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hecut 4 ve S w r y  - 
A p r i o r i t y  agenda f o r  ICRISAT i s  t o  coope ra te  

w l  th  b a t  i o n a l  A g r t c u l t u r a l  Research Systems 

( M A R S )  t o  f o s t e r ,  f a c i l i t a t e  and seq-n!e 
r e s e a r c h  on mandate crops,  a g r t c u l t u r a l  

resources ,  t e c h n o l o g i e s  and i n s t  i tiit i ons  

t owa rds  a s s u r i n g  a  b e t t e r  l t v e l l h o o d  f o r  t h e  

r u r a l  peop les  o f  the s e m i - a r l d  t r o p i c s .  and a 

s u s t a i n e d  development o f  t h e i r  c o u n t r i e s .  

The o v e r a l l  o b j e c t i v e  o f  t h i s  t e c h n i c a l  

c o o p e r a t i o n  i s  t o  promote r e s e a r c h  and t h e  

development o f  available manpower i n  N A R S  so 

t h a t  improved t e c h n o l o g i e s  g e t  adopted 

exped i  t i o u s l y .  

ICRISAT's m i s s f o n  o f  t e c h n i c a l  coopera-  

t f o n  i s  aimed a t  u p g r a d i n g  s k i l l s  t h r o u g h  

t r a i n l n g  and s h o r t - t e r m  d e p u t a t i o n  o f  NARS 

scientists t o  i t s  r e s e a r c h  c e n t e r s ,  and b y  

speed ing  t h e  s o l u t i o n  o f  s p e c t f i c  prob lems b y  

c o l l a b o r a t i v e  resea rch .  F u r t h e r ,  ICRISAT has 

launched r e g i o n a l  ne tworks  t o  f a c i l i t a t e  

r e s e a r c h  l n f o r m a t  i o n  exchange and t a  

s t r e n g t h e n  r e s e a r c h  r e l a t e d  l i n k a g e s .  Oata 

and resea rch  m a t e r i a l s  i n c l u d i n g  e l i t e  

germplasm a r e  f r e e l y  exchanged b y  I C R I S A T  

w i t h  NARS; we encourage exchange of 

s c i e n t i s t s  and t e c h n i c a l  s t a f f .  and p r o v i d e  

d i r e c t  a s s i s t a n c e  i n  s p e c l f i c  cases c . g . ,  

specialized m a t e r i a l  o r  c o n s u l t a n c y  v i s i t s .  

ICRISAT8s s t r a t e g y  f o r  t h e  yea rs  ahead i n  

t e c h n i c a l  cooperation w i l l  be f l e x i b l e ;  ou r  

response  would v a r y  w f t h  t h e  r e s e a r c h  and 

development c a p a b i l i t i e s  and needs o f  N A R S .  

We a im t o  s t r e n g t h e n  NARS r e s e a r c h  b o t h  i n  

t h e  a reas  o f  a p p l i e d  and a d o p t l v e  research, 
so  t h a t  I C R I S A T  s c i e n t i s t s  can  c o n c e n t r a t e  

o n  tssues  r e l a t e d  t o  r e s e a r c h  f o r  t h e  

development of  improved and Snnova t i ve  

technolog4es.  
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1. I n t r o d u c t i o n  

The te rm t e c h n i c a l  coope ra t i on  ( T C )  was chosen by t h e  group t o  r e p l a c e  

t h e  o r l g l n a l  " t e c h n i c a l  ass i s tance "  a f t e r  considering a  wide range of  

o p t i o n s  t h a t  wou ld  b e t t e r  i n d i c a t e  t h e  p a r t n e r s h i p  between NARS, 

ICRISAT, and mentor i n s t i t u t e s  ( M I ' S )  i n  deve lop ing and d i ssemina t i ng  

new techno logy.  I n  do ing  t h i s  1 t was r e a l i z e d  t h a t  a  pu re  t e c h n i c a l  

ass i s tance  component e x l s t s  i n  T C .  We b e l i e v e  TC a l s o  i nc ludes  

feedback t o  ICRISAT f rom NARS i n  a c t i v i t i e s  t h a t  a re  m u t u a l l y  

impor tan t  f o r  s t r e n g t h e n i n g  b o t h  ICRISAT and NARS a g r i c u l t u r a l  

r esea rch  and development. 

