crop improvement pro-
grams, for use in the humid tropics, for some oilseeds (principally soybeans),
selected grain legumes (e.g., cowpeas, lima beans, and pigeon peas), important
root and tuber crops (cassava, yams, cocoyams, sweet potatoes), and selected
cereals (maize and rice).

The Center

2, IITA is an autonomous, non-profit, tax-exempt Nigerian corporation
whose Director reports to an international Board of Trustees, consisting

of 15 members. Recruitment of staff began in late 1968 and 36 of a proposed
complement of 43 are now in post.

3a The transitional year for IITA was 1971, when the move into temporary
quarters on the principal headquarters site was completed. During the year
programs were initiated, staff was developed and experimental areas were
cleared and established. 1In 1972, when all buildings, except the Plant Growth
and Radioisotope facilities, are expected to be finished, IITA will shift its
major emphasis from site development and the building of the foundations of
reserach programs to full program implementation.

4. IITA's broad objectives are to improve the quantity and quality of

food crop production and to develop soil and crop management practices re-
quired for a stable, permanent and productive agriculture.

Current Programs

Research

D An impressive volume of highly useful data, particularly on rice and
maize, has resulted from IITA's research efforts during 1971, and the grain
legume and root and tuber programs are also well under way. Some progress

on the cropping systems program is also being made, but this program has
lagged somewhat behind the rice and maize work, primarily because the two
commodity programs are more firmly based on existing research and because of
delays in staffing.
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Training

6. IITA attaches particular importance to its training responsibilities
designed to increase the number of qualified and well motivated staff for
practical crop improvement programs in the humid tropics. Already in 1971,

the Center inaugurated a special vacation training program for outstanding
undergraduates and first year graduate students from four Nigerian universities.
In addition, IITA held its first workshop in 1970, a two-week session for plant
parasitologists from Africa. At least three workshops and conferences are
planned for 1972.

Outreach

Lo Links have been established between IITA and other African research
programs, including cooperative efforts with the Republic of Zaire, Sierre
Leone, the West African Rice Development Association, and the Institute de
Recherches Agronomiques Tropicales et des Cultures Vivrieres (IRAT). In
cooperation with CIMMYT and USAID, IITA is assisting the Government of Zaire
in a nationwide 10-year maize production improvement effort designed to
eliminate the chronic maize shortage there. In addition to the links with
CIMMYT for maize programs, IITA intends to establish links with CIAT for
cassave and with IRRI for rice.

Achievements

8. Although IITA is too new for its research accomplishments to be judged,
it already has achievements to its credit. Considerable progress has been

made in maize development and it is estimated that a new variety will be re-
leased within approximately two years. Significant gains have also been made
in the collection, selection, and systematic testing of African varieties of
rice.

9. IITA was also a joint sponsor with the Ford Foundation and IRAT of a
highly successful series of seminars initiated in 1970. The seminars helped
to identify the status of agricultural research being carried out in West
African countries, to determine where the gaps might be, and to establish a
professional and working relationship among agricultural scientists in the
region. The seminars were concluded in mid-1971, and plans are under way to
organize a similar series on related topics beginning in 1972,

Financial Requirements

10. Estimated 1971 expenditures for IITA's core (operating) and capital
budgets, and projected 1972 budget requirements, are as follows:
US$ million

Item 1971 1972

Core 2.2 i3

Capital n.a.l/ .62/
3.9

1/ TIITA expected to receive US$3.4 million
during 1971 from funds previously allocated.

2/ Excludes over-run on construction costs.
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11 Projected five-year operating (core) and capital budget requirements
are as follows:
US$ million
Year Core Capital Total
1972 3.3 0.6L/ 3.9
1973 3.7 0.3 4.0
1974 4.2 0.2 4.4
1975 4.7 0:3 3:0
1976 5l 0.4 5.5
2150 1.8 22,8

L/ Excludes over-run on construction costs.
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CENTRO INTERNACIONAL DE PAPA (CIP)
INTERNATIONAL POTATO CENTER
Lima, Peru

Introduction

L The potato is one of the world's principal food crops, and in the
Andean region of South America where it originated it forms the major part

of the diet. Among major food crops, it ranks first in calorie production
per acre per day and fourth in protein; the quality of its protein compares
favorably with that of casein, considered the standard. An important chara-
cteristic of the potato is that it has a much higher range of adaptability to
climate than many other important food crops. It is one of the few that pro-
duces well at high altitudes -- above 10,000 feet -- and it appears to have
the potential to adapt to tropical conditions as well.

2. Following the introduction of the potato into Europe, its cultivation
spread to most parts of the world; and in recent years, the land under potato
cultivation has increased substantially. For example, in the past decade some
Asian and African countries not normally thought of as potato producers have
almost doubled the area of production. Yields, however, are much lower than
in Europe or North America, since the varieties used in Africa and Asia come
from countries where they were developed specifically for the climates of
northern latitudes.

s To develop suitable varieties, it is necessary to draw from the genetic
wealth represented by the tremendous diversity of varieties in the native
habitat of the potato, from which it should be possible to build strains

suited to tropical conditions as well as to improve varieties grown elsewhere.
Up to now, however, the dearth of research facilities in the area where the
potato originated has hampered work involving genetic variability. Moreover,
plant exploration programs in countries of northern latitudes have had serious
limitations because much of the collected material would not grow well under
conditions there.

4. With the emergence of a strong national potato program in Peru, a

base was created for the establishment of an International Potato Center (CIP)
to provide a link between the limited but growing scientific capabilities of
developing countries and the resources of Europe and North America. Since
present high-producing varieties were all developed from only part of the
genetic varieties that exist in the Andean region of South America, it was
considered that a Center based in that region would be in the best position

to catalyze the development and utilization of genetic wealth for all countries.

5.4 CIP was therefore formally created in 1967 as an International Center.
Efforts since that time have been directed toward providing a physical plant
for its operations, toward planning and establishing programs that would have
an international impact, and toward interesting donors in providing long-range
financial support.
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The Center

6. The headquarters of CIP are being established in the outskirts of
Lima, adjacent to the National Agrarian University and the National Argi-
cultural Research Center, in a new building being constructed for it by the
Government of Peru. The germplasm facility is being located in the Central
Sierra, which is the ecological hub of the tuber-bearing solanum species, and
experimental land on the coast and in the highlands is being made available
by the Government.

i Under the terms of an agreement signed on January 20, 1971, the
Center was granted full autonomy and tax-exempt status, and was ensured
operational privileges in Peru similar to those enjoyed by other inter-
national crop improvement centers in their host countries. By the same
agreement, North Carolina State University, which has been involved in
development of Peruvian agriculture through USAID programs for about 15

years, accepted a five-year sponsorship of the Center, and a Director and

five of 10 members of the international Board of Directors have been appointed.

8. Although CIP is similar to other international crop improvement
centers in its general organization, its program will allow a somewhat dif-
ferent pattern for staffing and development of facilities. Since work will
focus on the collection, maintenance, and availability of germplasm, there
will be no initial need for large major capital investments in physical plant
facilities at headquarters. Instead, in the utilization of the genetic mat-
erial, a number of scientists and their present facilities outside Peru will
be drawn into the early work program of the Center through linkage projects.

A core staff of six scientists (four senior and two junior), properly supported
by technicians and facilities, will be sufficient to begin operation although,
at full development, nine senior and nine junior scientists will be required.
Institutions outside Peru with projects linked to the Center will directly
involve approximately 30 more scientists in initial programs.

9. CIP's broad objective will be to bring about substantially increased
and more efficient potato production in the developing world. Its initial
emphasis, however, will be on germplasm, its utilization in research and the
training of people working with potatoes.

The Proposed Program

Research

10. The germplasm register of the Center contains 2,436 entities, and
about 15 hills of each will be planted during the coming growing season in
order to have sufficient tuber material for the selection programs expected

to become associated with the Center in 1972. Provision will also be made

for post-harvest work, including research concerning methods of handling,
storage, transport and final use. The program of the Center will be developed
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through linkages to institutions where facilities and competence now exist

for priority projects. Operations will then be orientated to meet the needs

of potato improvement programs in developing countries. To get this work

under way, contacts are presently being established with institutions in
Germany, Great Britain, the Netherlands and the United States. Arrangements

are also being made to merge the International Potato Program of the Rockefeller
Foundation, currently based in Mexico, which has been associated with potato
improvement work in many developing countries, with that of CIP.

Training

1 15 The training and communication activities of the Center will aim at
developing interaction between scientists and workers of all countries and
institutions involved with potatoes. This network of interaction will in-
clude newsletters and publications, short courses, symposia, and the develop-
ment of a directory of scientists in this field.

1.2 A major long-range function of the Center will be the training of
scientists to assist in programs and projects in developing countries, to
advise on projects when help is requested, and to develop and conduct short
courses on a wide range of topics important in potato research. The Center
will also be a locus for thesis programs for Latin American and other graduate
students.

Qutreach

B = Qutreach activities will initially focus on Latin America, where
considerable work at the national level is already in progress. However,

as the Center develops, it will backstop many national programs in other
developing areas, in addition to Latin America, where potatoes are important.
For example, CIP will build up visual aid material for the identification of
mineral nutrition deficiencies or disease symptoms for use in seed production
programs, and will compile an up-to-date bibliography on potato literature.
Another project will be the development of visual information sheets on
economically feasible potato practices for use by vast numbers of illiterate
potato producers.

Financial Requirements

14, The estimated budget requirements for CIP in 1972 is approximately
$640,000, of which $490,000 is for core expenditures. Rough estimates

of core and capital budget requirements over the next five years are as fol-
lows:

USS million

Year Core Capital Total .
1972 0.6 _ 0.6
1873 1:0 0.0 140
1974 1.2 0.1 1.3
1975 - 0.0 1.3
1976 13 0.1 1.4
5.4 0.2 5.6

:
|

1/ 1Includes US$50,000 for capital requirements.
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INTERNATIONAL CROPS RESEARCH INSTITUTE
FOR THE
SEMI-ARID TROPICS (TCRISAT)

Introduction

1. The tropical dryland farming areas lie between the more humid forest
zones near the equator and the deserts of the sub-tropics. This semi-arid
zone extends to all tropical countries that are subject to a rainfall pattern
with a limited duration of two to seven months per year. The main cereal
crops are sorghum and millet, while legumes include pigeon pea, cowpea and
various Phaseolus beans, with chick peas important where there is a cool
season. Groundnuts and sesame are raised as oil seeds and cotton is often
cultivated as a fibre crop for sale. Large numbers of people live in these
areas and obtain what is often only a bare subsistence from their farming
operations., Since, for the majority of these people, an improvement in
their standards of living can come only from farming the land, there is
urgent need to improve their production efficiency and to develop new farming
systems. A task force was therefore commissioned by the Technical Advisory
Committee of the Consultative Group on International Agricultural Research

to study the feasibility of establishing an international institute to deal
with these problems on a worldwide basis.

2 The task force was composed of Dr. Ralph Cummings of the Ford Foundation;
Dr. Hugh Doggettt of the International Development Research Centre in Ottawa;
and Dr. L. Sauger, Director of the Centre de Recherches Agronomiques at Bambey,
Senegal. Tt recommended the creation of an International Crops Research Insti-
tute for the Semi-Arid Tropics (ICRISAT), probably to be located in India. As
envisioned, the proposed Center would serve as a world headquarters for the
improvement of sorghum, millet, pigeon peas and chick peas; it would also pro-
mote the development and demonstration of improved cropping patterns and svs-—
tems of farming to optimize the use of human and natural resources in the semi-
arid tropical regions. Other pulse crops, though important, would not receive
major attention initially, although they might be included in adaptive tests
and as parts of the rotation systems employed.

The Proposed Center

3 The proposed Center would be developed on the general pattern and prin-
ciples of the International Rice Research Institute (IRRI), with suitable modi-
fication. Present planning calls for a total senior staff of about 36, five

of whom would be in an administrative capacity and the rest scientists.

4. The Center is intended to be governed by an international Board of
Directors selected from among outstanding agricultural and scientific leaders
in the host country, other countries of the ecological zones which the Center
would serve, and from agencies providing major financial support. An interim
Board might be designated to serve until the permanent Board can be fully
constituted. While the actual site of the proposed Center has not yet been
chosen, locations in India have been found that meet the main requirements
for successful operations.



Appendix F
Page 2

Proposed Programs

Research

5 Improvement in the production of selected grain legumes is expected to
assume a high priority in the proposed Center's program. While there is great
scope for improvement of the cereal grains of this region, the scope for
improvement of the grain legumes is even greater and the need more acute,
since the diet of the people of the region is already short in both quantity
and quality of protein. For all of the crops concerned, however, considera-
tion will have to be given to such characteristics as the most efficient
plant type, time of maturity in relation to rainfall patterns, photo-period
response, grain type and quality, protein content and amino acid balance,
resistance to insects and disease, response to moisture and other environ-
mental stress, weed control, cultural practices, and food technology.

6. In developing farming systems, work would involve research in selected
experimental but real situations and in basic studies. Effort would also be
directed at keeping workers in individual countries fully informed on methods
and results obtained elsewhere. The proposed Center would not attempt to de-
velop a wide range of specific farming systems for the various parts of the
zones under consideration, but would stimulate and promote consideration and
serious attack on the problem by scientists in those regions.

Training

A In addition to its research programs, the proposed Center would train
relevant research and production staff through in-service programs, collabora-
tion of staff with scientists from cooperating nations, specialized courses,
and post-graduate study and research, in cooperation with universities. It
would also strive to improve communications among the scientists of the coun-
tries and regions concerned.

Outreach

8. The proposed Center would be set up so that it could effectively
strengthen and support national programs, both in the host country and in other
nations; it would not compete with or replace national programs. It would also
develop, maintain, and supply services and research materials not generally
available in individual countries and which, in most cases, would be beyond
country capabilities. Further, it would expect to develop close linkages

with national and regional programs in all parts of the world having similar
ranges of ecological conditions and in which the crops on which it is work~

ing appear to have high potential value, principally in Africa, South Asia

and Latin America.

9. Consideration would also be given to strengthening a specific network
of research stations throughout the belt of dryland tropics, including four
centers in Africa, to act as 'relay stations.'" Each would have a particular
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role to play according to its ecological situation. Unless such a chain is
associated with the proposed Center, ICRISAT's effectiveness in developing
improved varieties could be restricted,since it is vital that applied research
be conducted in areas where the crops are actually to be grown.

Financial Requirements

105 Projections of ICRISAT's financial requirements at this stage must be
highly tentative. It is expected, however, that in the period 1972-76, ex-
penditures will be approximately as follows:

US$ million

Year Core Capital Total
1972 L - 0.5
1973 1.0 3.0 4.0
1974 1.6 5.0 6.6
1975 1.9 2.0 3.9
1976 2.5 1.0 3.5

FuD 11+0 18.5

1/ Initial fund.
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ADMINISTRATIVE MANAGEMENT REVIEYW

The International Rice Research Institute has, as is true of
most organizatiomswhich have not changed leadership for more than a
decade, questioned whether its current managenent and adninistrative
services sct-up is organized to meet the changing needs of the
Institute in the decade ahead. The management and administrative
services set-up of the Institute has provided over these fornative
years of institute life excellent service which is attested to by all
who know of the Institute's work or who have had the privilege of
working at the Institute in Los Baftos. But with new programs, new
personnel, new methods of funding, an expanding international program,
an expanding physical property and needs for tighter control of dollars
in a world of high inflation, the directors have asked for assurance
that the management and administrative services will be up to these
demands in the months and vears ahead,

The Director, Dr. Nyle Brady has with his staff undertaken a
self-study of these needs and has in some specialized dreas such as
salary administration, staffing patterns, personnal administration and
organization utilized the help of private Philippine consultants., As
an additional and perhaps final check of their findings to-date,

Dr. Brady requested the help of the University of the Philippines at
Los Bafios, The World Bank and The Ford Foundation, all of which have
had long and close relationships with the Institute, to establish a
team of knowledgeable individuals to conduct a review of the
Administrative Management of IRRI. All three agencies responded
favorably and on January 6, 1974, Chancellor Abelardo G. Samonte,
_University of the Philippines at Los Bafmos; Mr. Michael E. Ruddy, The

World Bank; and Dr. William P. Gormbley, The Ford Foundation assembled
at IRRI to begin their assignment. '

SCOPE OF THE REVIEW

_ Dr. Brady in his letter to: the review team stated the ma jor
objectives of the review to be: '

1. To evaluate the over-all organizational and administrative

structure of IRRI and to racormend pertinent changes for
improvement. '

2. To evaluate TRRI's current personnel policies and rrocedures
and, to make suggestions for improvement. '

3. To evaluate the operational procedures for functions such as:

a. Buildings and properties maintenance

T —— -




b, Purchasing
c. Accounting
d. Fiscal management
e."Budget deveiopment

f. Housing, dining and dormitories

4. To ascertain the advisability of an institute-wide approach
to such needs as: ; ; ;

a, Computer servicés
b. Chemical analyses
c.. ﬁocuﬁent reproduction
5. To evaluate any other aspects Qf IRRI's'operations which

in your judgment are hampering IRRI's ability to function
as an effective research and training institute.

PROCEDURES AND MATERIALS USED

The Review Team was provided a briefing book prepared by the
Institute Directorate entitled A Brief Summary of the Organization and
Administration of IRRI which not only provided an introduction to the
organization and to the people and their assignments but highlighted
some areas of concern already identified, In addition, the Review Team
was given copies of the various Philippine consultants reports and of
a variety of IRRI publications. During the course of the review, the
team also requested and received copies of the outside Auditors reports,
various directors meros on policies ‘of the Tnstitute, copies of operating
budgets, copies of various administrative forms and flow charts for their
use.

The Review Team met with the directorate as a group and separately.
Meetings were also held with the varicus researcl department heads, heads
of the supporting services and the heads and supervisors of the various
administrative units. All riembers of the staff had been briefed by
Dr. Brady on the purpose of the tean's visit and generally came to the
meetings with the Review Tearn prepared to corment on their individual
and collective concerns with the Institute's management and:administra-
tive services. Besides giving each person opportunity to say what he/
she wished the team to hear, the tean nembers raised qucstions and

g |
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issues of their own with ‘the staff, The Review Team believes that the
exchange between it and the members of the staff was frank, and
directed towards finding sclutions to problems and towards assuring
high performance in the future, rather than recanting old gripes and
trying to hold on to the past,. & = '

. The team members met frequently in executive sessions to

assess their progress, to exchange impressions and to plan the next.
phase of interview and procedures, Supporting data was requested .
where deemed necessary and individuals were revisited in order to check

-facts or to develop new lines of review. At all times, the team was

*

-~
A

aware of its role as a reviever and met frequently with Dr, Brady to
insure that its interrogations was not interferring with the ongoing

-work of the Institute and that its efforts were not being misinterrupted

by the staff. - \

It was the sense of the Review Team that agenda items 1, 2 and 3
of Dr. Brady's charge to the team were so central to IRRI's future that
we would do well to deal fully with these, even at the expense of not
responding to all matters of interest to the Director, The team thus
managéd its time accordingly and in consequence is able to respond only
partially to agenda item 3 and not at all to agenda item 4.

- . > :

This report was prepared in draft after four days of work and

was reviewed in this form with the Directorate before being released in

its final form. While many have contributed, the responsibility for the

final report and its recommendation rest clearly on the shoulders of the
Review Team. E M ‘

The Current Management Situation.

The International Rice Research Tnstitute (YRRT) was organized
in 1960 with two primary functions. namely: research and training on
rice. In the'sixties, it gained dramatic success by concentrating its
efforts on increasing the vield on high quality rice in irrigated lands.
With the continuing challenges and resulting demands of the rice growing

" countries of the world, TRRI's activities have expanded to include

research on rainfed and upland rice and on cropping systems in which
rice is grownm,

- IRRT is organized into two general zeographical prbgfamé;

1. The core program concentrated at Los Bafios which accounts
I :for about 2/3 of the Tnsfituté‘s'budget;'émploys_33 senior
- sclentists, 13 senior administrative staff, and 226 junior

supporting administrative and operational personnel; and
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2. The approximately 10 outreach or Cooperative Country
Projects (CCP) in which there are 28 cenior scientist
‘positions of which 20 are filled, with ruch of their
finencing coming from outside fundinc agencies and the
cooperating country. ’

_ The Chief Executive of the TRRI is the Director who is responsible
to a Board of Trustees, Assisting him is an Associate Director who spends
about three-quarters of his time as head of the CCP or outreach program,

A few years ago, an Assistant Director for Training was aprointed and
very recently a second Assistant Director was appointed with the primary
function of research coordination, ‘ : -

The Associate and Assistant Directors. while having particular
functions or line responsibilities, are actually staff officers in the
. Office of the Director. The 13 research departments are headed by senior
scientists who are directly responsible to the Director.

Administrative services include the offices concerned with
accounting, property and inventory, purchasing and shipments travel,
motor pool dispatch, security, office services, personnel. building
and grounds maintenance, and self-sustaining activities. Currently,
one person is filling both the Treasurer/Controller and Executive Officer
positions. e . '

Organizational Problems of IRRI.

At the outset, it is necessary to point out certain changes in
the management situation, First, as previously mentioned, the goals of
IRRI have been broadened, leading to an increased workload, the need
for additional personnel, and new patterns or methods of organization,
Secondly, the financing of the TRRI has become more complex, While in
the initial period IRRI was jointly financed by the Ford and Rockefeller
Foundations, IRRI today must get its funds from a Consultative Group
- composed of approximately 20 independent donors, Moreover, IRRI has
lost the unique position as the only international research institute;
today, it must compete for funds available for international agricultural
research with at least 7 other institutes of similar status.