D iscuss ions r e v o l v e d  around t h e  major premise t h a t  TC's main purpose 

f s  t o  f i n d  ways t h a t  ICRISAT can work w i t h  NARS t o  e v e n t u a l l y  

s t reng then  t h e  a b i l i t y  of NARS t o  do research.  Thus t h e  s t r a t e g i c  

p l a n  developed suggests ways t h a t  I C R I S A T  might  ac t  I n  o rde r  t o  

e x p l o i t  t h e  complementar t ies  among NARS, M l ' s ,  o t h e r  i n s t i t u t e s  and 

ICRISAT. 

2, M i s s l o n  Statement 

The group i n d e n t i f f e d  t h e  f o l l o w i n g  major i tens f o r  ICRISAT's mi ss ion :  

ICRISAT's t ask  I s  t o  work w i t h  NARS 

a t o  f os te r ,  f a c i l i t a t e ,  and conduct research on mandate crops, 

a g r i c u l t u r a l  resources,  techno log ies ,  and l n s t i t u t l o n s :  



r toward assur lng  a b e t t e r  1 t ve l  lhood fu r  people dependent on 

resource - poor, r a i n f e d  agriculture i n  the  semi-ar id  t rap lcs .  

and 

r t o  lead t o  the sustained development of t h e i r  coun t r ies ,  

I t  was a lso suggested t h a t :  

ICRISAT w i l l  have achieved i t s  miss ion when the  NARS o f  the devcloptng 

coun t r ies  i n  the SAT can meet t h e i r  coun t r ies '  research needs without 

t h e  cooperat ion o f  I C R I S A T .  

Based on these suggestions the f o l l o w i n g  ~ d l f f e d  mission 

statement was proposed ( t h e  heavy p r i n t  f n d i c a t f n g  changes from the 

o r i g i n a l  statement i n  the Approach Paper: 

The r a i n f e d  SAT and other  resource poor reg lons growing ICRISAT 

mandate crops must be made more product ive and t h e i r  a g r i c u l t u r e  mare 

prof  i t a b l e  and sustainable. Only then can people I n  these regions 

have b e t t e r  l i v e s  and c o n t r i b u t e  e f f e c t i v e l y  t o  na t iona l  development. 

ICRISAT w i l l  f os te r ,  f s c l l i t a t e ,  and conduct research on mandate 

crops, a g r i c u l t u r a l  resources, technologies, and i n s t i t u t i o n s .  This 

research w i l l  aim t o  increase the product i v f t y ,  versatility, and 

s t a b i l i t y  o f  ICRISAT's mandate crops, and suggest appropriate ways of 

us ing i t s  crops i n  e x i s t i n g  and improved farming systems opt ions. 

Emphasis w i l l  be given t o  the  jud ic ious  use and management o f  natura l  

and human'resources. I C R I S A T  w i l l  undertake t h i s  mission i n  

par tnership w i t h  NARS and w i t h  other  institutions. I C R I S A T  wh i le  

shar ing research w4 t h  NARS w i l l  encourage NARS t o  accept increasi  ng 

research r e s p o n s l b i l i t y  so t h a t  NARS can so lve t h e i r  s p e c i f l c  problems 

and q u i c k l y  prov ide technology t o  t h e i r  farmers. ICRISAT w i l l  ad just  

i t s  research t o  meet the  s h i f t s  i n  research r e s p o n s t b i l i  t i e s  w f t h i n  

t h e  par tnership.  

3. Technical Cooperation 

Linkages between ICRISAT and NARS have been g r e a t l y  strengthened f n 

recent  years by the establ  i shment o f  I C R I  SAT regional  programs and 



networks .  NARS wi4 l be f u r t h e r  s t rengthened through p a r t n e r s h i p  I n  

resea rch  and development by  a  TC framework t h a t  p rav ldes  f o r :  

r upgrad ing  resea rch  and t e c h n i c a l  s k i l l s .  

r a  more e f f e c t i v e  i n t e r f a c e  f o r  l d c n t i f y + r \ g  problems and 

p r  f o r 1  t i r i n g  resea rch  needed. 

r a l l o c a t i n g  resources t o  suppor t  t h i s  research aimed t o  

genera te  s u s t a i n a b l e  a g r i c u l t u r a l  and a g r o - a l l  i e d  i n d u s t r i a l  

systems. 

a channe l i ng  t h e  f l o w  o f  a n a l y s i s  and syn thes i s  o f  i n f o r m a t i o n  

between NARS, mentor i n s t i t u t i o n s ,  and iARCs t o  d i r e c t  

r esea rch  a t t e n t  i o n  t o  t h e  most urgent  resea rchab le  problems. 

r i d e n t i f y i n g  research and development a c t i v i  t i e s  t h a t  can be 

t r a n s f e r r e d  t o  NARS f r o m  t h e  IARCs where NARS have a  

comparat ive  advantage. 

4. S t r a t e g i c  P l a n  f o r  Techn ica l  Coopera t ton 

The purpose o f  t h e  s t r a t e g i c  p l a n  i s  t o  yrogidta a  framework f o r  

innovative and p r o d u c t i v e  c o l l a b o r a t i v e  programs between WARS, 

ICRISAT, and Mls t h a t  w i l l  focus on ICRISAT's m iss ion .  Thus ICRISAT 

will con t i nue  t o  p l a y  an e s s e n t t a l  and c e n t r a l  r o l e  I n  b i l a t e r a l ,  

r e g t o n a l ,  and g l o b a l  r esea rch  i n  i t s  mandate areas and c r o p s .  

ICRISAT's o v e r a l l  o b j e c t i v e  i n  Techn ica l  Cooperat ion i s  t o  

promote resea rch  and d e ~ e l c ~ m e n t  o f  a g r l c u l t ~ ~ r a l  and a g r o - i n d u s t r l  a1 

p r o d u c t i o n  such t h a t  t h e  WARS develop e r p e r t i s e  and i nc rease  t h e i r  

a b i l i t i e s  t o  meet t h e i r  own needs w i t h o u t  ICR14AT1s i n p u t .  

4.1 ICRISAT's t e c h n i c a l  coope ra t i on  w i l l  develop manpower, 

c o l l a b o r a t e  i n  development of  technology, evo l ve  1 i nkr  among research 

groups and among s c i e n t i s t s ,  p r o v i d e  ass is tance,  and move and exchange 

techno logy and i n f o r m a t i o n .  These can be o u t l i n e d  i n  s i x  elements:  



4 . 1 . 1  Upgrddlng s k i 1  li: t o  '"prove the  c d p ~ b \ l i t y  o f  Ft i lRS t e  dti 

resea rch  and c a r r y  on deve lc lpmnt  t h e ~ t .  s t a f t  can come t o  ICRISAI for  

Spec ia l  i r e d  s h o r t  courses and sho r t  t e rm  deputa t  tons when the need 1 s  
i d e n t i f i e d .  

4 . 1 . 2  C o l l a h o r d t l v e  ass i s tance  and supyor.t: t u  speed the s o l u l i o n  o f  ---.--..-- .- - -  ..." .."* 
S p e c i f i c  problems faced by NARS, ass i s tance  can be g i ven  th rough  t h e  

p o o l i n g  o f  r esou rces  and manpower f o r  c o l l a b o r a t i v e  research,  and when 

needed donor suppor ted b i  1  a t  e ra1 research.  