Under this changed situation, the management of IRRT has become
more complex and difficult: it can not be as relaxed and informal as was
its counterpart in the initial years of the Institute's operations.

The present Directorate has done well under these circumstances;
it appreciates the primary purpose of the Institute as a research organiza-
tion, and its efforts have been directed towards the support and
improvement of the substantive research programs of IRRT.
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Considering, however, the afore-mentioned factors that must

condition its general management response, the: Directoratc must exert
- more efforts to reorient the values and attitudes of the Institute's "

personnel, especially the research scientists, ‘to the: organization

structure and approaches that are necessary for thé effective achieve-

ment of the expanded goals of the Institute. In this task - ‘the

establishment of greater rapport and understanding between the

Directorate and research staff as well as with the administrative
~support personnel is very essential, :

o It has been observed that one of the primary characteristics
of IRRI in its initial period under the first Director had been the

- .great degree of informality in organization and management., Many
administrative decisions were delegated to the department heads and i
even the individual scientist had a large area of discretion. jBut !
faced with the demands of the new management situation, the presgent
Director must provide more formal structures, policies, and procedures,
These moves may likely be perceived by the professional staff, especially
the oldtimers, as a trend toward centralism and a dimunition of individual

- -research freedom. They may also decry the lack of opportunity for direct
and immediate communication with the Director which they have been used
to in the initial period. S ' :

It is our judgment that the present Director is on the right
track in trying to tighten up the organizmtional structure. pelicies,
and procedures of the Institute. The more or less informal organization
in effect during the time of the first Director was effective because of
‘the smaller size of the staff and of operations then, but under the
present situation; the Director has got to make organizational adjustments
- or changes to meet the new conditions, needs and problems of the Institute,

- It is one thing, however, to have the right orientation'and
another thing to getting it understood, accepted, 'and translated into’
action., Thus, it is suggested that the Director’ adopts ways and means g
to. effectively achieve such end, E ¥ ' ' il :

First, the Director should delegate more authority to his
subordinates. His desire to get a quick feel of the Tnstitute's
activities, coupled with the need to deal with many individual issues
and problems arising from the interim period when TRRI was without a
regular director may have justified his initial attempts to get involved
in many administrative details, This could have been perceived rightly

- or wrongly by the professional and administrative personnel as' too much
centralization or even lack of confidence in their abilities. We believe
... that the Director should now take quick and concrete steps to 'diffuse the
centralized locus of decision-making. He should now be willing to let
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his assistants make decisions within their area of competence, of course,
under overallpolicies set by him; in fact, hLe . should even be willing to
allow for mistakes as the assistants develop their capability to exercise
such delegated authority. : Tn the process; there will be a greater -
. confidence of the assistants in themselves and in the central gt
administration. . : : -

- .Secondly, the Director must open more channels of communication
including some formal communication lines iike regularized staff neet-
ings., These meetings should extend to denartment heads and the senior
administrative officers, 1In that way, menbers of the organization will,
through their involvement in collegial decision-making, ' be more properly
oriented to what is going on and better able to understand the rationale
for changes in the organizational structure, policies and procedures.

In fact, before any such changes are formally adopted; "they should be
presented in staff meetings to enable staff members to express their

_ 1deas, react, and give suggestions for improvements. All these will

, strengthen rapport between the Director and his subcérdinates and build
--up confidence between them, This interaction through staff meetings -
_,-can be complemented by general dissemination of decisions and organiza=-
- tion changes and other personnel matters to every officer 'and employee
in the Tnstitute through varied means including perhaps an expanded IRRI
Calendar or house organ.

Thirdly, as a complement to improve communication and staff
participation in decision-making, is the need to have a system of goal
. determination and program planning. Involvement of personnel! at all
levels including collegial decision-making in the directorate under the
leadership of the Director should provide a good base for goal setting
. and management planning. Such an approach could also be very useful in
effecting shifts in approaches and in undertaking and coordinating
research, In this way the senior scientists ia the different departments
would not feel that the multi-disciplirary teams for multiple cropping,
GEU, etc. are new activities merely added or superimposed on what they
consider as their traditional "mainstream research activities"., Tnstead
the process of consultative management would make them more responsive
to the integration of all research activities and to the major thrusts
and priorities of the TInstitute, If the scientists are thus involved,
there will be greater chances of understanding, acceptance and 1mp1e-
mentation. of new programs and approaches :
! ) The Director of the Institute ﬂust enhancp His position not only
-as administrative head but even more so as scientific leader. Participation

techniques of decision-making particularly in the research area, we believe,

will increase his standing as a scientific leader in the eyes of. the senior
scientists, To accomplish this, he will have to delegate many of the-
administrative details to his administrative subordinates while maintaining
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a_system of general control. By being freed fron the day to day _
administrative detail, he should then be able to concentrate on major
policy problems and to take the leadership in the planning and
programming of substantive research activities,

. Certain structural changes are being proposed as depicted in the ;
attached chart, Under this set-up, activities and opezrations of the
Institute will be divided into four areas, namely: (1) research,

. (2) education and cormunication, (3) international programs, and
(4) administration. To maintain and enhance his scientific leadership,
the Director should assume the responsibility for the direction of the &
entire research program of TRRI. Ue do not believe that at this time
this responsibility can be shared. This means that all rescarch.

‘departments and programs will report directly to hiwm. The Assistant
Director -~ Research Coordination will assist the Director in pronoting
interdepartmental research activity, In addition, the Assistant Director
will assume the direct supervision of the Experimental Farm and the
Department of Statistics, The Assistant Director will also assume
responsibility for the operations of the centralized analytical
laboratories if and when established and for the equipment and instrument
maintenance unit now located in the laboratory. building,

P

. The Director should retain responsibility for external relations
with major organizations and key officials, But he should delegate the
line supervision on matters of education and cormunication to an
Assistant Director, z

The Review Team is recommending that the responsibilities of the \
Assistant Director - Training be expanded and that the position be
retitled Education and Communications. We would thus see the consoli-
dation under the Assistant Director all of .the activities that relate to
this area of IRRI operations, i,e., Conferences. Training Programs
including the Department of Rice Production, Training and Research, the
Information Services Department, the Library and Documentation Center.
and the Self-Sustaining Operations, all activities -dealing with visitors
and the maintenance of educational relations with the University of the
Philippines at Los Bafios. Tk .

... We believe that the growth of IRRI's work in technological transfer
and its growth in international operations will require a far more
fnvolved and sophisticated approach in Education and Communications.than
IRRI has to~date utilized. The facilities, equipment and people now
devoted to some phase of education and/or cormmunications are substantial.
To prevent conflict and duplication and to maximize effort will take
careful coordination of all who work in this area and will require more
than the collegial coordination now in effect, Ve believe that the
changes recormended are also in line with the need .to recognize..on the
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Directors irmediate staff the fact that the dissemination and utiliza-
tion of the tremendous knowledge on rice generated at hRRI is one of
the key goals over the next decade.

A further word is perhaps necessary to explain the placement
of Self-Sustaining operations under Education and Cormunications rather
than leaving it in its traditional place in Administration. A review’
of this unit finds that it deals mostly with visitors and frainees.
Only its responsibilities for staff housing involves it with facilities
and people who are not temporarily assigned to IRRI in some visitor or
trainee role. We believe that Ms. Pascual's experience in dealing with
trainees and proving services to conferees would be far more useful to
the Education and Cormunications staff than to those in Administration.
We were further led to this conclusion when we found that except for
the minimal supervision of the Executive Officer, Ms. Pascual operates
almost independently of and makes little, if any, use of other
administrative services. We thus find little to hold her to Administra=-
tion and much to add her valuable know-how to Education and Communications.

The outreach or international programs should be the primary
responsibility of the present Associate Director and it is recommended
that the other functions currently performed by the Associate Director
"be minimized so he can concentrate on this full-time in the outreach
program, In carrying out this assignment. the Associate Director will
need to work closely with the various research departments in order to
gain their cooperation and to direct their efforts on international
problems,

As the panel believes that the major share of the Director's’

- time should be reserved for program direction, interaction with the
sclentific staff, external relations and dealing with the Consultative
Group matters, it strongly recommends that the position of Assistant
Director for Administration be established inorder to relieve the director
of the day to day involvement in most administrative and financial matters.
Our recommendation is to assign to this new Assistant Director management
responsibilities for personnel, administrative serv1ces and accounting
and finance. : & g '

- The present Executive Officer position does not have sufficient
stature to make key decisions stick and to deal effectively with the
‘various heads, supervisors and Directors, Raising the étatus of this
key activity would nake the incumbent individual a Full—pledged nember
‘of the top management team. We note that at present, the Executive
Officer is not invited to the meetings of the directorate,.

The Assistant Director for Administration will have three
principal assistants, namely:

L2

——
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1. Controller (replacing the present Treasurer/Comptroller),
who would have direct supervision of (a) accounting,
(b) budgets and contracts, and (c) banking and cash
management., ; g

. 2. Personnel Manager who would be in charge of the recruiting
and employment of personnel, salary administration, and
processing and recording of personnel papers except .those
of the scientists who would still be recruited and selected
directly by the Office of the Dlrector in concert with -
Department Heads, : ' i :

3., General Services Manager which would have supervigion of
.. (a) transportation services, (b) purchasing, (c) building
. maintenance and:construction, and (d) office services.

It is believed that this new organizational structure will =
greatly assist the Director in effectively carrying out the measures
that we have previously outlined, and in making changes in IRRI's
policies, programs and procedures to effectively cope with the new
demande on IRRI. o . SR .

- s i e s g
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PERSONNEL MANAGEMENT

~The persopnel function at IRRI has not been the province of
any one individual,

- Personnel policies and pnrocedures have not evolved in an
orderly, systemic and sustained manner nor have they been disseminated
to the staff in a meaningful manner, Rather., TRRI has evolved those
personnel policies, procedures and practices it has on a erisis or
problem basis with the Director sharing responsibility with individual
department heads and has been disseminated to personnel information on
a limited "need to know'" basis, While IRRT was small, this worked
satisfactorily, Even as the staff at IRRI has growvm, the style of
management which placed great o~mphasis on the freedom of the individual
department head or supervisor to manage his/her own affairs and which
counted on the collegial relationship among these managers to bring
about uniformity, provided a rationale within wnlch personnel matters
could be handled relat1ve1y effectlvely. s

However, for today's IRRI with 1ts many more people., with a
new director answerable to a more active Board of Trustees and to a
donor group of approximately 20 agencies all asking for maximum
utilization of staff and staff dollars, with an expansion of TRRT's
goals and programs and with staff at 10-20 locations other than Los
Baflos, this approach to personnel matters cannot continue for long
without becoming a serious impediment to TRRI's operations and arowth,
Recommending change is too often taken as criticism of the past or as
a signal that currently things are in a sorry shape. The Review Team
is therefore quick to affirm that it does not find the personnel of IRRI
in great disarray, demoralized, or unable to carry out its assignment.
The staff is concerned that in the change over of Directors its interest
and concerns are not lcst from sight,

The Review Team is convinced that the management of IRRI is
genuinely concerned about the personnel situation, recognizes its
importance and is fast becoming knowledgeable about the concerns and
problems of the staff, Tt has already ensaged a firm of Philippine
consultants to review salary, salary grades, and salary procedures and
policies for the 728 support and service personnel of TRRI, It has
hired an experienced personnel manager, The consultant's studies have
been made and a complete and detailed set of recormended actions to
correct salary inquities, and install sound salarv procedures to forestall
such happening again, have been made to the Directorate. A review of the
consultant's reports by the Review Tean encourage it to urge that the
Director implement the report as soon as practicable, if the team has
reservations, it is in the somewhat overpowering complexity of the
systems and procedures for conducting the peformance appraisals and of

el
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maintaining the job descriptions and grading system recommended by the
consultants. The system recormended would fit without change, -an
organization many times IRRI's size and with far-more resources to
.devote to it than does IRRI. ' But we believe that-these can be "’
modified with the help of the new personnel manager and should not

in themselves delay the implementation of the new grading and salary
system, Two problems in implementing the consultants recommendations
need to be given serious considerations by the Director and the new
personnel manager. First, is the method by which the new grading and
salary system is to be installed. There will need to be much education
-of and communication with the staff so that the new progran is
completely and fully understood and department heads, managers and
supervisors, will need to be fully informed on how the system 1s to
work. - There will undoubtedly be requests for exceptions to the plan
‘and the Director will have to move decisively but fairly in maintaining
the integrity of the system for no change of thls nagnitudc will be
without some difficulty. T P .

Second is the need to move quickly to establish a formal
procedure to review the salary grades each year. A salary structure
to be responsible to the needs of both employce~and employer nust
‘recognize both the need to increase salary because of the impact. of
external events--basically cost of living or inflation=-and the need
to reward individuals because of meritorious performance. The Institute's
salary structure must be kept competitive with-the organizations with
which it competes for staff and with conditions in the communities in
which- its employees live. Unless this is:.doné on a regular schedule,
IRRI will find that the new salary system becores just as unhelpful as
the one it now has,

The Review Team has considered in another section of this report
the structure and organization of the Administrative Services units.
One of its recommendations there is that the -Personmel Manager report
directly to the new Assistant Director for Administration and be of the
same rank as the General Services Officer amd the Controller, We believe
this to be important both to signal to the 'staff the importance which
the Director places on sound personnel practices and to give the personnel
manager enough authority to bring about the necessary changes !

- Because of the imminent arrival of the new Personnel Manager, it
did not seem the best use of our limited time to dig.too deeply into the
current personnel system. The new manager should be encouraged to review
all aspects of personnel activity at TRRI, In doing so, we would suggest
that he be concerned not only with the clerical and record keeping
- function of personnel activity but that. he give serious attentions to
creating an atmosphere at IRRI which will allow all individuals regard-
less of level, salary, nationality, scientific or administrative endeavor,
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whether fi2ld worker or office worker, to develop to the maximum of
their ability and desires their capabilities to assist IRRT in reaching
its goals. For example, the Institute should examine its policies of
providing educational assistance to junior scientific staff as well as
the rank and file worker, Opportunities for in services training and
self..develonment should be expanded and empleoyees actively encouraged
to participate.'

We would hope that the new personnel manager would work closely
with Department heads and supervisors to make the statements found in
Memorandum No. 139 on ewmployment opportunity and promotion to be truly
applicable to all staff without regard to the department in which the
opening or position exists or to the department in which a qualified
gtéff member may currently be assigned. Just as the opportunity for
self-developnment should be made available to all staff, sc to, twust the
opportunity to rise in the organization to the highest level of ones
capabilities. Assignment, transfer and promotion in IRRI should be
based first on the needs of IRRI and the qualifications of the individual
and only secondarily, on the needs of any particular department or unit,

We belicve that Menorandum No, 139 provides a good starting
point for the new Personnel Manager to establish a marual of personnel
policies and procedures that can be made availabie to all staff. The
more clearly personnel policies and procedures ave understood both by
staff members and supervisors alike, the less chance there is for the
kind of misunderstandings and unhappiness that sap morale, reduce
efficiency and keep individuals fron performing at their best and thus,
cause the entire organization to operate at less than 100% of potential,

It should be pointed out that Memorandun No, 139 was issued in
March of 1970. There have been new and improved approaches to the
handling and funding of many of the employees benefits setforth in 139
that will require careful review by the personnel manager and the
Director.

We understand and are in accord with the decision of the Director
to limit the work of the Personnel Manager to the area of Los Bafios
support staff. We believe, however, that it is necessary that the
responsibility for maintaining uniforn persomnel policies, procedures

" and practices for the Los Bafios senior staff and for the senior staff
assigned overseas be placed elsewhere in the Directorate tham in the
office of the Director. We suggest that the Agssicizant Director for
Administration assume the responsibility. The Assistant Director for
Administration should develop with the cooperation and assistance of
the Associate Director for International Programs and a Director selected
panel of senior staff, a comprehensive nersonnel manual which will be made
available to all senior staff, We hasten to add that this should not
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interfere with the ability of the Director or department heads to hire
and assign senior staff based on_ﬁﬂbir specialized knowledge of their
department needs and the peculiarities of the fields 4n which they work.
What we are suggesting should add to the Director's and department
“heads' ‘ability to attract staff and to keeping them happily employed
thereafter,

The growth of the international staff places new personnel
burden on the Directorate. The overseas staff is now almost equal to
the Los Bafios staff. It is doubtful because of current funding methods
that the Los Bafios core program will be able to provide all the staff
needed to man these overseas projects and thus, short~term staff will
need to be hired. It is also doubtful that this many new staff can be
offered the opportunity of joining the core staff upon the conclusion
of their overseas assignment, Thus, it may be necessary to offer short-
term overseas staff not assigned to the core program, additional
inducement in the form of higher salaries, special overseas allowances,
etc, in order to attract them to the posts that nust be filled. Careful
attention to the development of these policies must be given so that
they can be easily identified and justified to staff and thus not become
a focal point for unwarranted dissatisfaction. Because donor agencies
and contractors are also interested in such differences it is advisable
that terms of services for IRRI core employees and IRRI cshort-tern
(contract) employees be carefully spelled out, '

- Because of the size of IRRI's overseas program and its close
réationship to the programs and staff at Los Bafios. it is in the Review
Team's opinicen that it is nct desirable for IRRI to continue its present
practice of providing benefits to staff based on the regulations for
personnel of the individual donor and contract agencies with which it
~deals. Once IRRI has established clear cut policies on how it will pay
and ‘provide for its staff both in Los Bafios and overseas, it should insist
that its staff be conpensated and provided for logistically according to
these policies and not those of the contractor agency.  We believe that

a firm stand on this issue backed by sound and defensible personnel
‘policies will not prove a hindrance to good relations with such agencies.
As a further argument to such a position. one could point out that where
" contractors do not provide sufficiently within the contract for IRRI's
regular personnel policies., that TRRI nust provide for these from core
budget and thus reduce its cormmitment in these areas. %e do not believe
that core funds should be used to support a contract.

The problem of the large number of second level scientific and
research staff, i.e., assistant scientists, sr. research assistant,
research assistant and research aide; *ho appear to have little
possibility of upward mobility and who had been with the Institute
for sometime came to the fore as a serious and irmediate problem,
Coupled with this was the off repeated statements that current salary,
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educational allowances and other perquisites were not gufficient to-
hold the best of the junior scientific staff or to attract new staff of
high quality., One solution that was often advanced was to create a new

" grade at a higher level, thus opening the way for some promotion from all
four lower levels to those who are discouraged from a lack of mobility
and providing more attractive jobs and salaries to attract the needed
new staff. While certainly this may be a useful move in itself it does
little to solving the vnderlying problem of low pay and lack of opportunity,
and will only hide the basic problem during the time necessary for the

5 grade pipeline to become clogged. Rather we would first suggest a
careful review of the salary .and perquisites offered by competing
organizations to be sure where the Institute’ -1is: really deficient and
the removal of these deficiencies to where the Institute again stands
competitively at or near the top, Second, ve would suggest a careful
review of the current junior staff to be sure that those who are now on
board have the ability to stay and meet IRRI's quality standards. _
Those who are judged not to be of this calibre should be encouraged to
find employment elsewhere and the Institute would do everything in its
power to help such individual relocate. And last, so that the problem
will not be as difficult to face in the.future, we would suggest that all
junior scientists be hired on one or tvo years.contracts so that there
must be the formal need to subiect each individual to an annual or
bi-annual review with continuance of employment based on the ability to
pass a rigorous review of his/her peers. o

_ We telieve that the accomplishment of these steps should do much
to alleviate the current unrest among the junior scientific staff and-:
. should provide the needed spur to recruitment. However, we believe that
the upward mobility of the junior staff must continue to be-a prime
concern to the Directorate and to the Senior scientific staff. Individuals
who are not maintaining their scientific standing should be encouraged to
enroll at the University with substantial Institute help. Individuals
who are not presumed to have a future with the Institute should be told
80 as soon as possible and even at the risk of some loss of efficiency
(in the departments research) by his/her departure. The new fifth grade
should be established to provide additional upward mobility and to bring
gifted individuals into a role where they can make even greater contribu-
tion to IRRI's work, Entrance into the new fifth grade should be
carefully administered and the work assigned to.individuals who are so
promoted should be commensurate with this higher level of competence.

A i
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CONTROLLER

The Review Team recormends that operating responsibility for
IRRI's financial planning, budgeting; accounting, financial reporting
and cash management be assigned to the office of the controller and that
the controller report directly  to the Assistant Director for Adninistra-
tion, With respect to these financial functions, we believe the
Assistant Director .for Administration should be responsible for:
-1) .formulating broad financial and contracting policy::2) establishing
a formal planning system which integrates prograrming, budgeting. and
financial planning; and 3) for insuring that the Institute'’s finances
are ‘prudently managed. These: funcrions and- LHose of the Controller are
discussed more fully below, ' X i

Formulating Broad Financial and Contracting Policy-

The Review Team beliaves that IRRI '8 financial policies (like
those of many organizations, and most of the .other international agri-
cultural research institutions) have evolved overtime on the basis of
ad hoc internal decisions, requirements stipulated in specidl contracts
and requirements imposed by donors. ‘Given the history and nature of
the institution. we do not find this unnatural, but we do believe that
iRRI would benefit from rationalizing existing financial policies, and
establishing policies where they do not currently exist. More specifically,
we feel a financial policy paper should be prepared fron time to time for
the Board of Trustees dealing with the following:

- a) Cash Management and Liquidity (including the investment
of funds and the use of ‘interest revenue)

b) Advances and Receivables
c) Borrowings |
d) Grant Accounting (Unrestricted and Restrlcted) _
e) Special Project Contracts

£) Self Sustaining Operations '
.g) Earned Income i o

‘T. h) Capital and Unexponded Balances At
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Establishing a Formal Planuing Systen Which Integrates
Programming, Budgeting and Financial Planning

: The Review Team believes that the center's present system of
planning (an annual "Informal® Program Review with heads "of each
department) does not provide an adequate nechanism for stating and
setting the medium term goals of the 'institution, moreover, it does
not properly link programs with budgetary implications. nor does it
. provide the basis for setting out well-planned and thoughtful expressions
of future financial requirements. :

- For these reasons, the Team recormends that a more formal and
complete system of planning be ecstablished, We have in mind a procedure
where, based on guidelines established at IRRI for program development,
each research department, the Associate Director for International
Programs, the Assistant Director for Education and Communication, and

.the Assistant Director for Administration would prepare annually a

. five-year program paper. As we see it, this paper ‘would be the principal

“{nstrument for defining the center's medium term operating goals and
support levels and would be the basis for stating manpower and other
resource requirements. More specifically, this paper would serve to:

a) Provide those responsible for implementing IRRI's
programs with an annual opportunity to propose specific
courses of action, to state research and other goals
and to indicate manpower requirements;

b) Provide IRRI's management with a sound basis for relating
‘the work and direction of each department to the primary
purposes of IRRI;

¢) Provide a formal statement of the program goals, the
rationale for these goals, and a record of decisions
taken; and

d) Provide the basis for annual and medium term work programs,
budgets and financial plans. v e Gl

We would think that this program paper would consist of a text
(approximately 10 to 15 pages) together with supporting tables. The
text should relate on-going work to existing goals, assess accomplish-
ments to-date against original expectations and discuss problems.
Based on this assessment and in the light of new IRRI initiatives,
the paper should propose goals and set strategies for the planning
period, These goals should be specific as to problems being addressed,
the plan of work, and a statement on how the work relates to the broader
food and human problems central to TRRI's mission. The auppuEFing tables

- S ——
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should quantify to the extent practicable the work volumes involved as
‘well as the manpower (by type) to carry out the proposed programs,

Insuring the Institute's Finances are Prudently Managed:

The Review Team believes that the Assistant Director for
Administration should be responsible for insuring that funds made
available to IRRI are being used for the purposes intended and with
reasonable efficiency, He should prepare the terms of reference for
the external auditors and from time to time seek consulting or other
forms of expert adviee on particular financial or contracting problems,
In addition he should deal with external financial reviewers,

The controller should be responsible for: 1) implementing
financial policy; 2) managing the TInstitute's liquidity: 3) esEablishing
a8 sound system of internal control: 4) maintaining the financial plans
and budgets; 5) maintaining the Institute's accounts (including inventory

records); and 6) provide timely and accurate financial information to the
Director, the Board of Trustees., and IRRI's management ,

, We recommend that the controller consider organizing his
department along five functional lines: Budgeting; Contract and Cost
Accounting; General and Grant Accounting; Inventory. Accounting: and
Cashiering, Only two of these functions (Budseting. Contracting and
Cost Accounting and Cashier) are sufficiently different from what is
now being done to require comment, e s

The recommendation to establish a cashier is to separate the

...recording of (the control over) cash from the actual custody ‘of the asset

and to improve the timing and flow of information on cash management,

The recommendation to establish a-unit responsible for budgeting,
contracting and cost accounting is based on the Teanm's: o e

a) Recommendation that a. more formal and extensive planning
- 8ystem be established, including the maintenance of medium
- term financial plans; - Sl ; B FL

b) Belief that as IRRI moves towards a multi-program approach
in, rice research (GEU. multi-cropping, and individual
department research) while retaining itsg existing departmental
structure, the complexity of the budgeting and accounting
process will increase;

¢) Belief that CG requirements for budget presentation and
financial reporting requires additional refinements in
IRRI's budgeting procedures;

e e r—— T —— A ———
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d) Belief that TRRI should develop pricing policies and
refined costing procedures for special projects so that
it can carefully work out the financial impllcations of
proposed contracts; i

e) Belief that those responsible for budgets (both department

heads and program heads) should receive periodic statements
showing the status of their full budgets, whereas currently
budget reports are provided on a few line items considered

"controllable"; .o

£

f) Belief that a budget manual should be prepared explaining
the purpose. procedures, timing reporting and control
gystem of the budget. The manual should alse set out the
-rules governing budget management (i.e., what discretion
‘does the manager of a particular budget unit have and
what resource does he have to contingency funds)

It was not possible in the time available tc study the current
work load on the financial staff, However, assuming that the current
level of staffing is about right, this recommendation implies that at
least one additional position be established if the controller is to

carry out the taem's recommendation,

INTERNAL AUDITING

The Team was asked for its views on the need to establish the
positlon of an "internal auditor", a recommendation made by the external

.auditors and endorsed by the consulting firm which recently studied

IRRI's administration organization and procedures, Based on discussions
with staff and after reviewing the audit reports of the external auditors,
the Team could not find sufficient evidence to support this recommenda-
tion. There was full agreement among the Team that in the absence of a
documented need, IRRI's current size and its volume of accounting
transactions did not warrant employving a full-time internal auditor.

The Team thought that a number of other measures {i.,e., expanding the
terms of reference of the external auditors, organizational improve-

,ments in the financial section, and the use of outside consultants to

do procedural studies in problem areas) could and should be used as an
alternative, -
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GENERAL SERVICES

The Review Tean has prev1ously recomﬂended that the positions
of Executive Officer and Associate Executive Officer bé abolished.
. “Instead we have recommended ‘that the position of Assistant Director
for Administration be established in the Directorate and that this
official have reporting to him/her the Controller, the Personnel
Manager, and the General Services Manager. Sl

The Review Team suggests the following relignment and arrange-
ment of the vaninus offices and verv1cea forna1’v under the Jurlsdlction
7 of the Executive OfFicer '

- Trangport Services which will assume the responsibilitv far all
" motor vehicle - assignment and use as wel! as the responsibility of
supervising and operating the Motor Vehicle Repair Shop. (Tn passing
we should indicate that we were attracted to the idea of also adding

to this unit the responsibilityv for the farm implement repair operations
but as we did nnt have time to study this in depth: we -can nnly high_
light it for further consideratinn by the Dlrector) -

PUIChaSlnﬂ and Supp‘y Hnuld be transferred to thfs nevr organiza_
tion almost as it is now constituted., We believe that the staff nf this
unit is probably over extended vhich males for the kind of dissatisfactions
one hears from department hesds. As these compiaints deal mostly with
slowvness, lateness or lack nf advice on progress, we believe that these
stem from lacl of staff rather than from lack of effort, The demands

‘of the international progrsms alone would appear to justifyv the addition
of a competent buver’/expediter, 1In addition this unit like others in
administrative services has grovn 'ike topsey and has tended to maintain
practices and procedures established'years ag~ vhen demands were lower
and purchasing requirements less complicated, We be‘feve ‘that the new -
General Services Manager and the new Assistant Director for Administra-
tion wil® need to spend a fair portinn ~f their time on reviewing the
systems and procedures used ‘n purchasing as vel' as in the nther units
that make up their division, Whi%e nnot purchasine experts ve believe
that much can be done tn increase efficiencv and to improve service by
such reviews,

Office services would be responsible for Travel, Mail and
Messenger, Security and Janitnrial Services, We have put these together
because we believe that in general thev serve the same users and work the
same general phvsical areas, We also believe that purchasing has enough
tn dn without being involved with the day t~ dav problem of Security,

Tt is also an attempt on nur part to reduce t'e load now carried by
the Buildings and Crounds nffice rhich is probably the mast under
supervised unit in Administration,
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Building Maintenance and Construction would assume resnnnsibility

for much of what used to be Buildings and Grounds, We are not particularly

attracted to the new name we have suggested for this unit but believe that
there should be a new one to signify that it is new and not just a replated
version of the old, - =8 '

We have attempted to limit this new unit s respons1bilities to
those activities that have a direct relationship to the maintenance of

...the physical plant of IRRI, and not to equipment or activities that require
- .a shifting of procedures and practices to handle them, Thus, we have

assembled here, Painting, Carpentry, Plumbing, Electrical and Refrigera=
tion===all of the normal building trades. Me have also continued ground
maintenance here because we believe that it is most like the others and
also because it requires some coor&ination between bu*ldino maintenance
and grounds maintenance. - L -
With the volume of construction activity and renovation wnrk
handled by this unit and because of the load that it assumes in et
negotiating with outside contractors as well as evaluating their work,
we believe that the Director should look into the need to provide an
additional staff member in the office of the Manager of this unit to
serve both as a draftsman, specifications writer and expediter. We .
believe that the work would flow more orderly and that supplies would

- be used more efficiently if such a semi-professional, skilled in the

building trades were added., - We do not see this position being filled
by another clerk or a tradesman. The individual should have the potential,
if even some years down the road to replace the current manager of this

unit,

It should be noted here that Self-Sustaining Activities,

.Equipment and Instrument Maintenance have been transferred to offices
-outside of Administration as set forth in previous statements,

T T e S S o T I .
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_POLICY ISSUES

During the course of our discussions with the director and his
staff, a number of policy related matters were touched upon which we
believe merit further consideration or study, We note these issues
below without making recommendation.

Special Projects Contracting

We believe that IRRI has tended to take a reactive rather than
a controlling position with respect to special project contracts,
Moreover, we believe that it is incorrect in principle and unfortunate
in practice if special project contracts are permitted to dictate IRRI's
personnel and accounting policies, We are fully aware that this is a
complex area replete with problems, but feel strongly that the subject
deserves further study,

Balance Between Research and Technology Transfer

Both the Consultative Group on International Agricultural
Research and the Director of IRRI have stated that the success of the
international agricultural research centers will ultimately be judged
on what is accomplished in the farmers' fields rather than what-is -
accomplished in the laboratories., We are not equipped to judge the
extent to which balance exists at IRRI between the objective of
improving rice varieties and yields and the transferring of existing
technologies, However, in view of the increasing importance of '
technology transfer, we believe that further thought and a fuller

rationalization of this balance is in order,

Centralized Support Services

In two areas (field services and laboratory services) the panal
wondered if IRRI's work might be more efficiently handled, with equal
effectiveness if not convenience, by centralized services, It seemed
that on the face of it, the scientific staff could be relieved of some
personnel management problems and other administrative burdens if
agricultural laborers were transferred from the departments to the
experimental farm. We also wonder if by consolidating laboratory
equipment and staff it would improve the quality of testing and result
in economies of scale,

Combining Selected Departments

The paunel noted that a number of scientific departments are
relatively smail, particularly if one excluded clerical and field labor.
We suspect that the organization and administration of the Institute

e i
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could be streamlined by making logical consolidations of some small
departments or in providing consolidated adninistrative services where
research consolidations are not feasible, ' )

Real and Imaginary Controls

As we reviewed various control procedures over administrative
gservices and accounting functions, we noted that very often the central
control mechanism was that the department head approved authorizing
documents, That is, he signed work orders for buildings and grounds
- gervices, approved overtime slips, authorized purchase orders, signed
" for store requisitions, etc. Given the nature of these transactions
~and the interest of the department head, we wonder how effective these
‘controls are in practice and if they are effective, perhaps, they are

taking too much senior sclentific staff time, We are of the opinion
that an assessment should be made to determine the extent to which these
controls are effective and at the same time methods might be found that
would be less demanding on senior scientific staff.

VISITORS

- We noted that staff are ambivalent about visitors, They recognize

the need to receive visitors and acknowledge that scientific exchange with
visitors is valuable to their own research progress. They do, however,
resent the time it takes, especially when its value appears only to be
for public relations. We believe the Director needs to lpok into the
visitor problem and take what ever steps he can to shield the research
staff from unnecessary involvement in the large volume of visitors that

_ are attracted to IRRI and which, on balence, the Review Team does not

_ believe should be turned away. ;
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SUMMARY AND CONCLUSIONS

|‘-\

The Review Team considered its central task to be one of
a) assessing the extent to which IRRI's cufrent management and adminis-
trative structure can-meet and be responsive to thé challenges of new
leadership, new programs and a more complex international support
environment; and b) to bring forward specific reconmendations where
it felt improvements should be made.

Based on its review of briefing materials provided by the
Institute, and by external consultants, and on its detailed discussions
with members of the directorate, department heads and support service
personnel, the Team concluded tuau. ;

a) The informal management style that has characterized
IRRI's organization up to now was well suited to its
formative period, but unlikely to be responsive to the
demands of the Institute's own new activities and the
changing enviromment in which intermational agricultural
research centers must now function;

b) That a more formal organizational style is now appropriate,
both because of the demands of the future and the personal
management style of the current director; -

¢) The director should concentrate his enérgies and time on

yet the priority programs of the Institute (which we consider to
‘be program direction, interaction with scientific staff,
external relations and dealing with consultative group
matters) and formally delegate the responsibility and
auhhority for other activities and functions;

d) The director should, while delegating responsibility and
structuring the organization, retain to’ the extent possible
the participation and management process by opening more
channels of communication, perhaps through regularized °
staff meetings,

e) The director should undertake to strengthen the process of

" goal determination and planning to insure that the working
and direction of cach départment is fully in line with the
" primary purposes of- IRRI.

In view of the conclusion reached and after taking into account
the traditions and human resources available to IQRI the Review Team
recommends the following specific actions: e
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A, Orgenization

1)

2)

. 3)

. &)

5)

6)

7)

Reaffirm the director s line responslbillty for the
research programs; - ; ;

Establish clear line authorityv for international programs

under the Associate Director;

Place line management responsibility for the Experimental
Farm, the Statistics Department and - if established - the
support laboratories, under the ussistant Director for. .
Research Coordination, s

Place lire management responsibility for the Library,

Rice Production Training and Research Department,
Information Services, and Self-Sustaining Activities under
the Assistant D®rector for Education (with an appropriate
revision in title)

Upgrade the executive officer's ﬁoéition fndw not considered

a senior management post) to Assistant Director for Adminis-

tration and assign teo the office responsibility for personnel
management, administrative services and finance,

Establish an administrative services area headed by a
"General Services Manager" who would be. responsible for

. transportation, purchasing, office aervices, building
. maintenance and construction,

Place the primary responsibility for financial management

on the Assistant Director for Administration and the
controller, and suggest that this office be strengthened

by the additicn of a budget contract- and cost accounting unit,

B. Personnel

The panel considered the area of personnel administratior to be
-one of IRRI's most immediate problem areas and complement the management
decision to first hire a Philippine consulting firm to review the
personnel area and secondly to hire a competent personnel manager who
will report for duty within two weeks., In view of the actions already
taken, our recommendations are:

1)

That the new personnel manager be.brought in at a level
equal to the controller and general services manager;
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2) Implement the report of_thé consultants but modify and
simplify the system of personnel evaluation and grading
proposed by the consultants;

3) Develop a personnel manual to formulate and educate line
~ managers and staff on IRRI's personnel policies and
practices; ' ' (e
4) Develop salary administration policies that take into
accbunt price changes, market changes, and which reward
productivity;

5) Give attention to creating an atmosphere at IPRI that will
allow all staff to develop fully their potential and grow
professionally during their period of employment ;

6) -Assist the Assistant Director for Administration in
assessing the personnel policies and practices applicable
to the international and senior staff, and prepare a manual
for use in dealing with staff and contractors;

7) Establish, if necessary, a new grade level for f{unior.’
sclentific staff, but only after the existing grade and .
salary structure has been rationalized, The panel believes
that if a new grade level were established at this time,
it would be used to correct deficiencies in salary
administration rather than provide for carcer growth,

Planning

The panel concluded that IRRI's present system of planning

(annual informal reviews) does not provide an adequate mechanism for
stating and setting internal goals for the institution, We therefore
recommend that:

1) A more formal and complete system of planning be established

by requiring research department heads, the Associate Director

for International Programs, the Assistant Director for
Research, the Assistant Director for Education and
Communication, and the Assistant Director for Administration
to prepare an annual five-year planning paper. In our
opinion, this paper should be the principal instrument for
defining the center's medium term operating goals and
support levels and serve as the basis for annual and
medium term work programs, budgets and financial plans;
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.2) Place responsibility for developing and administering the
planning system under the Assistant Dircctor for Administration,

D. Internal Auditor

After studying the recommendations for ﬁhﬂ'externai_auditors of
the Philippine consulting firm, we recommend against establishing the
position of internal auditor on the grounds that:

I | " Other nethods of improving internal contrnl are available
and should be used; .

2)__There is insufficient evidence to support the recommendation;
and. : ;

3) IRRI's current volume of transactions is not sufficiently
. large to justify a full-time internal auditor. -

W,P, Gormbley . e _ ,
M.E. Ruddy "
. A.G, Samonte

January 11. 1974
Los Bafios '
The Philippines
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CONSULTATIVE GROUP ON INTERNATIONAL AGRICULTURAL RESEARCH

1818 H St., NW.  Washington, D.C. 20433 U.S.A.
Telephone (Area Code 202) 477-3592
Cable Address — INTBAFRAD

June 14, 1974

TO: Members of the Consultative Group and of the
Technical Advisory Committee

FROM: Executive Secretariat

SUBJECT: Selected Notes on Center Directors' Meeting, February 1974

Attached is a copy of the Selected Notes of the Meeting of the Directors
of the International Agricultural Research Centers which was held at CIAT,
Colombia, from March 4 to March 7, 1974.

The Notes summarize a number of administrative and scientific questions
with which the Directors are concerned and often give their views and intended
lines of action, partly in preparation for their July 26-27 meeting. Many of
the subjects will come up in the Centers Week program as well, such as over-
head charges, outreach programs, linkages with regional research, flow of
funds from donors, review procedures and accounting systems, training programs,

the fertilizer situation, small farmer problems, protein-related research.
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Meeting of Directors

Internztional Asricultural Research Ceonters
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Centro Internacional de Agricultura Tropical
Cali, Colombia

Participating Centers:

AVRDC Asian Vegetable Research and Development Center

CIAT Centro Internacional de Agricultura Tropical

CIMMYT Centro Internacional de Mejoramiento de Maiz y Trige

CIP Centro Internacional de la Papa

1CRISAT International Center for Research in the Semi-Arid Tropics
1LCA International Livestock Center for Africa

IRRI International Rice Regsearch Institute

I1TA International Institute for Tropical Agriculture



FOREWORD

Directors of the various international agricultural research and
training centers convened at the headquarters of the Centro Inter-
nacional de Agricultura Tropical, Cali, Colombia, March 4-7, 1974,
This was the fourth regular semi-annual meeting of the Directors,
the first such meeting being during Centers' Week, 1972, the second
at Villa Serbelloni, Bellagio, Italy, in February, 1973, and the
third at Washington, D, C,, during Centers' Week, 1973,

Eigat of the nine existing international Centers were represented
at this mecting, the Director of ILRAD being unable to attend be-
cause of illness, Many of the Centers were represented by both the
Diractor and the Deputy or Associate,

At various times during the meeting at CIAT, resource persons, as
ideatified, participated in the discussions,

These notes do not represent detajled minutes of the Directors'
deliberations but rather, as Selected Notes, attempt to record
for the future information of the Directors, their staffs, and
the Consultative Group the important issues identified and dis-
cussed,

Detailed information about many of the subjects discussed may be
obtained by writing directly to the Director of the Center iden-
ified,

G~

ancis C, Byrn
Secretary
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A, Discussiong with 1JE Representatives
(Richard Myer and Cyriac Thannikary)

1, Offshore Retircoent :
a, Contract signed with AIRCO became effective January 1, 1974,

b, Funds presantly held by TIAA-CREF will be transferred as soon
as stock market is more favorable, and in any case, by June,

c. Staff soon will receive amendment on employment contracts;
I1IE requests prompt cooperaticn on part of all employees as
all must jet into the plan at the outset, Each participant
will receive an explanatory book, and later a receipt from
AIRCO on receipt of the first qusarterly payment, In future
operation, they will receive an annual statenent,

d, Until transferred to AIRCO, funds in TIAA-CREF coatinue to
draw interest,

e, IIE will investigate egituations where stzff members may be
disadvantaped by plan and determine if there are ways of
handling individual cases,

f, General sentiment of the Directore was that there is no
predictingy how individual country tax laws may change ovar
time and the centers must, for the good of all, have a satis-
factory plan,

8« Documents attesting to financial stability of AIRCO (a sub-
sidiary of AIC) were circulated for inspection,

h, IIE‘estimates that it has incurred $8,000 in additional costs
in setting up the program and, per memo to Directors, February
20, proposcs that this amount be deducted from insurance pre-
mium rebates, The Directors agreced,

2, Release of Reserve Funids
a. IIE has ivformed centers that operating accounts are being
credited to the extent of returnable reserve funds,

b, All staff mexbers have agreed to revision of their contracts,
and the 1IE-Center contractc zre being revised,

c¢. The new contract amendment will outline procedure for paying
quarterly bills, i.e. each center will remit checks during the
first 15 days of each quarter in amount of the previous quarter's
operating cost,



4,

S,

6.