4 . 1 . 3  -- Networks: p r o v i d e  l i n k s  a m n g  NARS, ICRISAT, M I ,  and o t h e r  

r e g i o n a l  and i n t e r n a t i o n a l  i n s t i t u t i o n s  and t h e i r  s c i e n t i s t s  t o  use 

more e f f e c t i v e l y  e x i s t i n g  s t a f f  and f a c i l i t i e s  t o  s t reng then  NARS 

research.  These l i n k s  a re  formed through a c t i v i t i e s  such as 

c o l l a b o r a t i v e  research,  workshops, and m o n i t o r i n g  t ou rs .  Networks 

f o rm  a  Dar t  o f  t h e  ICRISAT framework t o  f a c i l i t a t e  a l l  T C  elements. 

4 . 1 . 4  -- Exchange of  scientists and t e c h n i c d l  s t a f f :  t o  a l l o w  In -dep th  - .---- - -..-.--- - " "-""---."". .- 
involvement and upg rad ing  o f  r esea rch  c a p ~ b i  11 t  i e s  of b o t h  NARS and 

ICRISAT, s c i e n t i s t s  f rom NARS a r e  seconded t o  lCRlSAT t o  become an 

i n t e g r a l  p a r t  of  t h e  resea rch  e f f o r t  f o r  pc r i od5  of a t o u t  one o r  two 

years .  L i kew ise  s c i e n t i s t s  f rom IIRISAT move i n t o  NARS research 

programs as need f s  iden: i f?ed.  

4 .1 .5  --,- D i r e c t  ass i s tance :  - . -. - D i r e c t  rcsponsu t o  spec i f  l c  requests  by 

NARS t o  meet i d e n t i f i e d  needs such as spec ia l  m a t e r i a l ,  o r  c o n s u l t a n t s  

f o r  s p e c i f i c  t a s k s .  A s  NARS become b e t t e r  a t  i d e n t i f y l n g  t h e i r  needs 

such requests  can be expected t o  increase. 

4 . 1 . 6  L i t e r a t u r e  and data:  t h i s  1 n ~ i ' ~ d e s  i n f o r m a t i o n  synthesis,  

r e t r i e v a l ,  c o l l a t i o n ,  and d i s s e n i n d t i o n  and 4 1 5 0  data  base 

comp i l a t i on ,  a n a l y s i s ,  and exchange. The l i b r a r y  a n d  documentat ion 

se rv i ces  a t  ICRISAT a r e  be lng  s t rengthened t o  meet t h i s  demand. 

5. Coping with Change 

By t h e  year  2000 and a f t e r ,  ICRISAT, f f  i t  has been e f f e c t i v e  i n  

implement ing i t s  m iss ion ,  w i l l  have completed p o r t i o n s  of  i t s  tasks  i n  



a p p l i e d  and adapt i v i  research f n  c o l  labora t  i o n  wt t h  the NARS. Uherc 
necessary these tasks  w i l l  be c a r r i e d  on by  t h e  NARS. I n  southern  

A f r i c a  f o r  example SADCC a s p l r e s  t o  s e l  f - r e 1  lance i n  t h e  reg ions1 

a c t i v i t i e s  t h a t  ICRISAT 1s i nvo l ved  i n  so wc a r e  p lann ing  i n  t h e  l ong -  

t e rm  t o  a s s i s t  i t  t o  take these over .  Ttris str 'a legy w i l l  l ead  t o  a 

more dynamic ICRISAT response t o  t h e  e x t e r n a l  cnv lronment i n c l u d i n g  

NARS a s p i r a t i o n s  and donor requ i rements .  