2,

I1E reported that a new provision in staff health/medical in-
surance coverage puts the $50 per family/year deductible clause
on an accumulated basis, In other words, the $50 is only de-

Given the increases in costs of living, ete, IIE has incurred
losses in center operating accounts over the past 18 months,
per February 19 mcmo to Directors, Consequently, 1IE proposed
a new rate schedule for handling staff members, as follows:

The Directors approved the new rate, but IIE is to determine
whether it could estzblish a special rate for the processing

The concensus was that, in general, it wzs in the best interests
of the Centers to use the services of 1IE, wherever possible,

Where possible, I1IE was requested to leave tickets "open" when
situating transportation for the travel of new staff memoers and

I11E expressed z willingness to undertake on behalf of the centers
a range of services relating to publications, i.e. (1) Circula-
tion and distribution; (2) reproduction; (3) indexing; (4) ab-

Given the range of subject matter, range of audiences, problem
of technical accuracy, difference in language requirements, and
existing publication arrangsments, the Directors questioned
whether an apvropriate service was possible or necded,

As some expressed interest in a quarterly abstract journal, the
Directors agreed to review these matters with their staffs and
to discuse the possibilities at a later meeting,

Revision in Ilnsurance Coverage
de
ducted once during the year,
Increase in IIE Administrative lees
a,
New Staff - Increase from $525 to $€00
01d Staff =~ Increase from $325 to $400
b,
of a short=-term individual,
Ce
d.
their families.
JIE Scrvices on Publinations
a,
stracting; (5) abstract journal, etc,
b.
Ce
Publiec Relations for Centers

a,

II1L introduced the question as to whether the Directors might
be interested in having lli organize a series oi seminars in
the United States to acquaint designated audiences with the
work of the Centers,
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b, Directors expressed the idea that the real need was to concen-
trate on doing work to carry out assigned missions in the
developing world and to keep donors, present and prospective,
informed,

c. Some Directors expressed a feeling that a public relations
program, as proposed, might '"backfire,"

Purchasine Services

a, Faced with the likelihood that both Ford and Rockefeller foun-
dations contemplated terminating purchasing services presently
being performed for some Centers, the Directors discussed pos-
sible alternatives and requested IIE to study the matter and,
if interested, to propose a solution,

b, IIE indicated an interest in purchasing for the Centers with
one possibility being the absorbing of the unit presently
operating in the Ford Foundation,

c. All of the Center Directors present indicated an interest in
having a purchasing service to handle all or some of the pur-
chases in the United States and Eurepe.

d, Finally, IIE was requested to submit a preliminary proposal by
April 1, this to be based on a basic percentage figure for
doing the work, The Directors expressed a preference for a
standard procedure with known costs and minimum chazges,

B. Brochure on CG and Centers
(Report by John LaHoud, Ford Foundation)

1.

Editorial work is moving ahead, The brochure will have two major
sections: (a) Opening section, with essay signed by World Bank,
FAO, and UNDP on the need for an international network of agricul-
tural rescarch and training centers and how it has come about;

(b) Section on each Center, with ecmphasis upon network aspects and
relationships with national programs. Some questions are yet to be
resolved with respect to level of language, how some of the recently
established Centers are te be treated, and the types of photos to

be used,

The present schedule is to furnish drafts to the Directors by mid-
April with the final manuscript to be ready for review at Inter-
national Centers'Week in late July.

Distribution plans are being developed by the UNDP, while each
Center will be able to purchase quantities for its own use and dis-
tribution, Production costs will be met through the CG and the
sales to the centers,
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Irene Uribe has been contracted to write the section on the Centers,
(Subsequently, she arrived and was able to interview each Director
about what he believed important to include in the brochure),

Overhead Charges

1,

2,

3.

4,

Discussion centered on the nced for uniform formulas for distributing
administrative overhead charges related to restricted core and special
project grants, With respect to restricted core, the concensus was
that a donor who chooses to buy a specific part of a research pro-
gram should pay an appropriate part of the administrative costs.

As CIMMYT has had more experience with the different kind of grants
involved, Hanson was requested to circulate a document to the other
centers so that each center may determine how well the foriulas and
procedures would work in the specific case, (At this meeting, Hanson
distributed two papers prepared in 1973 for the lxecutive and Finance
Cormittee of the CIIONT Board, These outline and discuss the proce-
dures being followed at that time by CIMMYT,)

Issues specifically identified included: Agreement on definitions
and procedurcs; whether to distribute cost of research support ser-
vices (experimental farm, central laboratory services, publiications,
etc.); how to classify training grants, and an arbitrary way to
determine rate on grants that have no personnel costs,

Divectors expccted to be able to reconcile their ideas and reach
final agreencent by the next meeting,

Next Meeting of Center Directors

1.

Bocause of the problems of meeting hetween sessions during Centers'
Week, the Directors decided to hold a two-day meeting at Washington,
D, C,, immediately ahead of Centers' Week, Friday and Saturday, July
26 and 27,

Byrnes was requested to prepare a preliminary agenda for this meeting,
with one day to be on administrative issues and the other on training.

Later in the week, the Directors outlined briefly some of the training
issues which cencern them, as follows: (a) What the results of fol~-
lowup studies of training programs indicate; (b) to what extent are
centers prescntly using the "apprentice" system for training research
people (as followed by IRRI), and with what effect; (c) how practiccal
or successful are "train the trasner" type programs in terims of ef-
fects within national programs; (d) to what extent can centers help
national training efforts by supplying instructors or other resources;
(¢) what are the most effective ways by which centers can or should
participate in the training of dcctoral candidates; (f) should centers
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be encouraging the training of more doctoral students for the
developing countries; (g) where and how can centers be most
effective in training production specialists; (h) how can centers
be more effective in followup on former trainers; (i) how much
of the core budget should be allocated to support of trainees,

The Directors questioned whether it would be necessary to bring
their training people to this meeting and will reserve final judg-
ment after there is opportunity to review the proposed agenda for
the meeting,

Byrnes will prepare, in addition, a summary on the forthcoming
Rockefeller Foundation conference on agricultural education and
training at Bellagio, larch 11-15,

Cutreach Grants

1,

Nickel presented a draft of a working document within IITA which
outlines the nature and concept of outreach programs, establishes
criteria for IITA acceptance of such activities, outlines the
standard professional personnel policies for such, and lists the
ways in which the specific host government will participate in the
carrying out of the agreed upon activities.

Discussion emphasized the importance of the various Centers keeping
each other informed on what they are doing and plcuning to under-
take in outreach, as well as the desirability of having some uni-
formity with respect to basic administrative issues,

Among thc issues they identified (a) Relationships between out-
reach and home staff perquisites, and (b) how to provide profes-
sional development opportunities for long-term employees,

A committee consisting of Hanson, Athwal, and Nickel was selected,
this committee to bring a basic document before the Directors at
the mceting July 26,

Coordination Among Centers on Administration of Senior Staff

1.,

The procedural and policy issues discussed here included (a) when
one center wishes to offer a position to = staff nember of another
center; (b) when one center requests a staf{f member of another
center to participate in a specific activity (i,e., confercnce,
field trip, progran evaluation, ete,); (c) when one center invites

a staff member of another center to attend a conference or similar
activity,
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2. Recognizing the difficulty of establishing and administering hard
and fast rules, the Directors agreed on the following principles:

(a) On employment offers: These to be handled first at the admin-
istrative level,

(b) On requests for particination: Wnile these'might best be
handled first at the administrative level, at least the Directors
of the Centers involved should reccive copies of any such requests
or invitatione, (As discussed at Bellagio, the requesting Center
would be expected to provide the transportation and per diem un-
less the directors mutually agree that the staff member's parti-
cipation is directly related to his program,)

(c) On jinvitaticns to participate: These normally would be handled
as above, with the staff momber's own Center bearing the trans-
portation and per diem costs,

G, Scheduling and Receipt of Funds

1, Several Centers reported problems associated with delays in receiving
from donors pledged amounts early enough in the year to provide a
regular cash flow, and other delays, at the end of the year, in which
final payments are received too late to apply against expenditures
in the year intended,

2, Some Centers have experienced problems in using in the subsequent
year such unexpended funds carried over,

3. Another problem mentioned was associated with the CG Secretariat's
unintentional listing of certain restricted core funds as special
project funds, and vice versa.

4, Further discussion led to the conclusion that the Directors should
present to the CG a document outlining the problems of cash flow,
late deposits, and related issues, This would be done with the
expectation that the CG, if zware of the problems and needs, might
take appropriate action, Albrecht was requested to draft such a
document for later consideration by the Directors.

5. Subsequent discussion pointed up the possibility that much of the
problem might be alleviated through the Consultative Group provid-
ing working capital to cover 40 working days operational expenses.

In the event that this does not resolve the problem for some Centers,
it was agreed to review the matter at the July 26-27 meeting and, if

necessary, preseut appropriate reconmendations to the Secretariat
of the Consultative Group.
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Some of the aspects of this problem were addressed in the document, "Bud-
geting and Accounting Procedures and Practices of International Agricul-
tural Research Centers,' June 18, 1973, as follows:

"Actual cash transfers from donors frequently lag substantially behind
commitments, and often do not take place until a center is well into
its operating year. In order to deal with this problem, the directors
recommend that the 1974 budget proposals include a one-time provision
for working capital equal to 40 days' average cash requirements,"

Letter from John Hannah

1, A letter addressed to the Center Directors from John Hannah, recently
retired administrator of the U,S, Agency for International Develop=-
ment, was distributed, In this letter, Dr, Hannah explained his
present mission to visit, as requested by the new admiristrator of
AID, all of the present Centers to become acquainted with the pur-
pose,activities and problems of these centers.

2, Attached to the letter was a series of questions which Dr, Hannah
said indicated some of his preoccupations with the world food and
population problems and the important role of the centers toward
finding solutions to the food problems,

3. After considerable discussion, the Directors agreed that each Center
would respond to the questions in light of its own objectives, pro-
grams and problens,

Income Tax for U, S, Citizens Employed by Centers

1. Nickel presented a working paper which outlined two aspects of the
income tax issue as related to U,S, citizens employed by Centers,
One of these was the possible loss of the present exemption which
U,S, citizens residing and working abroad receive under current
tax laws, The other relates to the erosion of the exemption by
the defining as taxable income a number of perquisites and allow-
ances which are not interpreted as reportable income for U,S. gov-
ernnent employees living overseas who do not have the basic exemp-
tion,

2, If the Congress and the Internal Revenue Service should lower or
eliminate the exemption, the costs of hiring U,S, citizens at in-
ternational centers, already high, would increase comsiderably
and gradually eliminate U.S, citizens from a competitive position
in recruitment,

3. Inasmuch as the loss of the exemption does not appear te be an
immediate threat, the concensus of the Directors was to let the
matter alone for the time being but to keep abreast of developments
through contacts already established with members of the Congres=-
sional staff,
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J., Statistical and Computing Accounting Systems and Hardware

l. Two representatives of the firm, P, S, Ross and Partners, contracted
by IDRC to assist Centers on matters relating to internal account-
ing and record systems and associated equipment, were present, They,
Alisdair P, Bogie and Robert L, Cumaings, Jr., explained how their
work was being carried out in three phases: (a) Determiring the
requirements of the donor agencies for information from the Centers;
(b) spending up to a week in each center looking into the specific
operations on financial management, as well as other needs for cal-
culator or computer assistance, and (¢) writing recommendations,

2, With respect to financial accounting, they said their discussions
at each Center would include: (a) requirements of the operating
departments as well as accounting; (b) external reporting needs;
(¢) implications of the CG practices; (d) the budgeting process;
(e) purchasing and payroll procedures; (f) implications of antici-
pated growth, and (g) opportunities for appropriate mechanization,

3. VWith respect to computers, their work concentrates on: (a) deter-
mining requirements for such services by accounting, statisticians,
germplasm maintenance, and library-information systems; (b) talks
with equipment suppliers in the area as well as with conputer re-
sources avajlable, and (c) identification of skilled persons in
the area available to supply services,

4, The consultants responded to a number of specific questicns posed
by the Directors, and much digscussion centered on the problems of
getting adequate local service and maintenance of equipment,

5. They said their report would be ready before Centers' Week, They
indicated they would cmphasize the ''options open approach' for
the various Centers. This would include consideration of some
mechanization of accounting systems and sowme data processing needs,
Taken together, these nceds might presently be best met in some
Centers by one of the new mini-comnuters, such as the Hewlett=
Packard, The next step for some would be to lease time or larger
equipment,

6. One Director suggested that their considerations include how supply
inventories might also be mechanized,

K. Increasing Efficiency of Center Libraries

1. The Center Direcctors invited Dr. Dorothy Parker, former agricultural

N library specialist for the Rockefeller Foundation, and Dr, Fernando
Monge, CIAT librarian, to discuss ways by which Center library oper~
ations might be made nore effective and efficient,
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Dr, Parker reviewed the situation briefly, as follows: (a) The
volume of techrical literature in agriculture is increasing rapidly;
(b) libraries are facced with making this volume known and available
and to do so currently and economically; (¢) in many fields, 1li-
bpraries are workine tegather to share the workload and costs through
developinz netwsorks; (d) no one center is able to collect evesything;
(e) there is a need to acquire materials not easily found in the
open market, frcquently Iin mimeo or maltilith form,

With this backsround, she outliucd some of the related issues: (a)
Need for specialization in subject matter; (b) need that scientists
and others have for access to specialized collecticns; (c) how to
maintain a minimun collection and yet provide maximum service,
These points, she said, sugpests the need to bring librarians to-
gether to develop ways to cooperate and exchange material, Some
libraries are making special bibliographies which are not being
circulated, There is a neced to share documentation techniques,
With growving vroe of computeis to take over repatitive tasks in
libraries, comjatible terminclogies are nceded,

Monge described the AGRIS system beinpg developed under FAO auspices
and indicated that Center libraries are logical Ko, 2 type oper-
ations under that systen,

Following a goncral discussion, the Directors apreed that DPrs,
Parker and Monpz should take the leadership in ovianizing 2
sharply-focused meceting of Center librarians, thic meeting to

be held at one of the Centers, As three Ceanters, IRRI, TITA and
CIAT, had extcrded invitations, the Directors selected oune on the
basis of a drawing, CIAT wzas drawn and will be bhost to the meeting.

Later -in the vack, the Bircctors approved the spenda and prevosal
for the meetiv, cf librarians and asked Grant to write ezch Center
Dircctor with recpect to the details of the meeting, August 5-9,
1674, Folluwing this, Monge was to correspond directly with the
librarians of cach Center with respect to the raterials they were
to prepare and bring to the meeting,

The purpose of the meeting, as outlined in the proposals, is to
assist the librarians of the various Centers to achieve & mutual
understanding of the objectives of Center libraries; tec analyze
their common problems and to seek possible solutions for these,
and to adopt informal cooperative eiforts which should assist
each Center at little or no added cost,

Linkages Cetween an lnternational Center, Mational Programs, Regional
Services, and Other Centers

l.

CIMMYT had accepted thc responsibility for this presentation and
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discussion, with Ernest Sprague and Glenn Anderson joining Hanson
in the presentation, Hanson traced the development of CIMMYT's
outreach activities since 1966, beginning with programs in

South #sia. Presently, CIMMYT's wheat and corn programs are deal-
ing directly with 15 countries each, but the potential is 50
countries by the end of the decade,

Believing that CLMYT can not cope with the demand from its central
headquarters, Hanson suggested that one possible way is to re-ex-
amine regional networks and determine if mechanisis can be developed
to meet some of the present and most of the projected future needs,

He outlined the regional services needed as being (a) germplasm
distribution; (b) regional consultation from a resident scientict;
(¢) training, which requires a resident staff (most of this in
country programs for production agronomists with occasional re-
gional workshops); (d) regional travel grants for national scien-
tists; (e¢) regional newsletter, and (f) fellowships for academic
training.

Hanson mentioned there are a number of ways to provide and finance
the needed services, He estimated a two-man staff in a region
would cost $150,000 a year without fellowships, This would not
entail any research operation, but possibly some sced increase
activities, He outlined a need for two men per area for six
regions, per cowmodity (one a production consultant, the other an
agronomist-trainer),

Among the problems and issues observed were these: (a) what kind
of work do you give the regionally based scientist in order that
he has a professional challenge; (b) with many common donors, how
might centers work together in a country to achieve greater cffi-
cieacy in use of funds; (c) how much research activity is required
in a regional program; (d) should the training in the region be
done in a regional center or within national programs; (e) can we
expect money will be available indefinitely to finance programs in
a country; (f) with increasing demands for personnel in oulreach
pregrams, how can this personnel be identified and developed,

Sprague described the principal objectives of a resident program
at a center as being: (a) to help nationals gencrate the tech-
nology needed; (b) to train nationals; (c) to provide consulting.
None of this can be effective, he said, without a thorough urder-
standing of national problems. The key issues arc (a) getting
germplasm properly used in national programs, {tost de ncet know
how to do this; most have been trained in hybrid: and not in pro-
ducing a varicty for production, Breeders must be encouraged to
get their material off the experiment station anrd into regicmnal
farm trials),
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Sprague stressed the importance of training in order to develop
people to cope with problems of the future., The training at
CIMMYT i{s based on direct involvement with the crop for one full
season, Trainees manage trials appropriate for an experiment
station, and alsc design and carry out farm trials and demonstra-
tions, They receive about the equivalent of one university
quarter in the basic supporting disciplines, i.e,, agronomy, en-
tomology, pathology, ete, Other training approaches include
visiting scientists from national programs who serve for one year
on the CIMWT staff, post doctoral appointees who have a specific
area of program and some training responsibilities, and graduate
students (both doctoral and masters candidates), The training of
the latter is limited to their doing of thesis research at CIMMYT,

He suggested that a possible workable approach to a regional
coordination program would ba the basing of a two-man team in a
country that already has a good program, They would need travel
funds, not only for themselves but to sponsor travel of some of
the nationals in the region,

Anderson commecntced on some of the other problems associated with
stimulating production and productivity in national programs,
There i{s a necd, he said, to seek ways to make growing the prod=
uct more economically attractive in some countries., He observed
that training-of{-trainers has not worked too well, and recommended
that if regional training people are made available they should
assist with in-country training programs, He also noted that
increasing the number of thesis students at headquarters unduly
burdens the scientifiec staff,

Among the questions which should be raised in considering programs
in a country, Anderson listed: (a) is the government interested
in promoting thie crop; (b) is it willing to invest some of its

own funds; (¢} what is the staff situation and will it be best to
train some people first or do you start by providing expatriate
staff; (d) what are the government's priorities among crops,

The ensuing discussion raised the following points: (a) why are the
Centers not more successful in getting their messages across to na~-
tional leadcrs; (b) how to correct the misperception among some
donor agencice that activities by Centers away from headquarters 1is
keeping people away from doing nceded research; (c) how to keep
Centers from becoming involved in a country in straight techniecal
assistance which may be peripheral to the major objectives; (d)

how to develop vays to advise governments on food crop production
rather than puching a single crop; (e) how to develop knowledge

of the varictal needs of farmers so that new materials vill fit
into their food production systems; (f) the need for standard
operating proccdures with respect to one Center sending selected
materials to another Center which has an interest also in the
specific crop,



M,

12,

World Fertilizer Situation

1.

Upon invitation of the Center Directors, Dr. Donald McCune, di-

rector, National Fertilizer Development Center, presented a sem-
inar on the world fertilizer situation and participated in sev-

eral hours of discussion with the Directors on the implications

of the presented and projected outlook,

Dr. McCune will circulate to the Directors in early April a de-
tailed publication prepared for USAID by TVA: "World Fertilizer
Market Review and Outlook," TA (Q2) 6-69, Some notes on McCune's
seminar and discussion, as prepared by Haldore Hanson, are attached
to these minutes,

Experiences with Agricultural Development Projects

1.

2,

3.

5.

Upon invitation of the Center Directors, Dr. Montague Yudelman,
director, Agriculture and Rural Development Department, Inter-
national Bank for Reconstructicn and Development, presented a
gseminar in which he reviewed the experiences of the World Bank
and regional banks with agricultural development projects. Fol-
lowing the seminar, he and Dr, McCune joined the Directors in a
comprehensive discussion of the agricultural development problems,
particularly as they involve small farms and technology based on
fertilizer use, Directors of several Centers outlined their ac-
tivities and concerns in these areas,

Albrecht indicated that LITA's work in Africa is focusecd principally
on small farms of the forested, lowland, humid tropics. IiTA is not
waiting for the development of a complete package of technology

but is moving out new technology as it becomes available and is
tested, He pointed out that one of the dangers of small farm
research is that it may easily become too localized, sometimes
neglecting problems of more widespread importance,

Nickel added that II1A is trying to develop scale neutral tech-
nology, with emphasis upon developing resistance to insects and
diseases, He believes that such approaches can make for dramatic
improvements as well as can varieties responsive to fertilizer,
Through outreach programs, IITA expects to test the new technology
on small farms in a variety of environments,

Yudelman stressed the great untapped potential in rural areas for
increasing food production, Unless we raise the productivity of
small farmers, he said, 800 million people who live on small farms
will not get enough to eat.