Desp i te  t h i s  s h i f t i n g  r e s p o n s i b i l i t y  t o  NARS i t  i s  expected t h a t  

ICRISAT w i l l  con t i nue  t o  f i 11 a need r n  many NARS whose government 

p o l i c i e s  con t i nue  t o  deemphasize a g r i c u l  t u rd1  research. ICRISAl 's 

S t ra tegy  w i l l  t h e r e f o r e  need t o  cope w i t h  s t reng then ing  NARS on onc 

hand a n d s t a t i c o r  d e c l i n i n g  NARSon t h e o t h e r .  ICRISAT's s t r a t e g y  

shou ld  he t o  develop a c l o s e  l l a i s o n  w i t h  each coun t r y  so a s  t o  be 

aware o f  i t s  problems and s t reng ths .  8y knowing t h e  s p e c i f i c  needs o f  

each NARS, ICRISAT can then develop an app rop r i a te  r e g i o n a l  approach 

o r  program. Wi th  t h e  r e g i o n a l  programs f i r m l y  based on NARS needs, 

then t h e  r e g i o n a l  p r o g r m s  can be used t o  develop a s t rong  and 

a f f e c t i v e  g l o b a l  approach. Th is  f rom the  bot tom up approach i s  i n  t h e  

oppos i t e  d i r e c t i o n  t o  t h a t  o f t e n u s e d  by ICRISAT i n  deve lop ing 

p o l i c i e s  f o r  i t s  o rgan i za t fon .  

The s t r a t e g i c  p l a n  should be f l e x i b l e  t o  address t h e  

consequences o f  major changes, For example changes are  expected i n  

t h e  SAT, r e g i o n a l ,  and wor ld  supply and demand f o r  ICRISAT's mandate 

c rops,  t h e  compet i t  iveness o f  t h e  fa rming systems assocfa ted w i t h  

these crops, t he  t echno log i ca l  t r ends  i n  t h e  e x t e r n a l  and i n t e r n a l  

environment, and i n d i v i d u a l  c o u n t r y ' s  needs, v i e ~ s ,  o b j e c t  i ves ,  

p o l i c y ,  and a g r i c u l t u r a l  development. Our s t r a t e g y  must  be t o  be 

prepared t o  respond t o  these changes. 

One f a c t o r  t h a t  ICR1SAT shou ld  p lan t o  r e t a i n  i n  face o f  change 

i s  a c o o r d i n a t i o n  r o l e  o f  t h e  i n fo rma t fon  and gene t i c  m a t e r i a l  o f  i t s  

mandatecrops,  Thus i n T C  I C R l S A T w i l l  always be i n a p o s i t i o n  t o  be 

t h e  d e p o s i t o r y  f o r  i n f o r m a t i o n  and m a t e r i a l ,  o r  a t  l e a s t  know where 

t h e  i n f o r m a t i o n  and m a t e r l a l  can be obtained, f o r  ICRISAT's mandate 

c rops and reg ion .  

9 



For tuna te l y ,  we have exper ience at  I C R I S A T  i n  te rmlnat  i ny  

research areas as we have made major novas and changes I n  southern 

A f r i c a  and West A f r i c a n  locak4ons. Ye should examlne and analyze 

these exper iences and document t h e  steps Invo lved.  By so doing, we 

w i l l  be ab le  t o  assure ourselves and our s t a f f  t h a t  t he  institute w i l l  

l i v e  up t o  I t s  own values and standards I n  cop ing w i t h  t he  changes 

t h a t  ou r  s t r a t e g i c  p lann ing exposed as important and needed. 