Albrecht pointed out that the critical food shortagecs at the moment
in Africa are mainly with the poor people in the cities,
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After Brady had introduced the view that the small farmers in Asia
are rice farmers, Hinson said that he believed too many people
were looking at the wrong uait or variable in their concern for
size, The critical difference, he said, is irrigated vs. non=-
irrigated land, and a move to be concerned about upland rice is

a significant step,

Yudelman raised the disturbing question: What do you do when the
resource base is so bad that you don't know what to do? Given

that population will continue to grow in rural areas, he raised
these issues: (a) Given the present scarcity of nitrogen, does

this mean a difference in future research direction; (b) by putting
emphasis on work for small farmers, does this complicate the food
problem of the future; (c) what should our position be with respect
to feeding grain to livestoek in the United States; (d) while demand
for meat increases as incomes go up, production of beef has not showvm
any aporeciabie incresse in efficiency as has occurred in other
animal productis,

Corrienting on these points, Pagot suggested that tropical feedlot
research should aim at using by-products of the agricultural in=-
dustries, and that there is a possibility of feeding grass in feed-
lots,

Relaticns with Consultative Group

1,

3.

In his role as a representative of the World Bank, Yudelman in-
vited comaents from the Directors with respect to reiationships
with the CG z2nd its secretariat,

Directors agreed that the work of the secretariat had been 95 pev-
cent succcestul, although there had been some problems with res-
pect to establishing relationships initiallyv with new donors., The
process of standardizing the budget process was an irritation, but
no one was hurt in the process,

Some Directors felt the issue of program and Center reviews had not
yet been completely resolved or clarified, although all expressed
appreciation for the value of visits from the CG, donors, and the
sccretariat inasmuch as these afford opportunity to becowe acquaintcd
with progrem and budget needs,

Pagot indicated that it had been the TAC policy to endorse a com-
prehensive evaluation for each commodity every 5 years, Brady
indicated that communication among the relevant parties has been
good, and he has suggested that a TAC representative participate

in the annual program reviews at IRRI,
-
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Yudelman asked for suggestions on how to make Centers' Weck more
productive, No concrete proposals were sct forth other than some
attention be given to reduce the number of events occuring simul -
taneously, Generally, Directors felt that Centers' Week provided
an excellent opportunity for them to tell their story as well as

to become better acquainted with present and future donors., To
reduce the pressurcs on conflicts, as noted elsewhere, the Directors
decided to hold a meeting of their own for two days preceding
Centers' Veek,

Thanking the Directors for the opportunity to discuss with them so
many important issucs, Yudelman said that while opportunities for

expansion will be curtailed in the future the World Dank will not

let the Centers down,

P, Inter-Center Responsibilities: RICE

1.

3.

This discussion explored the issues associated with inter-center
relationships with respect to research and training activities at
one ceinter on a crop for which another center had primary respon-
sibility, Brady and Albrecht agreed that the present formal
agreement between IPRI and I1TA with respect to IITA's involveuwent
in lowland rice activities in Africa was working satisfactorily.
Brady pointed out, however, that some African countries had raised
questions as to why 1ARI is not working on upland rice in Africa,
Albrecht stressed the point that there must be liaison among cen-
ters even if a particular center is not directly involved in 2
specific crop so that coordination is not perceived as duplication,

Grant outlined that Latin America interests in rice were in three
areas:

a, Lovland, where the cooperative work with IRRI has been signi-
ficant and should be continued, although production is awong
a few relatively large farmers,

b, Urland, repreccenting 70 percent of the Latin American rice pro-

duction, CIAL has done little work on upland rice and has
locked to IRR1I for over all leadership in rice,

c. Adaptaticn of Asian rice production systems to poorly drazined
and flooded areas of Latin America., He believed CIAT's role
in this should be limited to pilot and demonstrational invol-
vement,

Brady outlined the expanding program in upland rice research at
IRRI, but indicated that IRRI would not rate additional test lo-
cations as 2 hish priority item, except where the production po-
tential would justify,
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Athwal said upland rice poses a difficult challenge, IRRI's upland
program at Los Banos will have some relevance to Latin America and
Africa, When IARI has some results, the next step will be to deter=-
mine the adaptability, He indicated that a regional program grafted
onto the national program of Brazil would be useful, but that it
would be difficult for IRRI to manage such an activity without the
collaboration oi CIAT,

Sawyer raised the question as to what principles are involved when
a request arises for assistanc2 on a crop, or a donor offers to
finance work on a crop in a specific country., BErady replied as
follows: (a) HNeither center involved goes ahecad without discus-
sing the activity with the other; (b) the centers explore ways to
work together, determine what is desirable, and clearly specify
details; (c) if on upland rice, probably this could be best handled
on a project hasis out of IKRI, (Reference was made here to the
IRRI document: 1RRI's International Program---A Review and Future
Outlook, included in appendix,)

Further discussion identified come of the differences in upland
rice problexms on the three continents, i,e., weed control is not

a problem in Brazil, while this is the major problem in Africa,
This underscored the point that a good upland rice technology in
one area may not fit in another, thus the need for regional activ-
ities, Drady indicated that soil problems are maximized under
upland conditions, but varieties screened for iron tolerance at
IRRI would continue to be so elsewhere,

With respect to taking initiative and responsibility, two opinions
arose~--that the center with major responsibility for the crop

tzake the initiative, the opposing viewpoint besing the center most
geographically closce to the problem,

A principle emerged out of the discussion on wvhich the Directors
agreed: Ccenters must cstablish their own crecibility in various
parts of the vorld and porticulariy on the continent where they
are locatecd, Centers nceed to hilv governments develop purspecs
tives on how tg deal wiih and thyough centerr. buildino and main-
taining repional credibility is a key issue for each center,

After the general session adjourned, IRRI and CIAT representatives
discussed how the rice development needs of Latin America might
best be met, The group agreed on the follovwing procedure: (a)
Jennings to prepare an analysis of the rice situation in Latin
America, vhy it is an important research area, and gsuggesting
the kind of program that should be undertaken without regard to
who does it; (b) in this or a separate paper, a pogsible oper-
ational plan to be outlined in which IRRI would assume core res-~
ponsibilities for ricec in Latin America but would carry these
out through appropriate arrangemcnts with CIAT and relevant na=-
tional programs, and (c¢) these proposals to be submitted to the
IRRI and CIAT boards for informal discussious at an early date,
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Q. Inter-Center Responsibilities: MAIZE

1. Representatives of CIMMYT and CIAT considered how the maize research,
development and training needs of South America might be more effec~-
tively met, Presently, CIAT operates a regional maize program in
the five Andean countries, Colombia, Vene zuela, Ecuador, Peru and
Bolivia, through which materials originating at CIMMYT and elsewhere
are tested in variety of environments. In addition, the CIAT maize
gtaff carries out certain research activities related to reducing
corn height, photoperiodism, and insect and disease resistance,

2., Questions have arisen within and outside of CIAT board and manage-
ment with respect to the magnitude and direction of CIAT's maize
program, Further, ClAT has rcceived requests to extend its maize
activities into some other areas of South America, particularly
the tropical areas of Brazil, Grant said CIAT was faced with
defining its priorities among comrodities, particularly with res-
pect to core funds and staff. Consequently, there were pressures
to discontinue work on maize while at the same time it was one
of the principal crops in the region and a basic part of the farm-
ing systems,

3., / committee consisting of Sprague, Francis and Alvarez-Luna out-
lined a ccllaborative program between CIAT and CIMMYT whareby
CIAT's work in the Andean zone would be strergthened and, at the
same time, expanded in area to inzlude Equatorial Brazil, This
proposed working agreement will be submitted to the respective
boards for informal discussion,

R, Meeting at 1ITA in 1975

1., The Directors agreed to meet for 4 or 5 days in 1975 at 1IiTA,
selecting the dates for February 23 (arrival) with the sessions
to begin on February 24,

2, It was generally agreed that programming would emphasize topics
of interest in general principles to all centers, Topics pro-
posed included: (a) Review of world food stocks and prices
combined with review of world food protein situvation; {(b) con-
straints to adoption of new technology and comstraints on yields
in farwers' fields; (c) land uviilization issues and alternatives;
(d) unconventional systems of nitrogen fixation and other ferti-
lizer sources; (e) invite Maurice Strong to report on ways the
new UN Environmental Program may rclate to the work of the Centers;
(f) review of grain legume research at various Centers; (g) topics
which may grow out of actions and develcopments within or by CG and
TAGCS (h{ discussion of principles promoted by the Clut of Rome,
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UNDP-FAO Workshop on Application of Agricultural Research in Latin
America

1,

2,

Byrnes cutlined the developments leading up to this workshop,
scheluled for April 2G-May 2, and reviewed the proposed program,
Participating centcrs will be CIP, CIMMYT, CIAT, ICRISAT, and
CATIZ (Centro Agricola Tropical de Investigacibén y Ensefianza),
Participating agencies will include FAO, UNDP, IBRD, BID, and
LICA,

At the rcquest of CIP and CIMMYT, the presentation of these
Centers will be moved as late in the week as possible,

Evaluation of Protein Quantity and Quality

1.

5.

Dr. Charles Francis, CIAT maize breeder, and Dr, Alberto Pradilla,
pediatrician at the University of the Valley who had just completed
a year's sabbatical leave at CIAT, reported briefly on their
efforts to cvaluate biologically protein quantity and quality in
foods, purticularly corn, They reported on laboratory analyses,

as well as trials with small animals, swine, and hunans,

Urging the Directors to consider the total food consumption pai=-
terns of people, Pradilla said we must treat malnutrition as a
syapten of many things which are wrong in a community, He em=-
phasized that dara from human evaluation studies provide dramatic
evidencce to convince national leaders of appropriate courses of
action,

Discussion centered on the ideas that (a) man depends upon a mixed
diet; (b) there is a need to assess alternatives in terms of nu-
tritioa and production potentials, and {c) Centers need to be con~
cerped about the total food production program in a country,

Francis cutlined how Centers can make a unique contribution by
stimulating cooperative efforts among national programs in agri-
culturc, health, education, and medicinc, as well as with seed
producers, food processors, and marketing agencies,

While Directors raised the question "What is lacking in the agri-
cultural scientists' understanding of what must be done to mcet
food needs?", no concrete answer emerged from the discussion,

Other Administrative Matters

1.

The question of shifting the fiscal ycar basis of Center operations
was raised, but there was no concensus for change,
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Directors expressed concern for having available better data on
changes in cost of living, as well as the influence of fluctua-
tions of the dollar and local currency on the salaries of both
international and local staff, There is a need to have a reg-
ular system of evaluating what is going on.

A related issue was the differences in ways donor payments are
made, Some donors make pledges in dollars, and some in their

owa currency, This has an adverse affect on the budgets of some
centers, Some donors pledge at a plateau of dollars, same level,
year after year, and their contributione buy proportionately less
each year,

Also there are variations in what a dollar will buy in wvarious
countries as a function of devaluation and rising costs.

Clarification is needed on the apnropriate channels for requests
for written reports originating with donor agencies, CG, TAC, FAO,
or other international bodies. OCn occasions, such requests have
gone directly from an iunternational agency to a staff member of

a Center working in the field away from headquarters,

There is a growing prollem of coordinating and scheduling confer-
ences involving staff members of the various Centers, The sched-
ule being circulated by the CG secretariat helps but is not com=-
prchensive enough, nor cast far enough into the future, to facil-
itate plarning, Direcctors agreed to consicder this matter further
at the July meeting,

Meeting with World Food Ilnztitute Representatives

1,

2,

Four representatives of the Worlid Food Ingtitute, Iowa State
University, were visiting CIAT during the week of the mreting
of Center Directors, and the two groups had a luncheon meeting,.

Mewbers of the group outlined the activities and interests of lowa
State University in cooperating in the work of the centers, and
announced plans for the World Food Conference of 1976, This will
be held at Iowa State University, June 27-July 1, 1976, the theme
being 'The Role of the Professional in Feecding HMankind." Addi-
tional information is available firom Dr, William W, Marion, Chair-
man, World Food Conference, 20] Kildee ilall, Iowa State University,
Ames, Iowa, 50010, Telephone: 5135 294-2570, Dr, W, F, Wedin is
director of the World Food Institute,



"

CIMMYT
Fl Batan
April 2, 1974

Notes on world fertilizer situation, and its impact
upon the work of the international centers

(These notes are based partly on a seminar at Cali, Colombia,
led by Dr. Don McCune of TVA, on March 4, 1974; partly on
a discussion at Cali among the Directors of international
centers, on March 5; and partly on a seminar at the CIMVMYT
annual Trustees meeting, led by Dr. McCune in Mexico on
April 1, 1974, Haldore Hanson).

Speaker: Dr. Donald L.. McCune
Director
International Fertilizer Development Staff
Tennessce Valley Authoity
Muscle Shoals, Alabama 35660
(Telephone 205-383-4631),

Biodata: Rockefeller Foundation agricultural staff in Chile, 1957-62.
Since 1962, with TVA.

The fertilizcr outlook as seen by TVA.

In 1973 the price of nitrogen and phosphate fertilizers doubled, and
even tripled in some parts of the world., Some fertilizer importing countries
like India have not been able to fill their fertilizer orders in 1974,

he significance is obvious. The recent agricultural revoluticn was
built uporn new varictics of wheat and rice which are more efficient in their
use of fertilizer io produce grain. But without the fertiilizer, they are not
much better than traditional varieties.

One million tons of nitrogen fertilizer, nutrient weight, will produce
an additional ten million {ons of grain, if propecrly applied to the new varictics.
Therefore for each million tons of shortfall in fertilizer this year, there will
be a drop in production of ten million tons of grain,

The fertilizer outlook is a v'ery important factor to the international
centers. They necd answers to three basic questions: How long will the
present fertilizer sheortage last? Will the present high prices come down ?
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Should there be a change in recommended technclogy which now is dependent
upon chemical fertilizers ?

Answers will be suggested to these questions, based upon information
at TVA. TVA has a major research organization for fertilizer products
and for design of fertilizer factories. TVA has served as consultant on fer-
tilizer to 30 foreign governments. TVA publishes a World Fertilizer Market
Review, and the latest review is being issuad in March, 1974. 1/ The FAO,
the World Bank, and otner international institutions look to TV A and its Fer-
tilizer Revicw as an impertant source of information about future markets
for fertilizer,

The fertilizer crisis of 1973-74 grew cut of a series of events spread
over the last decade:

First, the fertilizer industry is a cyclical industry, a boom-and-busi
industry, like agriculture itself. A period of over-expansion in the
world-wide industry occurred in the mid-1360s, and about 1968 there
was a substantial drop in prices. The industry reacted by building
almost no new factories for five years starting in 1968, and some old
factories were closed. '

Next, widespread drought occurred in 1972, causing a slight drop in
world food production, actually a dirop of only 4% in worlcd cereals.
But this small change brought violent reaction in world grain t rade.
The price of wheat and corn doubled, and the price of rice and
soybeans tripled.

Thicd, Governments were forced to draw down their food stocks in
the 1872 drought. Naturally, they sought to rebuild their supplies
by importing rncre fertilizers. At the same time, farmers in the
exporting couniries, like the U.S.A. and Canada, also sought to
take advantago of high grain prices by buying more fertilizer. This
pushed the demand for ferlilizer in 1973 to an historic peak, beyond
the capacity of the industry. So prices of fertilizer products doubled
and fripled.

3_[ T.V.A., World Fertilizer Market Review and Outlook, 1974,
printed, 68 pp.
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Now what is the outlook ?

In the short run, TVA estimates that a fertilizer shortage will
continue until enough new factories are built to meet the demand. The
shortage of phosphate fertilizers is expected to continue two more years,
to 1976; the shortage of nitrogen fertilizers to continue four more years
to 1978.

Meanwhile, some 30 or 40 new factories, mostly for urea, are under
construction during 1974-78, or under negotiation, to operate in Canada,
the Caribbean, the Persian Gulf, Eastern Europe, the Soviet Union, China,
and Indonesia. As these new factories come on stream, the shortage of
fertilizer will diminish and eventually disappear, The next four years
will be a period of privation, but the end of the present shortage is in
sight.

The outlook for prices is not so good. TVA does not anticipate
fertilizer prices will ever again return to levels that existed before 1872,
because the industry is drawing upon more expensive raw materials, more
expensive labor, and will operate in some developing countries whe. . ef-
ficiency of operation will not be as hish. No one likes to predict future
prices, but we may be safe to plan or. prices 50% higher than those before
1972,

And what is the outlook beyond 1930 ?

There should be no shortage of raw materials for nitrogen, phosphate
or potasnh fertilizer. The world is still flaring (or destroying) more natural
gas at the well head than it is using in the entire nitrogen industry. Raw
materials for phosphate and potash are plentiful but new mines will need to
be developed.

It is quite possible that expansion of the fertilizer industry during
the 1570 will produce another glut by 1978, similar to the glut of 19G8.

Looking farther ahead, TVA sees no reason why the fertilizer industry
cannot increase its product as rapidly as agriculture demands it, up to the
end of this century and further, If population doubles, and food production
doubles, the fertilizer industry can also double, or more than double, The
strategy of food production can continue to rely upon chemical fertilizer to
2000 A.D., and beyond.

But there is one caution: the economics of fertilizer has changed,
perhaps permaneatly. Prices will remain higher than in the 1950s. National
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programs must reassess the recommended levels of fertilizer. And
international rescarch centers must help in the testing of efficient fertil-
izer products, and more efficient fertilizer practices, to enable farmers
to get the most out of higher-cost fertilizer,

Impact of the fertilizer situation on the research and outreach programs
of international centers.

(1) Farmers arec now wasting a large part of the nitrogen fertilizer
they apply.

For example, in the temperate zone, fo..d crops now take up only 50%
of the nitrogen applied in the form of fertilizer. The other 50% is lost.

In the tropics only 25% of the nitrogen applied to food crops is taken
up, and the other 75% is lost. '

Much of this loss in the tropics is caused by farmers who broadcast
their fertilizer, instead of turning it under.

Another waste is caused by farmers who do not control insects and
diseases. Plants which are fertilized, and then damaged by insects and
discases, cannot pay for the cost of fertilizer with grain.

Lack of weed control in the tropics is another fertilizer waste.
Weceds sometimes take up more fertilizer than the crop.

Problem soils can cause fertilizer waste. Zinc deficiency in the soil,
for example, inhibits the uptake of nitrogen by the plants. This is correctible.

Some steps to reduce waste of chemical fertilizer are well known.
Nevertheless, making these changes on the farmers' fields will require a
large cffori by national exiension programs. If all ihese changes were
possible, we might eliminate half the fertilizer losges; in other words,
we might produce twice as much grain per kilo of fertilizer nutrients.

(2) There are new fertilizer products and new ways of applyins fertil-
izer which may prove useful.

For example, a pelleted fertilizer coaicd with sulphur is being tested
in Asia. This is a slow release product which makes the nitrogen available
at approximately the time that the plant is ready to take up the nutrient.
Planners of this product believe it will reduce losses.

Another experimental approach is a foliar gpray for nitrogen. India
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is testing the application of urea as a spray on the crop leaves. Under some
circumstances, this gives a greater response in grain than the same amount
of urea applied to the root zone,

Both the slow-release pellet and the foliar spray require more study,

(3) Some agricultural planners advocate greater use of natural nitrogen.
This could mean more lesumes in the crop rotation, more composting, more

" use of house and barn manures on the fields, All these sources of natural

nitrogen should be reassessed, in comparison with high-cost chemical fertil-

izer,

But the Directors expressed the belief that organic agriculture, using
natural sources of nitrogen, can play only a marginal role in world-wide
agriculture, and does not offer a significant alternative to chemical fertilizers.

(4) "Radical research" may produce new sources of fertility by the
end of the century.

Soiae legumes, we know, have the capacity to form an association
between their roots and soil bacteria. The bacterium transform nitrogen
from the air into ammonia and nitrates in the root zone. Question: can this
ability of the legume plant {o feed itself be transferred to other food crops ?
This is beyond today's horizon,

Other plants produce some of their own food. In rice paddies, both
algae and bacteria arc able to fix nitrogen from the air and deposit it in the
root zonc of the rice piant. In sugar cane, hacterium feed upon the sugars
in the roots, and in return, they deposit nitrogen products which are used
to feed the sugar cane. Perhaps the strangest example is the pine tree which
is able to grow in pure silica sand, with no visible nutrients, because a fungus
known as mycorrhiza iives upon the pine roots and fixes nitrogen from the air.

No scientist has succeeded in domesticating these nitrogen-fixing
processcs and in transferring these henefits from one crop to another. This
might happen by the end of the centu CYe

To sum up:

The present shortage of fertilizer supplies will continue for two more
years in phosphates; for four more years in nitrogen fertilizer, The shortage
is not permanent. It is caused by insufficient factory capacity in 1973-74, That
shortage of capacity is now being remedied. Through the 1980s and 1990s,
there is 10 present reason why the fertilizer industry cannot produce as much
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chemical >roduct as agriculture demands. And there is no reason why
scientists should not continue to build their strategy of food production
upon chemnical fertilizer,

Brt the economics of fertilizer has changed. Prices of fertilizer
will remain high. Prices of food grain may also remain higher than in
1972, Every national program will nced to reassess the level of
fertilizer which it is recommending. And the international centers must
help to teist new chemical products, and new methods of applying chemicals,
so that the national programs and the farmers can get more grain from
high-priced fertilizer.

Miscellaneous notes:

.

USA deficit: The USA will be a net importer of nitrogen fertilizer
starting in 1974, But there will be new factories ccnstructed in Canada,
Mexico, and the Caribbean which will alleviate the impact and help serve
the markets formerly served by the USA.