A. Relative l apo r t snce  of D i f f e r e n t  E l a w n t s  o f  T,C 

I n  o r d e r  t o  PO01 our pe rcep t i on  o f  t h e  p r i o r i t y  o f  elements o f  

t e c h n f c a l  cooperat  i o n  g iven i n  pard  4, a group e x e r c i s e  based otr us ing  

a d e c i s i o n  making process was c a r r i e d  ou t .  The r e s u l t s  a r e  shown i n  
t h e  a t t ached  f low-diagram. I n  t h i s  exe rc l se  t h e  8 c o r n i t t e e  members 

[ ~ e v e l  21 cons idered t h e  importance o f  each element [Leve l  4 1  f rom t h e  

p o i n t  o f  v iew o f  ICRISAT's r e l a t f o n  wlth p r i v a t e  HARS (PNARS), 

government NARS (GNARS) i n c l u d i n g  Un ive rs l  t i e s ,  and mentor 

i n s t i t u t i o n s  (MI )  [Leve l  31. The members r a t e d  the  Importance of  

ICRISAT's r e l a t i o n s h i p  w i t h  t he  3 groups o f  i n s t i t u t i o n s .  Not 

s u r p r i s i n g l y  GNARS was the h ighest  w t t h  PNARS t h e  Iowcst ( F  l g . 1 ) .  'Ihe 

average r a t i n g  f o r  t h e  s i x  a c t i v i t i e s  put them i n  t h e  order  shown I n  

para  4.1 o f  t h e  main r e p o r t ,  upgrading s k i l l s ,  c o l l a b o r a t i v e  

ass is tance,  networks, exchange of  s c i e n t i s t s ,  d i r e c t  asslstance, and 

l i t e r a t u r e  and da ta  exchange (F ig .2 ) .  Our group p rov ided  a v e r y  smal l  

sample b u t  t h e  exe rc i se  i s  i n d i c a t i v e  o f  t he  p r i o r l t y  t h a l  t h e  group 

a t t aches  t o  va r i ous  elements o f  T . C .  t ha t  can be generated us ing  t h i s  

approach. 

B .  TC S t r a t e g y  Expanded 

The f o l l o w i n g  sec t i ons  expand on the  s t r a t e g i e s  needed t o  support  t h e  

elements o f  TC g i ven  i n  the  prev ious sec t i on .  

B . l  F i n a n c i a l  Ass is tance t o  Nat iona l  Cooperat ive Research 

Whi le ICRISAT shou ld  no t  be seen a s  a g ran t  g i v i n g  or  a i d  agerrcy many 

o f  t h e  TC activities can o n l y  happen if f i n a n c i a l  ass ls tance i s  

prov ided.  Because f a c i l i t i e s  and s t a f f  a re  u s u a l l y  a l ready t n  p lace  

f o r  manpower development and c o l l a b o r a t i v e  research a c t f v t t l e s ,  a 
smal l  amount o f  f und ing  can have a l a r g e  e f f e c t .  Funding 1 s  e s s e n t i a l  

f o r  NARS s c i e n t i s t s  p a r t i c i p a t i o n  a t  workshops, i n  t r a i n i n g ,  and f o r  

secondment t o  ICRISAT i n s u c h p r o g r a m s  as v i s i t i n g  s c i e n t i s t .  Small 

f l e x i b l e  f und ing  f o r  supp l ies  o r  labour  t o  break bo t t l enecks  i s  

e s s e n t i a l  f o r  t h e  success o f  many c o l l a b o r a t f v e  experiments. 

7 



Very l i t t l e  core funding i s  o r  should be ava f lab le  f o r  d i r e c t  

f i n a n c i a l  assistance. Therefore i f  c o l l a b o r a t i o n w i t h  NARS 4s t o  

increase funding t o  support t h i s  c o l l a b o r a t i o n  m s t  corn more and rnore 

through i n v o l v i n g  special  funding by donnrz. I t  should be recognized 
t h a t  t h i s  funding can strengthen the ICRISAT as we l l  as the NARS 

component of co l labora t ion .  The e x t r a  Inpu t  by ICRISAT t o  handle 

these funds must be included i n  the agreements. This type o f  special  
funding can be important t o  ICRISAT a t  a t ime o f  f a l l i n g  donor 

p a r t i c i p a t i o n  i n  core funding o f  the  CG centers. 