Mainland China may construct as many as 16 new urea plants
during the period 1974-78 and will ther. cut back its imports of fertilizer,
which will ease the world supply.

Fertilizer problems in the tropics: With new factories being
counstructed in the iropics, there is need for more research on fertilizer
in the tropics, including new products, new factory designs, new bagging
and shipping procedureg, ete. This research is not now taking place,
and TVA does not consider this a funciion of TVA.

Eighty percent of the world's fertilizer consumption is in the tempecrate
zone and 209% in the tropics. Therefore commercial planners do not give much
attention to the tropics, There is a large loss from inappropriate products
jn the tropics, wet and hardened product in shipneent, broken bags etc.

These shortcomings arc now being copicd into new factories for the
tropics.

Phosphate fertilizer does not give the same cespoase in the tropics,
as in the temperate zone., Special research is necded.

The traditional belief that N~P-K are the three principal chemical
nutrients for crops is an idea developed in the temperate zone, and may
prove incorrect in the tropics. Sulphuris a widely limiting factor in tropiczl
soils, ard lime to correct low pH is another widespread need, More research
is needecd to establish the limiting nutrients for the tropics.
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‘ Size of plant, and cost of product: Size &f fertilizer factory greatly
influences the cost of resulting product.

An ammonia factory with capacity of 1000 tons a day delivers product at
$50 a ton, if the price of natural gas is 60c a cubic foot. A 200 ton per day
factory, using the same price of gas, will deliver product at $75-80
a ton.

Urea cost of product drops from $80 to $50 a ton as the capacity
of the factory increases from 200 tons a day to 1000 tons a day (both
using natural gas at 60c a cubic foot),

Notes on TVA fertilizer nrogram.

The TVA Charter of the 1930s limited TVA work to the Tennessee
Valley, except for fertilizer, for which TVA was given a national mandate.

TVA decided to work on research and develcpment of fertilizer
products and plants, on a national scale. This later extended to foreign
countries and TVA has now served as censuliant to 30 governmenis.

. TVA tests fertilizers in the 1/SA througl: land grant universities
but does not have its own extension services at larm level.

Since 19€5 TVA has issued a world-wide situation report on the
fertilizer industry, covering factory capacity, estimates of production,
estimates of world supply, forecast of world prices, intclligence service
on who is building new types of future factories etec.
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MR. DEMUTIHI: Gentlemen, we have a short but heavy
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agenda today. There are not many items, but the items are,
I suspect, full of meat worthy of discussion, if I am not
mixing a metaphor too badly.

) I

When we adjourned last evening we were still on

Item 6, the center review procedures. And on that item we
had before us a suggestion that maybe these review procedures,
plus the issue of medium term planning for the Consultative
Group itself might be considered by a subcoﬁmittee of the

Consultative Group.

| I would like, if the Group agrees, to separate these

two items of review procedures and medium tecrmimés plaaning

for the Consultative Group, although recognizing that they
are interrelated, that the reviews of the center activities

must be an important input into the programming exercise.

But, as you have noted from your papers, we are going to be

discussing, as the last item on our agenda today, we are |
i

going to initiate a discussicn of the TAC paper on prioritiesﬁ;

—

e —

which, in effect, is a first step in the directlon of sorme

¢
T ., A A e s LT . A e 8 T b e P

<
e

kind of medlum term programming, i
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I don't thlnk by any means, that we are going to

conclude that discussiocn today. I think we are going to want
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only after we conclude that discussion shall we consider what

to continue it at our next meeting in the fall, and I think

LS T . e .

kind of a programming mechanism, if any, we want to establish.

e s e
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I
[}
]
)
|'

Meantime, we must make some plans for whatever kind
of annual performance and budget reviews the Group might
desire to have for 1974. .

I would sugéest that we separate these two items for
present purposes and that we consider the proposal for a
subcommittee as relating to those immediate review procedures
and not at the present time, at least, connected with medium
terminad programning for the Consultative Group.

Having said that, Dr. Bernstein has asked for the
floor, and I will call on him,

MR. BERNSTEIN: Thank you, Mr. Chairman.

I would like to take the liberty, because I think the
|

problems we were discussing yesterday evening are so important |
to share some of our background thinking with the members of

the Consultative Group.

I think our thirking begins with the concept that the

Chairman reminded us about yesterday, which he reminded us that
i

he has frequently put to this group as a basic concern, the i
|
|

need to preserve the autonomous scientific managenent capability

of the centers. |



From the beginning of the Consultative Group, it has
been very much our own concern, shared with many others around
this table. In fact, you will recall we stated this as a

condition of U. S. support when we first indicated the extent

of our expected support.

However, we believe that simply the qﬁestion is:
How do we achieve it and secure it, and how do we do this in |
the face of the varying needs of the large group of donors,
which we all welcome, the notion of the growth of the group of |
donors in the face of their very needs to exercise stewardahip}
{ of the Fund in their charge. |

Once we face this situation, it is clear that the
relationship of the donors to the centers can never be as
simple as that in any way, say, one or two foundations are
providing the basic support for individual centers.

Moreover, the dimensions of the problem expand,

of course, as the number of centers expand, and the prospective

new research programs, a number of those expand.

It is becoming ever clear that the potential scope
of worthwhile research is wellleyond the financial resources
now foreseeable, even if we confine ourselves to food, to the
world food problem, and even if we triple, let's say, arbitrar{ly

the 1973 level of financial support.
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Therefore, the donors need some meaﬁs of choosing
between worthwhile efforts and of doing so as the eccnomists
say at the margin, that is, deciding not just that we will
work on wheat and ignore cotton, but the more difficult
decisions of how much more is done about wheat éompared to some
newlincrements that are recommended with respect to, say,
grain legumes.

The centers, of course, need to do the same, to make
the same kind of choices but within the smaller scope of the
potential work of each center. Both this Group and the
centers require appropriate information to be able toc make .
deliberate decisions on these kinds of qﬁestions'which they

cannot avoid.

Solving these problems, getting more useful informa-
tion‘;o guide the decision making that the donors must do if !
they are to provide funds, and information needed for deciaioné
on husbanding scarce funds for the highest priority nses.
Solving these problems is inherent in the Consultative Group

function.

Our function is to mobilize support for the centers.
|
We need the tools to do this. We believe it is quite possible

i
to do it without damaging the management inteqrity of the l

i
centers and without sericus inconvenience, although we, T think
1
E
f
|
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realistically, must recognize that it is always inconvenient
to have to provide more information and to answer questions.

Some, perhaps most of the same information is also
useful and desirable for internal center planning, and it has,
in fact, been progress; and I believe some heartening progress |
over the past year, that demonstrates the feasibility of
doing what is needed.

The center adoption of common budget framework, for

example, was encouraged by needs expressed here in the

Consultative Group. I don't think this has proved to be pain-

ful, once achieved it may be with some pain in

14}

etting to the
form that is now used, but having been obtained there is no
doubt that this is going to be wvery helpful both to the centerﬁ
and to the donors.

I think one significant gain from the first round
of bank reviews of center programs, and from the Consultative
Group discussion that led to them, was that a number of the
centers have identified the program content and the level at
which they plan to stabilize in terms of their present
thinking, which is the same as the ceiling concept that was

proposed here yesterday.

Moreover, there are a series of useful suggestions

in the Secretariat paper that we were looking at yesterday
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that would move us further toward the good reconciliation of
the need to preserve the management integrity of the centers
and also meet the decision making needs of the donors.

The list of suggeétions offered by thg directors for
improving this review Process that was presentea to us
yesterday by Dr. Hanson gre; I feel, very useful and fit the.
need as was indicated in the excellent statement yesterday by
Mr. Evans,

So that with a little more effort I think we can
develeop a system that is compatible with the needs all around.
We shouldn't treat this, I think, as a secondary matter. It
is cne of great importance. it is very impoftant for the
individual centers, the ability to protect and enhance their
future, and even more important for the wider cause of
develébing support for agricultural research to support the
development of the poor country.

I think it is one of those troublesome problems that
always arises in developing a new institutional device such as
this consultative group. This is a unique device for
international cooperation,

We believe it is potentially very significant and
powerful, and we would not want to see it slow down or impede

or to falter on some standard budget management problems.

f




HOOVER REPORTING CO., INC.
320 Massachusetts Avenue, N.Z.
Washington, D.C. 20002

(202) 546-6666

‘the protection that is provided, protection for this whole

I think all of us are concerned with the need to have

system which is provided by independent review of the use of
management funds against approved programs and against some
set of reasonable cost efficiency criteria, if there is a
process cf this kind that ig functioning weil, it should be
both a help to the individual centers in their own management |
analysis and a protection to them, protection in a variety of
senses, against arbitrary and unfounded criticism from
outside, protection against multiple parallel actions that
individual donors might feel compelled to take in order to
achieve the same purpose.

So that this is one of the sort of standard types of
protections which we feel is essential and it would be, I
think, rather ridiculous, really, to look at this as a questioﬁ
of infringement of management sovereignty for the ceﬁter
managements. 5

To allocate scarce funds, we need a means of knoﬁing

what the financial implications are of what is being under-

taken. This is another type of information that is needed
and that is why we are suggesting that the centers do their
best to think and plan in the terms of finite sets of program |

objectives, define as clearly as possible and to txry and
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difficult process for research. It is going to be very

10

anticipate the time and cost of recogning that this is a

inexact, that it would be wrong to try to hold any center to
this type of estimating. Yet it is very useful, very
essential if we are going to make deliberate decisions among
the difficult choices that are before us.

There is no way that we can expect individual centers
to choose between the programs in their charge or within their
reach and other programs. Nor is it sensible to expect the
best balance from an over-all development point of view, to
exerge cimply ag individual centers decide the budget.

That is why we need some system to establish center

program bounds by budget means, so that decisions to gc beyond

these bounds can be shared by all concerned.

Certainly there is no desire in any such system to
impede such decisions to go beyond these bounds or to |
prevent them in any way.

It is simply to know what they are, so that we can

make reasonable choices,

That is what the ceiling proposal is concerned with,
It assumes, in fact it depends on the center management
continuing to be fully responsible for planning whatever they

think should be done within the programs and funds made

i
]
|
i
|
i
i
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avgilable or making all the decisions on what to do agé for
completely controlling the implementation of the programs in
their charge.

As I remarked yesterday, we have great faith in the
centers and also in the ability of this new form of coopera-
tion presented by this grouf to expand the scope and impact
of the center's work.

Personally, I found the sessions on Monday apd
Tuesday very inspiring in terms of the vision that they oﬁen
as to what can be achieved, but I think that we do need to
secure the foundations better in order to realize the dreams
that we all have of great achievement from thse programs.

Thank you, Mr. Chairman.

MR. DEMUTH: Thank you, Dr. Bernstein.

Anybody else who wishes to speak to this subject?

If not, I ask whether the group would agree with the!

|
: I
suggestion that has been put forward that we have a subcommittee

look at the review and information requirements from the
standpoint of the various purposes that these review and
information requirements have to serve, but not including at
this point consideration of the mechanism, if any, that we
need for formulating a medium term Consultative Group

program, although recognizing the need that we have such a




HOOVER REPORTING CO, INC. |

320 Massachuselts Ayenue NE
Washington, D.C. 20002

{202 546-6666

o St

i e

program and that we must have an input of information largely |
partly coming from these reviews and largely coming from the

technical advisory committee, but reserving for some time E

subsequent to our November meeting the question of what

e

mechanism therewmqy be gqrItﬁp_gprmulg;ignmnfﬂancbmxex;gy.

o T S PR

Would that be a generally acceptable way of proceeding
from here on, on this point?

I see heads nodding.

Mr. Mathieson?

MR. MATHIESON: Yes, sir, as far as I Am concerned,
Mr. Chairman, it is generally acceptable.,

There are, of course, subsequent questions to be
considered, that is composition, timing, and so on.

The subcommittee, were you considering a standing
subcommittee meeting, or a subcommittee meeting specifically
somewhere between now and November, or how are you envisioning |
the mechanics of the operation?

MR. DEMUTH:

I was going to come to that once we
agreed on the subcommittee.
I do not have in mind a standing subcommittee but a f

subcommittee that would report to our meeting in November,

if that is when we decide to have our autumn meeting, and

among the recommendations that they might recommend that there

E
|
|
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be a standing committee,

r

For the moment I think what we need is a consideration

of all these questions, and a specific set of recommendations |

= |

i S

coming to us in November.

As to the composition, I think it is always a

peril to put forward a good idea, because when you put forward
a good idea you are ffequently landed with the responsibility
of carrying out, and this good idea having been put forward by
Mr. Bell, I was about to ask Mr. Bell if he or Dr. Hardin
might tde responsibility for chairing the committee.

I would wish the center directors to designate one
of their members to sit on the committee, and I would
certainly want the technical adyisory committee to designate
one of their members to sit with this committee, and then I
think if it was agreeable I would leave it up to all of the
members of the Consultative Group who are interested to
determine whether or not they want to be represented at the
committee and to designate their representative.

MR,\BELLz Yes, sir. Well, if that is your wish
and the Group's wish, |

T would like to emphasize for the record that my

suggestion was a good deal broader than what you are Nnow ...

P Sl T T AR
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putting forward, if I understand it correctly,
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My thoughts were very much along the lines of what
Dr. Bernstein this morning -- namely, that we need not only a

clearer and more widely agreed review process, we also need |f

W“
a clearer and more widely agreed forward-planning process,
S s e et e . A PO S S R TR A A e e e A e 3 e e G o e Y

It is perfectly all right with me if you propose to

defer the second part and look at that later. So far as

doing some work between now and November, the first set of
questions I think we will be glad to undertake that.

If I might offhand Suggest that we would try for a

very simple process, Probably to develop an initial draft of a

brief statement covering the principal issues that have come
out here, including_the comments of the mission director,

I mean the center directors, as forwarded by Mr. Hanson, We
wuld propose to circulate that to anybody who is interested,
probably have one meeting and hopefully agree on paper which
could then be circulated for the November meeting of this
group, if it is a November meeting that we come up with.

If we are to operate as you suggest, not with a
designated small group but with as many representatives of
the members of the group as may be interested, it would
probably be most convenient to have the meeting here, the
single meeting that you have suggested, and indeed, in this

building, if the Bank would permit it,
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availability of funds.

(Laughter.)

MR. DEMUTH: Any other comments on this paper?

(No response,)

If not, thank you very much, Mr, Ruddy. I think
it was quite appropriatz for Mr. Bell to expresslthe
congratulations of the Group for the pfogress that has been
made because Mr. Bell is perhaps the one that has put the
greatest pressure on the secretariat and the centers to make
this progress, and we are aware that he is satisfi;d with what
has gonz up to now.

MR BELL: Not only eatigfing, but admiving, i

MR. DEMUTH: I suggest, then, we move to item 6 which
will be the last item on our agenda this afternooen, on center
review procedures. B

You remember that we discussed this matter at somes
length at the International Centers Week last year and again
at our meeting in November. Most of you will remember +hat
we made a first attempt at conducting such reviews last

year == I am referring now to the progress in 1972 -- when

the program of each center was locked at by either an FAO

or a Bank staff member who prepared a fairly informal report

on its findings for the Technical Advisory Committee and for
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this group.

This year, as you will have seen from the reviews
circulated by the secretariat, we have attempted something
that is rather more organized and somewhat moré ambiticus,
And for this purpose, we augmented the Consultative Greoup
staff, first by employing on a part-time basis two senior
agricultural consultants -- Mr. Evans and Dr., Dion =-- and,
second, by secunding to that staff a budgetary expert Mr.
Urquhart from the Bank's programming and budgeting department,
and I think I can express the view of the Group in(saying
that we are extremely grateful to Mr. Evans, Dr. Dion, and Mr.
Urquhart for their participation in this work .

When we discussed this matter last year, members of
the Group put,and I think quite rightly, a lot of stress on
the delicate questions of relationships with thé‘centers
to which the reviews might give rise. And in particular
stressed the importance of avoiding interference with the
day-to-day operations of the centers and that the reviewers
not infringe or appear to infringe on the independence of the
Board of Trustees and the Center Directors.

Thanks to the tact of Mr, Evans and Dr. Dion, I
think these pitfalls have been successfully avoided.,

-

But a number of other problems have revealed
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themselves, at last some of which are summarized in a paper pra-
pared by the secretariat, which has been circulated to you
and which makes certain suggestions on review proceduras for
the future.

In addition, the Directors have indicated to me
that they want to make some comments %o the Grouﬁ on future
review procedures which I believe are quite consistent with

some of the suggestions at least that are presented in the

secretariat's paper,
3
So, if agreeable to the Group, I will first call
on Mr. Hanson who has been designated by the Directors to
speak fc; them on this item, and then to ask the views of the

Group, first on any aspect of the reviews that were carried

out this year and, secondly, on the suggestions for improvement

made in the secretariat's paper,

But, first, Mr. Hanson.

MR. HANSON: The Directors met here in the building
last Ssaturday afterncon on an agenda cf items of common
interest, and one of them was this topic of the reviews that
had been made by the representatives of the Consultative
Group.

. We thought it would save time of this Group if we

put down on paper a few ideas which I am giving to the
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sccretariat and that we just made one presentation.

There was consensus among the Directors that the
review process for both program and administration has been
useful, And when I speak of process, I mean the many
different reviews that are going on. We realize that there
still is possible rationalization of those., We have had a
staff review, we have had a trustee review, we have had *his
visiting group, we have had in our own case an outside group
reviewing administration. We are not complaining, we are
just saying that if we study it, we are quite sufé that these

can be dovetailed better and we will still get the same

benefits, and we h

)
(

pPe you will get what you wish to get out
of it.

Let me run down a few points that we put down.
Each of the six centers receiving funds from thé Consultative
Group was visited by two men for one week sometime between
March and June. We are quite satisfied from our standpoint
with the reports that issued from this. 1In fact, several
centers said they expected much greater criticism than they
found of themselves in these reports.,

But it is our feeling that based upon the experience

this year, we should be able to offer some suggestions,and

so should the donors, so should the secretariat, that would
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result in still better results next year. So here are the
points,

First, we felt that the terms of reference issued
by the secretariat to the reviewers who came were not
sufficiently concrete to identify exactly what was to be done.
And this was particularly true on the administrative side.
The program reviewers were professional agricultural scientists
and it was assumed that they were capable of interpreting
their assignment. But the administrative people did not have
any guidelines, and as a result, the resulting.céﬁ%ents on
the different centers are quite dissimilar.

The Directore of thes centers are prepared to work
with the secretariat if the secretariat wishes in introducing
our ideas for the terms of reference next year, which ought
to be done by January, =

Second, the number of program reviewers could
probably be rethought, It was our feeling that one man working

alone was overburdened on the agricultural side; that a

W

two-man agricultural team plus one on administration would hav:
greatly helped, I think not only in dividing labor, but in
consulting each other,

We also feel that if each team that visits the

e

centers could handle only two centers rather than three, it

A

-
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could considerably help on the time schedule, but it puts a
much greater burden on the chairman and secretariat to find
the people of suitable quality to do this work.

It is our assumption, also that there ought to be
an overlap from year to year, not a complete duplication, but
an overlap so that there is some continuity of judgment
shown from one year to the next.

Third point was that we urge that the visit to the
centers, if possible, be combined with one of the internal
reviews so that we don't have to keep scheduling a separate
week for each of these reviews. I can qusk with appreciation
that George Dion who visited CTMMYT came at a time when wa
were having a general review for our trustees and a few other
visitors, and he participated in that and he was no burden
at all. There are some other centers which, because of the
pressure of the time schedule, had to receive these reviewers
at a time that was most inconvenient, and it was simply a
double burden. I am not sure how we are going to sclve this,
but is related to the fact that we are trying to squeeze a
great deal of work into the time sequence between the
trustees meeting when the budgets are approved and, say, the
July 1 dateline that Harold Graves was trying to observe.

»

And it may not be possible for one team to visit three

A
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different centers and write three different reports in that
time period,

Number four, if the reviewers visit a center at a
time when trustees are meeting, we urge that our trustees
should invite the reviewers to participate in the meeting and
review their findings. But at the same time We.believe that
these reviewers should not participate in the trustees meeting
at the time when the annual budget is bein reviewed and
approved., That is a time, it seems to us, when the
relationship between the Director and his trustees is a privatae
one, and it ought to remain so. \

This is not a criticism as far as I anm aware; nooody |
is complaining about what happened this year.

Number five, the Directors would welcome gquestions
submitted to the centers in advance, either-on the program
or on the administration, so that adequate information can
be awaiting the arrival of the team. I Qould offer one
comment which I have already discussed with Mr. Urquhart,

He was looking for the official inflation rate of Mexiéo.
There is no problem if we had known what he wanted of our going
to the State Bank of Mexico and getting him the official
figures and handing it to him. It was simply that we didn't

know in advance that that was one of the questions that would

Y
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arise,

Number six, the Directors believe that no criticism
of their program or administration should take them by
surprise when these reports are issued. We see no reason
ﬁhy the reviewers are not able, while they are there during
their visit, to summarize what their -findings are and what
their criticisms are. We are not objecting to criticism,

We are just saying that if this kind of review takes place,
there are two advantages -- first, that any misunderstandings
can be corrected at that time, and, second, that a dialogue
starts between the reviewer and the staff which may lead to
corrective action much sooner than merely waiting for the
writing of a report.

Number seven, the draft of the report should hope-
fully be completed in Washington at least two or three weeks
before it is to be issued so that th?re is time for a copy
to be sent to the centers for correction of errors of fact.
In any report of the length that you received this year,
written by outsiders, there are bound to be some errors that
creep into the reading of all the documents and trying to
summarize so much technical information. And we would be
happy to help find those if there is time. I am not directing

-

this at Harold Graves because he had his time problems, too,
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and a number of the center Directors showed up in Washington
to find their reports at this meeting had been circulated
and they had not yet seen a copy of it,

Those are the pcints I was going to make. We
discussed this with the TAC this morning. In no sense am I
going to try to speak for TAC, but béﬁause we listened to some
of their discussion with our Directors, let me comment that
there were two or three different suggestions came up on
how to reduce this tightness of time schedule, and I am not
sure that any of them are wholly satisfactory.

One was, could the reports be aimed at the November
adding 60 days or so to the time schedule from the trustees
meeting until you try to issue the report. I was told that
from the standpoint of TAC's assignment this is not acceptable,
that they need these report; at the time they pass judgment
upon the proposed program.

Another proposal was that each center might be
reviewed every two years but that the centers chosen for revie#
should be staggered so that at the present moment you would
be reviewing three each year rather than six, and this would
help to reduce the workload,

Another suggestion that one of the centers offered

b
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offered, because it would help to reduce the volume of
writing by the reviewers, was that if they would retreat the
staff review documents as the principal description of program
and would not attempt to describe the program, but only to
offer comments, both on that document and on the program
activities that are reported in there. CIMMYT éttempted that i
at the staff review which is some 60 pages long was given to
our trustees program committee and they came uplwith a much
shorter docunent which made no attempt to duplicate the
description but only to offer comment and describe issues.

Mr, Chairman, those are our suggestions.

MR, DINMNUTH: Thank you very much, Dr. Hanson,

I think we will arrange to circulate that statement
to ﬁhe Group tomorrow so that you all may have a copy of it.

In many respects what you have suggested conforms
to the suggestions made in-the secretariat's paper, namely,
that any one review team should not have more than twc centers
to examine, that there should be two substantive reviewers on
each team rather than just one, and certainiy in terms of
there being no surprises for the directors, the kind of
dialogue that is suggested in the secretariat's paper would
obviate that kind of problem. And I was very glad to hear

your last suggestion about diminishing the description by

n
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starting out from the center's own program and concentrating
on the progress that has been made in carrying out that
program, deviations from the pregram, whether it is the
number of people that were expected to be employed. have
been employed, what the efficiency of the administration is,
but not try to repeat or replicate the center'slprogram as
presented by the center itself, and, indeed, as suppcrtead by
the Consultative Group. ° |

What we have suggested and what you have suggested
both raise the question of manpower. And as we pointed out
in the secretariat's paper, this is a very difficult problem
because it's a seascnal jcb to a large Bxtent, znd i
a very high level of competence.

In the secretariat's paper we have suggested one
way perhaps of meeting this problem would be for the members
of the Group with technical staffs to secand or at least
nominate members of those staff to secondment to the secretaria
-for periods of a few months as in fact CIDA did with Dr.
Dion, so that we would have for the benefit of the Group not
only the resources that can be found in the secretariat
provided by the Bank, but also in the ranks of the experts of
the vafiqus members of the Group. And I would very much

like to hear ~- and in this I refer not just to governments, bu

F
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to public and private foundations as well -- I would very much
like to get views on the practicality of that suggestion in
the course of your comments on this whole item.

Mr. Hulse,

MR. HULSE: Mr. Chairman, the point which you have
Just raised, and it is also stated in’ paragraph 30 of the
secretariat's document, this possibility of members of the
Group providing their own staff members, I wondef, sir, whether
the Group might consider the possibility of members making
available other scientists from their own countrias. I can't
commit my Board of Governors, but I feel that there are a
number of scientists in Cznada who might bs acceptakbls, 2nd T |
thirk that we would respond very sympathetically to making it
possible for such of those as you felt were suited to this
job, making it possible for them to take part in this.

I have a very small staff, and therefore to second
cne of my people would be virtually impossible., But I think
we would be very sympathetic to making it possible for other
Canadian scientists acceptable to the Group to participate.
And I would like to have your views, sir, and perhaps those of
the other members of the Board on this as a general principle.

MR. DEMUTH: I think that is a very constructive

and helpful amendment of the suggestion we put forward, and I
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would like to adopt it and say it would be highly acceptable.

Dr. Bernstein,

DR. BERNSTEIN: Mr,., Chairman, my first comment is
about the timing and interaction of the Bank's review process
with budgetary work of the center managements.

The problem which has been discussed at some length
here before and which Mr. Hanson addressed cn behalf of the
Directors is how to get a good reconciliation oflthe need
to preserve the management responsibility of the centers'
managements with the needs of the donors to exercise responsible
stewardship of their funds in their charge.

In reviewing the proposals imparagrarh 26 and 27,

did provide a good reconciliation.

I am not certain from Dr., Hanscn's comments whether
they aré fully compatible on every point. He did mention
the problem of the privacy of the relationship between the
Director and the Board of Trustees when the budget is being
approved., And I would agree that that's very important.
I interpreted paragraph 27 to suggest that that privacy would
be respected, but that at the same time prior to that point it
would beldesirable from all points of view for the Boards and

review teams to be able to have a dialogue. I think we would
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probably all agree that the most desirable and useful
situation is where these reports are primarily used for the
center's own management so that they can have a chance to
consider them and to act as they think is appropriate in the
light of their recommendation.

So that we do applaud those proposals in thece two
paragraphs, and I would hope that they would meet the
considerations that Dr. Hanson raised.

My second comment is concerned with the cost
efficiency element of the annual Bank reviews. In prior
meetings the donors stressed the need for a thorough ccst
efficiency review by the Bank staff since they would need to
depend heavily on this service as their primary source of
assurance on the efficient use of funds that they have provided
in lieu of direct checks by each donor.

In the substantive review area, of course, there are
a variety of reviews and checks going on, and we would not be.

as dependent on this type of function. But for cost afficiencg

we are virtually completely dependent unless we do it ourselveq.

And as the secretariat document suggests, we believe |

this component needs further strengthening. I think the

timing proposals that are in the two paragraphs I just mentionsd,

26 and 27, would of themselves help considerably in this
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regard.

Third; Mr. Chairman, we would wholehesartedly endorse
the suggestion in paragraph 20 of the secretariat's paper,
which deals with the need *o provide some indication of how
the actual implementation of the program relates to past
approved programs and budgets. -

Fourth, on the question of the problems of secondment
of personnel to help with this process, I share the view
expressed by Dr., Hulse, we would be glad to try to help, and
I think probably making some kind of consultants available is
a more feasible proposition for getting good people at the time
that you need them, the direct secondment of cur own staff.

Finally, Mr. Chairman, we would like to put forward
& proposal, in this case to the Bank. 1In the course of
considerable discussion during the last two meetings of the
Consultative Group, consensus emerged and the need for setting
financial limits on center budgets, subject to appropriate
adjustments., This was reflected in the secretariat paper for
agenda 9 at the last Consultative Group meeting, If I nay
read the two relevant paragraphs, that report to the group
said that reports of this kind can considerably advance the
common interest of the centers and the Consultatlve Group.

Ev1dently it will considerably facilitate the consideration of
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financial requirements by members of the Group. It will
help give effect to Group concerns about cost effectiveness
and should considerably enhance the value of budgeting as an
instrument of medium-term as well as annual planning for both
Group and centers., The report should help provide the
foundation for two other pieces of work desired by members of
the Group: the establishment of a notional ceiling of
financial support for each center over a period of years,
subject to adjustments for rising prices and for the cost of
additional activities undertaken with the endorsement of the
Consultative Group,

And the second, had to do with the point we have
already discussed, |

The paper for this agenda item describes the small
beginning in this direction in paragraphs 16 and 18, We
believe it urgent that the Consultative Group get on with
this task, given the rapidly rising and diverse requirements

that are coming forward for center Group financial support.

The fact that some of the centers have already provided leveligg
off proposals in their 1974 budget presentation should make it
easier to do this,

Consequently, we propose that the Consultative Group |

request the IBRD o provide on the basis of its appraisals
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and consultations with the managemsnt of the centers its
recommendations of the desirable financial limits for the
core and capital budgets of the individual center. These
would be based on stabilization of each center's program on
a specified set of major program goals, and we would be
subject to adjustments for rising prices and for the cost of
additional activities undertaken with the endorsement of

the Consultative Group, this being the language of the
proposal last year,

Specifically, the IBRD would be requested to provide
the proposed recommendation for IRRI, CIMMYT, CIAT, IITA, IPC
and ICRISAT for the years 1975 to 1978 prior to the Consultativ
Group meeting in the summer of 1974 for Consultative Group
consideration at that meeting, and to provide by the following
year provisional recommendations for ILRAD, ILCA, and other
programs operating by 1974,

The course of prior Consultative Group discussions
made it clear that a number of advantages are likely to accrue
from the Consultative Group practice of setting limits for the
financing that it is prepared to provide for individual centers

First, it should help to keep the activities of each
center adequately focused on one or a few major programs to

achieve the critical massing of efforts needed for significant

(5]

»”
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breakthrough,

Second, it would also help the management of the
centers to anticipate correctly financial availabilities for
a number of yesars ahead, and thus facilitate efficient program
and financial planning.

Third, both of these effects should facilitate working
out an appropriate division of labor and avoidance of unnecessary
duplications among the centers., As stated in several Consulta-
tive Group meetings, this becomes more important as the centers
multiply,

Fourth, these several effects in turn would help the
Consultative Croup members and +he Consultative Group
secratariat to relate forward planning on overall financial
availability, to planning for financial support of the individual
centers existing or proposed.

Mr. Chairman, this proposal was not meant to under-
emphasize in any way the excellent and highly significant
research work that is going forward at the centers, We applaud
this greatly and have been greatly encouraged by the reports
that have come forward this week from the centers., Whatever
is proposed to strengthen the management of resources must be
kept in proper perspective, recognizing that the basic purpose

of the centers is to produce better technologies that will
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increase the well-being of developing countries peoples and
the world focd supply. We are confident and proud of the
centers' role in this regard., However, the resources to expand
their efforts are scarce compared to the growing requirements
and they may become scarcer. They do nged careful husbanding
and management to permit the work of the centers to have the
fullest possible impact. That is the purpose of our proposal.

MR. DEMUTH: Thank you, Dr. Bernstein.

pr. Bell, I will call on you in a minute.

on your first point,on one of your pcints, Dr.

Bernstein, about the participation of review, program reviewerj
in the meetings of the Board of Trustees, the secretariat's
paper makes clear that it would be desirable for these
reviewers to be invited to an open part of this meeting, and
it was designed to enable precisely what Dr. Hanson has
suggested, and what you suggested, that they could make
suggestions, comments to the Board of Trustees at the oOpen
part of the meeting, while obviously the discussion and final
approval of the budget by the Board of Trustees would be done
in a private session of the meeting that those program
reviewers would not attend.

" poes this, Dr. Hanson, conform to the proposal you

had in your statement?




HOOVER REPORTING CO, INC.

320 Massachusetts Avenue, N E.
Washington, D.C. 20002
(202) 546 5656 '

95

DR. HANSON: Yes,

MR. DEMUTH: Good.

Now, on other parts of the péper generally, Dr,
Bernstein suggested notional ceilings be establishad for all

of the centers,

Mr, Bell, ,

MR. BELL: Mr. Chairman, I would like to make two
comments, First, I think we have got two issues before us
which need to be kept distinct. The first issue relates to wha
is called in this staff paper the budget review, what Mr.
Hanson was calling a few minutes ago the administrative review.
That is an aﬁnual process, it seems to me it is properly an
annual process, to bring to this Consultative Group each year
scme assurance that the actual operations of each center
weé are concerned about are being conducted efficiently, that
there are no cbvious, no serious wasteful practices under way,
that we are in some -- we can assure ourselves and our respec-
tive superiors that the money we are talking about is being
used effectively.

This process, as this staff paper notes, has only
begun, None of us woul%:be, starting with the secretariat,

nene of us is as yet satisfied that that work is yet being done

nearly well enough. And it requires the development of the
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equivalent of what is called in the United States Government
budget examination practices and tactics and training and
staffing and so on. And the secretariat presumably has that
job in its sights and will move on in that direction,

The second point which I think Mr. Bernstein has
very usefully directed our attention to is that all of us feel
the lack of something beyond the annual budget or administrative
review. We need something that gives us a much better
presentation, a much better set of data than we now have bafora
us which looks ahead two or three or more years, Mr. Bernstein
poses the question in terms of ceilings. We have looked at
it a little more broadly, and with the chairman's permission,

I would like to ask Dr. Hill, who has on our behalf been
struggling with the same set of issues, if you would permit
him, if he would just present our thoughts on this same issue
which I think is extremely important,

MR. DEMUTH: Thank you.

DR. HILL:; Thank you, Mr. Chairman.

It seems to me this whole business of planning ahead
in connection with the financing, not only of the individual
centers, but of the worﬂ;of the Consultative Group as well, is
a matter of major importance.

With respect to the centers, if one could loock at
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this matter, or think of Mr. Bernstein's presentation hers in
terms of the beginning of a concept of a 3-year rolling budget,
then to me this would begin to give the centers as much
assurance as can be given by a group of this sort as to what
they could look forward to, recognizing that when one is using
public funds to make grants, you always have to put in the
hudge of subject to the availability of funds.

But I would like to look at this, would hope we could
look at this, not so much as a matter of ceilings or constraint
that would operate in this fashion, but perhaps as a 3-year

forward planning arrangement in which we would discuss, not

t only what the centars thought they could @2, or what they

thought it would take to operate their programs, but as much
assurance as one could give, recognizing that the Consultative
Group also is going to have to do some guessing., But I think
this is fair; if the centers are going to have to guess what
their costs are going to be and what they are gecing to turn out
then it seems to me that we could at least go so far, I would
hope, as to express hopes as to what are the people who are
responsible for making the grants thinking about in terms of
their own program thoughts, assuming that they don't get caught
short with appropriations and all the rest of it,

It seems to me this is suggested to a degree in Mr.
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Bernstein's paper when he talks in the second or third
paragraph from the bottom about availabilities of funds as
well as the other side of the picture,

I think thers is one other matter of great importance
This subject, Mr. Bernstein's comments, dealt primarily with
one aspect, it seems to me, the availability problem. And
that's the use of funds in established centers. But there
is a second question of how many centers we are going to have
ultimately and who is going to be interested in financing themn,
And it seems to me this gets down, as I understand ik, to
gomething more than just adding up the prospects for funds
over the next two or three years and the prespacts for the
number of centers and their estimates of needs, because, as I
understand it, the individual members of the Consultativa Group
decide individually what centers they are going to support
and how much money they are going to put in. And it would be
possible, it seems to me, to add up your figures and say, yes,
there is enough money available simply because on one side you
have got X dollars that represent your best guess as to what
is forthcoming, and on the other side your best guess as to
what your costs are going to be. But when the chips are down,
you find that donor A, B, and C is not interested in financing

centers X, Y, Z, or other kinds of programs,
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So I think there is a second prcblem here that needs
to be dealt with by the Consultative Group on an overall
basis.

And to go back to Mr, Bernstein's proposal, the
effect of this, of course, would be to rule cut in effect
additional funds for staff or for equipmant or fbr buildings
during the 3-year period, even though a center might be able
to make a good case for it, even though it might'not be able
to shift resources to finance the needed staff, at least as
it sees it, and even though there is a CT donor that's got
money in his pocket that he is ready to put in that center
but not put somewhere else. I just raice that ag, it sesme +o
me, a possibility.

But leaving that one out, it seems to me there is a
whole complexity of problems here that need to be looked at in
on2 package by somebody. And as I see it, it affects +he
centers, and it affects the Consultative Group, and there needs
to be some discussion and talk back and forth and thrashing
this one out as was done in the case of a reporting, the thing
Mr. Ruddy was working on, without taking any hard position one
way or the other., But %:am just throwing out two or three more

problems, as I see it, and suggesting that the Group take a

lecok at the whole barrel of snakes while they are at it
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instead of one snake at a time.

(Laughter,)

MR. DEMUTH: Dr. Hill, as I guess the very existence
ofthe centers indicate, you usually are one jump ahead of us.

The second point that you have mentioned, which is
in terms of forward pPlanning for not only existihg centers,
but for new enterprises. we might endorse, is something that I
think we are going to begin to discuss tomorrow in terms of
the miorities paper that Sir John Crawford is going to
introduce to us. And I would not like to discuss that whole
issue, how we forward plan the activities of the Consultative
Group in terms both of existing centers and of ney activities
that we might undertake in the absence of the Technical
Advisory Committee, which I think is very much involved,

I think the point that is before us now is a somewhat
narrower point which is the annual progress and performance
reviews, which is an input into our genaral consideration of
how we move ahead and in what direction,

Dr. Bernstein and then Mr. Mathieson.

DR. BERNSTEIN: Well, without getting into the
discussion, as you suggested, Mr. Chairman, I think the concept
of rolling budgets is a very desirable one, But I think it

doesn't fully meet the kind of need that we are attempting to
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address with the notion of some type of budget ceiling.
The need there, and this was discussed at some length,
I think, in a prior meeting here, is to provide a capability
for all parties concerned -- centers, donors, this collective
group == to plan within given budget constraints, because we
have constraints, and we can estimate them and aﬁticipate them,
And if we don't do this knowingly in a more systematic way,
there are a lot of bad things that happen. You énd up with
your monies, for one unforeseen reason or another, in a place
where you don't want them, you end up on lower priorities
rather than higher priorities, you end up with undue program
spread of various kinds which we have all said we are trying
ﬁo avoid, And-also it seems to me this is not only helpful,
but really necessary in order to achieve anotherpurpose to
which Dr. Hill referred, that is, to be able to move when
needed on new initiatives, whether they are new centers or

new initiatives in old centers, because unless we establish

some sort of budget limits on the ongoing programs, you never
will know how much money is available to look at new initiatives.
And it will tend to get eroded in various ways so when you most
need it, it isn't there.=

Now, just a question of interpretation., I certainly

hac no notion that asking for this estimating over a two-year ;
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period would involve any rigidity in the freedom either of
the centers to precpose additional programs during that
period or for any donor of the Consultative Group to respond.
The general caveat intended was the one I mentioned which
would apply each year at any time, that is, the estimated
limits would be based on stabilization of each center's
rogram on a specified set of major program goals and would be
subject to adjustments for rising prices, and, I suppose I
should have said,for other financial factors outside the control
of the centers, such as exchange rate changes, and so on, and
for the cost of additional activities undertaken with the
endorsenent. of +ha Consultative Group, I think that woulld
apply at any point of time.

I do agree that this is a complicated and very basic
question in terms of the future of this Group in that it might
be desirable, as was suggested, to have some kind of a forum in
which it could be thrashed out perhaps at greater length
and more detail than may be feasible here.

MR. DEMUTH: Thank you, Dr. Bernstein.

Mr, Mathieson.

MR. MATHIESON:= Thank you, Mr. Chairman.

I suspact from the trend of the discussion so far

that what I want to say on this item will command a minimal
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agreement,

(Laughter,)

I also say it with undiminished respect for Mr,
Evans and Dr. Dion. 1In my view the reports which we have had
this year have had really no recognizable utility. I think
the centers are suffering, or liable to suffer, rather heavily
from over review.

What do we have already? We have inevitably, when
a Director is preparing a program, preparing a presentation
of an ongoing program for further budgetary period, he and his
senior staff review their program within the institute and
call for suggestions, reports, comments, from the scientific
workers who are there.

And then many of the centers under their Boards of
Trustees have a program review committee which reports to the
Board of Trustees.

Then, of course, you have the Board of Trustees who
also conduct an annual review, both of program and of budget.,

And then there is this proposal which I think is
still erdorsed by the Group which is referred to in paragraph
of the secretariat paper,, the review of reviews., It says
every 3 years or so, 3 to 5 years, there be an in-depth

examination of the scientific precgrams of the institutes by
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an expert panel,

We have also instituted a system of annual reviews
through the secretariat of the Consultative Group. And
frankly, the reports which we have had this year gave me, at
least, no information or suggestion which was not already
available in documentation produced by the centers themselves.
in their annual reports in and in their budget presentations,
but perhaps for the note on the IITA program of having to
look perhaps at this forage business in the program,

Now, they are admirably brief, succinct presentations
in different prose of the material which is already, to my
mind, readily availabla +a us. Now, if this nct a totally
unfair criticism, then should we not think, as Dr. Hanson
said, that we should have another look at the terms of
reference of these teams., If they are to be a continuing
institutional feature, then I think they should do something
rather different from what they have done sc far.

From the paper which we have from the secretariat,
it seems to me that in paragraphs 7 and 8 there is a contradic-
tion in terms, the terms of reference of the review teams.

It said with respect of program, the report would not seek to
evaluate the suitability of the program or to recommend

changes, But then in the next paragraph it says on budgetary




matters that reviewers should pay particular attention to the
!
cost effectiveness of the center's activities. Now, what do

{ ‘
we mean by cost effectiveness? Do we mean results from money
spent?

i
In examining the concept of cost effectiveness, l
the review team itself, the secretariat paper, I think, in [

paragraph 18, says the meagerness of comment on cost effective-

g ‘ness seems basically to have been due to the intrinsic difficuity
of the subject. And again in paragraph, I think it is |
r ‘|| paragraph 40 -- no, in paragraph 11, it says .o

offers some judgment though necessarily not in quantitative '

—

terms of the benefits that may be expected.