Examples of the special  fundlng now betng used at  ICRISAT I s  the 
ADB funding fo r  the AClN and the Sri Lanka - ICRISAT pigtonpea 

product i o n  p r o j e c t .  Other examples are specia l  funds provided through 

the  AIDAB-CGIAR-ACIAR grants, and the specia l  fundlng by UNDP f o r  a 

meeting t o  discuss the  NARS needs and p r i o r !  t i e s  f o r  on-farm research 

on legumes. Another source o f  assistance has been fund rupp l ted  by 

donors such as FA0 and Peanut CRSP f o r  NARS p a r t i c i p a t i o n  1n t r a i n l n g  
and workshops. 

8.2 Networks 

A product ive way t o  be rcsponsive t o  NARS needs i s  through e f f e c t f v e  

netwot ks. The use o f  networks can be expected t o  expand but they must 

be organized so t h a t  they do not  overload NARS. I f  networks are too 

successful I C R I S A T  must be carefu l  tha t  i t s  c o m i  ttments t o  these 

networks do not  threaten ICRISAT's other activities, One st rategy 

which can reduce the overload on NARS i s  t o  coordinate our a c t i v i t i e s  

w i t h  those o f  o ther  IARC1s having s i m i l a r  mandates. For example, 

AVRDC w i t h  mungbean and soybean, and I I T A  w i t h  cowpea, a1 1 work on 

g r a i n  legumes. One way would be t o  adapt the p rac t i ce  used elsewhere, 

f o r  example ICRISAT's sorghum program a t  CIKMYT and ICRISAT's 

chickpea breeder a t  ICARDA, and s t a t i o n  s t a f f  from other lARC1s a t  

ICRISAT t o  b r i n g  them l n t o  close contact w i t h  ICRISAT's a c t l v l t l e s .  

Examples could be an AVRDC, IITA, o r  IRRI s c i e n t i s t  a t  ICRISAT. 
Inc luded i n  t h i s  considerat ion would be the  s t a t i o n i n g  of s t a f f  from 

o ther  reg lona l  and i n t e r n a t i o n a l  i n s t i t u t e s ,  and MIS a t  ICRISAT. By 

being a t  ICRISAT these s c i e n t f s t s  would a lso have the chance t o  

develop e l i t e  mate r ia l  and technology f o r  t h e i r  crops t h a t  are more 



approp r i a te  t o  t f e  Asian reg fon  than t h e y  c o u l d  from t h e t r  *hornen 

 location^. Thus legume workers i n  NARS who have resporrst b l  l r t i e s  f o r  

many CrOPS w i l l  have t h c r r  n e M s  met through a  s i n g l e  contac t  p a l n t .  

8.3 S t a f f  Exchange 

Another s t r a t e g y  t o  cope w i t h  t he  need f o r  chdnyc I S  t u  nlove ICHlSAl 

s t a f f  i n t o  NARS f o r  one or  two year pe r l ods .  Equa l ly  lmlrurtdnt to 

t h i s  s t r a t e g y  i s  t h e  t r ans fe r  o f  NARS s t a f f  i n t o  ICWISAT t o  f i l l  l h c  

p o s i t i o n s  so vacated. This has t h e  advdntdge o f  p l d c t n g  some o l d e r  

w e l l  exper ienced ICRISAT s t a f f  where t h ~ y  can nwkc an tmptrrtant 

c o n t r i b u t i o n  t o  s t rengthen ing d N A I ( S .  T h l s m i g t r t  hc p a r t  af d 

collaborative p r o j e c t  w i t h  ICRISAT. The movement o f  a  NARS s c i e n t i s t  

t o  ICRISAT means the  research responstb i  l i t y  o f  t he  ICRISAT s c i c n t  1st 

may n o t  be c u r t a i l e d ,  theNARS s c l e n t i s t  car1 b r f n g  new idcas l o  

ICRISAT, and the  assoc id t l on  wl th  a m u l t i d i s c i p l i n a r y  tcom can he lp  

t h e  NARS s c i e n t i s t .  When the  [CRISAI s c i e n t i s t  r e t u r n s  he too w r l l  

have a  broader understanding. I t  i s  onc way t o  dea l  w i t h  t he  vex lng 

problem o f  an aging s t a f f  a t  ICRISAT. 