I don't see how one can really carry out any form
of cost effective rsview of what the centers are going or
propose to do unless you are evaluating the suitability of the
program. Is this leve; of expenditure liable to produce
certain valuable results?

To my mind, it sszems very difficult to separate
purely budgetary operations, the operation Mr, Bell was
referring to, all right if you are going to employ 15
( scientists in certain g;gdes, do you really have to spend all
that amount of monesy to get their services and the supportingI

services they need? That is one thing., But to go further in |

HOOVER REPORTING CO. INC. |
320 Massachusetts Avenue, N.F. 1
Washington, D.C. 20002
(202) 5466666




HOOVER REPORTING €O, INC. |
320 Massachusetts Avenue, N, |

-And I say that from my point of view, as people who have got

Washington, D.C. 20002
(202} 546-6666

106

a cost effective appraisal, is it worthwhile +o spend this

I

volume of money on these objectives, you cannot do that without
f
taking a critical view of the objectives of the programs and |

the measures proposed for pursuing these objectives.

|

So I do think that there is a good deal more thinking

t
required on the purpose, objectives, and terms of reference |

|

of a review of this kind, if indeed such a review is required.i
to decide whether they are going to commit money to something. |
We would find the material which we have presented to us in +he
documents produced by the centers themselves, supplemented
perhaps by the in-depth scientific external audit at a
reasonable periodicity totally adequate for our purpose.

MR. DEMUTH: Dr,. Bernstein and then Mr. Wortman.

DR. BERNSTEIN: Mr, Chairman, I think we may have a
semantic problem here, however, which has some important
substance behind it. Different people use different terms in
different ways.,

We would tend to refer what I thought the paper was

referring to as cost efficiency, to try to distinguish the

two points that Mr. Mathieson distinguished, that is, whethar i
i

distinguished from the results achieved in relation to the cost

resources are being used efficiently for a given purpose as




HOOVER REPORTING CO., INC.
320 Massachusatts Avenue, N.L.
Washington, D.C. 20002

(202) 546-6666

-well as the question of the ultimate impact, even though we

107

put into it. And, of course, they are both important, and
the latter ultimately is the most important certainly in
judging the effectiveness of our investment in the centers.
I am not sure about all the distinctions between a
parliamentary system of government and our own, but I think
that it is very important to us to be able to demonstrate

cost efficiency when we are defending requests for funds as

would agree fully that the latter is the basic thing that we
are concerned with,

I thought the sense here and of our discussion last
vear was that one or two people visiting for 2 waek are nat
in a very good position tc judge effectiveness, and that,
however, they can, if they are astute, able observers, observe
in independent fashion,that is independent from the people
responsible for managing the funds at the center, they can
observe how the program dces relate to the materials that
have been presented for funding budgets and the justifications.
And a brief description of that, that relationship, not of
the program, I thoroughly agree with the ability to dispense
with redescribing the program, but a description of that.

relationship, we would find very helpful,

But beyond that, I know of no other way that you can
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get a separate look at this cost efficiency question, and I
think our ability to mobilize continuing support in funding
very much depends on that. Because if there are independent
audits which turn up the fact that there have been some

|
|
|

inefficiencies and there was no procedure established to try td

investigate that possibility independently, we run the risk of

losing support. So that, although it might seem a more

our total support.

Thank you,

MR. DEMUTH: Thank you.

I must say that from the secretariat's standpoint,
we had interpreted our mandate in a narrower sense in which
you have described it rather than the broader sense that Mr,
Mathieson has described it,

Dr. Wortman, and then after that I would like to
give an oppertunity to Mr. Evans and Dr. Dion if they want to
say anything to perhaps join this dialogue,

DR. WORTMAN: Thank you, Mr. Chairman,

It seems to me that it might be useful for us to

think in terms of lonq-tg;m programs of reviews at the centers.

I know -- I believe it was about a year ago in the case of

CIMMYT, we attempted to take a look at the reviews which had
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been scheduled for the next four or five years, looking at the

scheduling, for example, of specific reviews, in that case for j
|
wheat and for maize, scheduling those, scheduling the period |

for the next external review, scheduling a time for an

administrative review, and so forth. It would seem to me that

|
perhaps a more appropriate way to approach the general question

of reviews would be for the secretariat, those who are doing
|
proposed by the centers for the next four or five years, and

then to schedule such supplementary visits -- in other words,
rather than to get into reqular visits every two years, such
that on a particular year you might have the CG two-man team :
there shortly after you had had a full-blown external review, E
in other words, they could lock at the system of reviews and

identify those particular periocds when from the standpoint of
the Consultative Group, the TAC, and the centers themselves,

it would be appropriate For there to be a special review by the

secretariat,

It also seems to me that because there are increasingly

number of specific special reviews which are being scheduled, {
that the secretariat wo%&d wish to be represented at these ;
special occasions, such as the review of the maize program, E
for example, which is scheduled for next Jaruary and doesn't |
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appear in Annex B at all, and yet it would seem to me it would |
be important to the Consultative Group to have its team there.!
J

At any rate, Mr, Chairman, I ias suggesting that the

secretariat might wish to look at a longer term, perhaps

rolling, scheduling of reviews of the various types and then
to be able to present to the Consultative Group and to TAC

the schedule of reviews which have been proposed to ask if

adequately informed and yet keep the number of reviews and
the scheduling of them to an appropriate level.
It would also, it would seem to me, facilitate the

scheduling of many of us who would like to attend functions o

-’

Fi

i
the vérious centers if we knew sometime in advance juct when
they are proposing to have them. We find ourselves surprised !
occasicnally with learning of an event which has been scheduled
by a center and then finding ourselves already committed to
something else at that time period. So I would suggest, ﬁf.
Chairman, the possibility of a look at a long-term system of
reviews by a center.

MR. DEMUTH: If I can just make one comment on that,

I think these reviews of sthe maize program and rice program

are the essential reviews of the programs of these centers.

They are done by the people who are the experts in the field,

. ;
: !
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and they are going to be the reviewers who advise the Boards o
Trustees, the Directors, and the TAC and the Consultative

Group whether the centers have the right emphasis, whether

e e g

there are things that have gone . to the point of diminishing
returns and ought to be cut off, and perhaps new activities |
added,

That is, I think, why last year we, as a group,
.decided that we would recommend to all the centers that they
arrange to have periodic external reviews of that type for
their programs.

The particular reviews we are talking abocut here are
much nparrower, have 2 much narrower focous, a2nd in a sensa, arei
less important, except to the extent that they may be importané
to get financial support. And that is a review to certify
to members of the Consultative Group that the program which
they approved and which they funded is in fact being carried
out or not being carried out, that is being carried out within
the budget that was approved or not within that budget, and
it's being carried out efficiently or inefficiently.

I am not sure that the reviews this year came across
that way, but as I undeggtand it, that was the purpose of the
reviews., And it's a complement to the more important reviews

about which you have been speaking.,
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I think Mr. Mashler wanted to say =--

Df. Yriart, and then I want to call on Mr. Evans
and Dr, Dion.

MR. YRIART: Very briefly, sir. I hope it's a
contribution. It's a bureaucratic contribution,

I have been getting a little confused trying to put

order in my understanding of what is being discussed. I

that are being mixed up a little bit, I think. I think we
l
have been talking about what we would call monitoring, we have |

been talking about evaluation, and we have been talking about

o a

mediun-term planning and sort of coniusing them all.
I would wonder what you need it for. You have given
some reasons now.,

Mopitoring, essentially you need to control and make
sure you don't depart from your objectives. Now, dc you in
this height of your operations need to control closely the
centers, either for budgetary reasons or to make sure that
they don't depart from objectives? If you don't need it, it is
expensive.,

What is it tha# you need? You need to fix priorities
That you do. Thatwould be a combination perhaps of evaluation_

and medium-term planning,
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But above all, it seems that your first priority
is fund gathering to make sure that governments in allotting
resources are doing so to causes that they think are worth-
while. So you would have then two priorities: either what is
more important at the present time, that you establish for
governments a case, or that yocu fix priorities,.and that is
medium term planning,

I think if you could probably divide ﬁhese things,
you would come up with rsasonable procedures for what you have
to do.

MR. DEMUTH: You may need both, Dr. Yriart. And T
think the program that we aoreed on last vear would provide
both.

MR. YRIART: I sece.

MR. BELL: The point I think that Dr. Bernstein and
that we have been pushing toward is very well underlined by
Dr. Yriart's comment. We do not feel that the medium-term
planning process is nearly good enough yet. We think that
the monitoring process is not bad, although it has got a lot
of evoluticn still to come. The evaluation process really
hasn't started yet, excggt insofar as it was already going on
in the centers befere this Consultative Group entered the

picture,

|
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But the medium-term planning process is very

ineffective at the present stage. This is not a criticism of
anybody, this is imply a report on how far along we are in our |
business., And we urge that attention be paid to it. Joel

puts it in terms of the development of ceilings, We prefer

to use other terminology, but we are driving at the precisely j
|
the same thing, namely, that we need some sort of apprxoimately

|
can give us all a much firmer sense of where we are and where
we are going, the centers, the donors, the secretariat, than

we have to date,

Now, I don't urge that we try to settle this around |
the table today, but I do urge that it is unfinished businessi
and perhaps scmehow we ought to assign either to the staff of |
the secretariat or maybe even to some subcommittee of this
Group, or a special group created for the purpose, the task
of designing a way to respond to this need that we feel isn't
yet being met, Perhaps it could be done =-- something useful |

the

could be done between now and/November meeting which would

enable us to look at the question again in a much more orderly

fashion and with appropriate staff or appropriate paper before |
o
us, so that -- I did not want to accept your comment that we

have got all of this in our sights. I think that piece of the
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thing is not yet sufficiently in ocur sights.
MR. DEMUTH: Thank you,

Dr. Yriart,

MR. YRIART: Just a word of warning because for four

. |
planning, and we have tried it seriously. It is very difficult

|
to do medium-term planning. But medium-term planning with a |

monetary instability, of inflation, and considering the

.cost tag added to us so far in the present situation of !
|

operation, the type of operation that we have which are very
similar to those of the centers, we have not discovered the !
formula vet,

So if you are going to face this sort of thing, I
wouid say that in the terms of reference to whomsoever you
put to think on these, bear in mind that to put a tag nowadays |
to medium-term -- a price tag tc medium~-tarm planning, is
very difficult indeed.

MR. DEMUTH: Mr, Yudelman,

MR, YUDELMAN: I would like to make one comment.
That is that the President of the Bank shares the views that
Mr, Bell has expressed.s,The only difference is he has talked
in terms of a 5-year program.

Thank you.
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MR. DEMUTH: I would like to call on Mr. Evans at

this point. I told him I was going to call on him,

MR. EVANS: Thank you very much, Mr. Chairman, for |
giving me the opportunity. I have listened with great interesé
and some enjoyment, I may say, to the discussion of this. |

Dr. Hanson was kind enough to tell me of the dis-

cussions he had with his co-directors, and in fact discussed

myself very much in agreement with his proposals for improving
the utility of the reviews, and if it is the decision to

continue with reviews of this kind, I believe that nearly all

his proposals would ba workahle and desarvs seric: o

I may say that Mr., Mathieson was also courtzous enougL
to indicate to me that he was going to refer this afternoon
to the total inutility of the reports done by Evans and Dion |
this year. And I fully understand why, from his point of
view, they did not give him what he wanted.,

I think I would just like to comment on a few points,
Mr. Chairman, of a rather wide subject, First of all, there
clearly is a need for more consideration about terms of
reference. The reports this year were descriptive, nct entirely
deécriptive, I think there was perhaps a little bit more to

them than that if they were carefully read, but they were
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certainly descriptive. And if you look at the terms of reference
you will see the first page is asking the people in four
places to describe this and describe that, and on the second
page again it is really a call for description.

Also, there is some reference to analysis, but not

very much. And I believe it is possible greatly to improve the
terms of reference to make them more significant and to
reflect more closely what is wanted.

I might just refer to the fact that what is wanted
may be wanted by three separate groups of people. The reports
have apparently been read by TAC. I am not quite sure what

their conssnsus iz, We have hoard soms oomasnts Shat th

th

reports were useful. Perhaps we may hear more tomorrow.

The work of these review teams may also be of some
use to center directors. I believe that in some ways they have
been. And it is clear this afternoon that the Consultative
Group donors also have requirements from these reviews.

I don't think it would be too difficult if we had
a small terms of reference committee on which there would be
representation of Directors and donors, possibly a TAC man,
with the secretariat, to get terms of reference which would
lead to greatly improved reports next year.

It is a pity that this year there is very inadequate
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I
treatment of the relationship of programs to expenditures. !
Had it been more specifically asked for, there might have beenI
more in these reports. I am not sur2 that there would have
been, But, Mr. Chairman, I don't believe this is necessarily
due to the intrinsic difficulty of the subject. There is a
reference to that in the secretariat's paper., I think it's

due this year to two reasons: First, that it wasn't clearly

-enough asked for or specified what was wanted; secondly, I '

don't believe that the center Directors were ready for it. !
If this is wanted and if center Directors know what is wanted,!
it would be perfectly possible to provide, I think, the kind
of information which it ie indicated +hat donors would liks to |
have.

It is perfectly possible also to quantify the
relationship between programs and expenditures, and there is
a whole range of possibilities here *hat are very sophisticated
economic processes for relating investment in research to
benefits. Some of these are so scphisticated that they are
almost useless, But without going as far as that, I believe
it is possible to intrcduce quite a large amount of quantifica-
tion into it, and reports would certainly be, I believe, more

useful if that was to be done, I think it can be dcne,

I entirely agree that it is better to have two
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reviewers than one. And I think that the timing is one of the!
most difficult things to resolve. This year the timing was
extremely difficult. But some of the suggestions made by Dr.
Hanson, I think, would go some way to relieving that.

Lastly, Mr. Chairman, I do think that in considering |
what kind of report you want, it is important that you get

som2 continuity married with soms new look each time you have

standardization of approach because if you merely employed
different consultants each year, you will get very varied kind%
of reports which would be guite hard to digast,

Thank you, Mr. Chairman.

MR. DEMUTH: Thank you very much, Mr. Evans.

Dr. Dion, do you want to add to that?

DR. DION: Thank you, Mr. Chairman.

I have been very interested in the debate, and I
must say I have a great deal of sympathy for all of the
difficulties that have been discussed. If I were to choose
a point of view that I wish to support, I think I would
support Mr, Mathieson's.

(Laughter.)

I think the fundamental question that has to be

addressed to this group is whether or not there should be an
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annual review and what its function is. I think there is no |
question that we need to look at the various functions that Dr.
Yriart discussed. I think the question of medium-term planning

in my mind is very easy and very straightforward, should not |

be done by appointees of the secretariat of the Consultative
Group. It is the primary responsibility of the institutes

themselves and their Board of Trustees. If anybody else

destroying the functions of the Board of Trustees, destroying
the autonomous independence of the institutes which is one of
their chief virtues,

DR. BELL: Point of correction, Mr, Chairman., I
am talking about medium-term planning for the Consultative |
Group, not for the institutes. Quite different.

DR. DION: I am not sure I recognize the difference,
Dr. Bell, but there may be one,

DR. BERNSTEIN: There is an important difference in
ocne respect, if I may, Mr. Chairman. It would be, I think,
too much to expect the management of a particular center to
concern jtself with the allocation and reservation of resources

from some kind of total availability for purpcses of other

centers existing or which might sometime exist in the future. |
|

|
This is a function of this Group, and I can't see how it would
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be possible for the management of individual centers to deal r
with that, our problem is to reconcile that in the procedure !
which does not interfere with the integrity of the management ‘
of the individual centers, which I think is a possible thing
to do.

MR. DEMUTH: Thank you, Dr. Bernstein,

DR. DION: I recognize that point. I think it is

.@ slightly different point than the point of setting ceilings

for individual institutes and maximum budgets, and this kind
of thing, which I still feel very strongly are the prerogative
of the Board of Trustees.

i I think it is very important for us +o recognize that
what we are dealing with is a very sensitive type of plant.
I feel very strongly, as we all do, in the importance of

the international institutes., I think they are experimental
organisms which the foundations began and they have flowered
with tremendous success., I think we have to be very careful
how we nurture them since their care has been partially

transferred to our hands.

I think there is the problem that Dr. Bernstein

refers to, future pPlanning for other operations. But I think

' . -iithat the individual operations of the institutes should not be
i t '

interfered with nor should the Consultative Group interfere
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in the relationships between individual institutes and
individual donors. I think that is a very private and
personal relationship,

With regard to the monitoring function and the questicn
of cost efficiency, I think these kinds of questions are very

important. I don't think they can be dealt with in any way

by a team of one or two visitors on an annual basis., I think |
.that is completely impossible and unrealistic. That has to
be done, in my view, by a team of specialists in the narrow
area that is being examined which can relate the technical

promise of the program to the benefits that are ocbvious.

: 4 Yasd o qada oy o s sth o+ 2 o o WA m— : T,
I think Dr. ¥riari ctruck a responsive notes in me
e |

when he indicated that he thought one of the important function
was in fact fund raising and that the annual review was to be
some kind of a link in fairly comprehensible language.between
the institutes and the political entities that are liable to
be supporting it,

I think I have one virtue as a reviewer. I think

I am competent to recognize a good thing when I see it. And

I have concentrated on that.

The question of pointing out inefficiencies, I think

| is a very different thing, and that I would say I am completely

incapable of recognizing since I recognize that we are dealing
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with some of the world's best pecple in the areas in which
they are cperating, directed by the best people that can be
found on the face of the earth to direct these institutes,
It would be arrogant of me to point out how much better they
can do their work than they are doing it., And I would not be
a party to that kind of operation.
I think in view of this, I would strongly support |
Mr, Mathieson's proposal that we recognize that we are dealing ;
|
with the best people that can be obtained to do these functions:
1

for us, and that we should rely on the progress reports that

they prepare. I think there are individual problems of progreas

L¥1]

{ reports that individual donors mav have. and T think it is
the responsibility for individual institutes to supply the
individual needs of their individual donors. I don't think
these are general problems that have to be widespread over
all of the institutes for all of the potential donors, 1
I think if I were to have one word of warning to the |
Consultative Group, I think it is to say that there is some
degree of apprehension in the institutes with regard to the ‘

function of the Consultative Group., And I think we have to

examine what our particular role is, whether we are in fact

g'a Consultative Group which comes together to discuss internationa

- research on a basis of common interest, but recognizing our
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|
individual enthusiasms and the right of individual agencies to |

pick and choose among the possibilities, I think it is very

hazardous for us as a group, Censultative Group, which

consults together to take definitive action and to act as a i
|

consortium, a management consortium, rather than a Consultativé
Group,

From this point of view, I have, as you will
.appreciate, considerable sympathy for Mr. Mathieson's point of |
view., I think the basic question is whether or not these
annual reviews should be conducted. If they are conducted, fo£
what specific purpose?

/ _ Thank vou very much.
MR. DEMUTH: Thank you, Dr, Dion.
It is getting late, and I think we are going to have

to call a halt to this meeting this afternocon. So we will

keep the item on the agenda for discussion first thing tomorrow.

I do want to make this suggestion before we adjourn, |
I am convinced by this discussion -- and incidentally, itfis
the discussion of the same series of issues intertwined that

we had last year and which I think was the most difficult

| discussion we have had since the Consultative Group was =

created.

There are a lot of different issues here. I +hink
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!
there is no doubt, and I want to say this because I don't i
’ |
want to leave, close the meeting on the note that Dr. Dion f
sounded about a management consortium. The one thing that

the Consultative Group, in my view, has been very, very carefu#
about is not to interfere with the management of these centersj
I think there is unanimity of view on that on the part of
everybody around the table.

About other aspects of this review process, I see

no unanimity of review. I think we are talking about three

different processes, as you pointed out, Dr. Yriart, and I

think we are talking about some donor governments and agencies!
|
|
don't feel the same requirements in order to continue to provide
their financial support.
Because of these intertwined issues and the many
differing views, I am personally very much taken by Dr.
Bell's suggestion of a subcommittes that could meet -- and I
want to say to you now that it is my intention tomorrcw, after

we conclude this discussion, to put that suggestion to the

Greup for their views, and I would like to have you think about

it overnight. ‘

I would also like to ask the Directors when they meet

| tomorrow to discuss specifically Dr., Bernstein's suggestion

of some sort of notional ceiling for a 3-year period and to

express their views on that to us, presumably when they come
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back on Friday morning, because this item is going toc have to
be put on the agenda again in November, hocpefully if we agree
on a subcommittee with the benefit of reccmmendations from tha |
subcommittee,énd the Directors' views would be a very

interesting and important input into the subcommitteea's

consideration.

Dr. Boon-Long, is there something you want to say
.tonight? !
DR. BOON-LONG: Yes, may I take just one minute to
give food for thought for the Group?
What I have besen thinking that we are having
( censideration from two points of view, from the developing
countries standpoint. One islthat if the center picks up
a problem, whether it is going to develop into the size of

elephant or the size of a car key, and onepoint of view is

that if we give something as food for it to develop into the !
i

size of a car key, it would be just as useful to the developing

|

countries as one which developed to the size of an elephant,

. And I would like to express this view that in terms of

ﬂ developing countries trying to adapt and learn ways of research
| | 1
from this institute, there is a way that we like to develop

is that the cheapest way possible. Institutes and international

centers which have available funds may tend to go in for very
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