Equa l l y  impor tant  i s  t he  t r a n s f e r  o f  ICRISAT Technlcdl  Ass i s tan t5  

t o  NARS f o r  s p e c i f i c  tasks and a  s i m i l a r  t r a n s f e r  o f  TAs from NARS. 

Not o n l y  would such a  s t r a t e g y  s t rengthen ICRISAT and NARS s t a f f  and 

b r i n g  i n  new ideas, i t  should a l so  improve s t a f f  morale.  

Such a  s t r a t e g y  would need t o  be b u i l t  i n t o  p r o j e c t s  i f  i t  

r e q u i r e d  ou ts ide  spec ia l  funding. 

8.4 Upgrading Research Qua1 i t y  

ICRISAT can p l a y  a  r o l e  i n  h e l p i n g  t o  upgrade t h e  l e v e l  o f  accurdcy 

and r e p e a t a b i l i t y  o f  NARS c o l l a b o r a t i v e  f i e l d  t r i a l s  by becoming more 

i n v o l v e d  i n  t r a i n i n g  t o  upgrade researsh s t a t i o n  management. This has 

a l ready  been successful  l y  s t a r t e d  i n  t h e  SADCC r e g i o n a l  program, t h e  

FW a t  ICRISAT can p rov ide  s ' rml la r  t r a i n i n g  f o r  t h e  AsIan reg ion .  



S i m i l a r l y  t o  he19 i n  t ransfer  o f  technology t o  the NARS and l w r c  

support needs t o  be glven t o  p r o v i d ~ n g  adequate seed o f  new supertor 
c u l t i v a r .  This involves more r ~ l l ~ d r c h  on seed producl lon mc t t ids  dr~d 

maintenance of qua1 i t y  and i n  p r o v i d ~ n g  thc necessary t r a l n j n ! ~  and 

f i n a n c i a l  he lp t o  make sure adequdte good seecl rs  provrdcd to fdrmcrl;. 

B.5 P r i o r i t i z i n g  Needs and Developing Plans 

A s t ra tegy  i s  requi red t o  balance the b l l a t r r a l  and m u l t i l d t r r ~ ~ I  

responsl b i l l  t l e s  of networks and ICRISAT's regrona1 drrd g lobdl  

r e s p o n s l b i l l t i e s  fo r  reseorchdnd1C.  Th1srnayLrt~bv:L hat~dled by 

C O ~ S C ~ O U S ~ Y  developing f o r  l n d i v i d u d l  countr rcs w ~ l h r n  selected 

regions a s t ra tegy and p lan based on h i  l a t e r a l  ~ o n t a c t s .  T t i t  s w I l l 

a l low p lanning according t o  the p r l o r l t y  of mandate crvp problem, I n  

each country, the country research c a p a b ~ l i t y ,  t h c l r  yuvernrnent 

p o l i c i e s ,  and donor requirements, An erample t s  the Malr proyrae. 

These b i  l a t e r a l  arrangements can then be loq ica l l y  yrouped tn  

m u l t i l a t e r a l  reg ional  ar rangewnts such as thc  SADCC r r y l o n o l  program. 

Such a s t ra tegy can also lead t o  the i d e n t i f  r c a t i o n  dnd d e s ~ g n  of 

p r o j e c t s  i n  conjuct ion w i t h  NARS i n  order t o  meet t h e i r  s p c c ~ f i c  

needs. An example i s  the p i  geonpea product ion p r o j e c t  b c ~  ng devclopcd 

f o r  S r i  Lanka. Thls p r o j e c t  I s  designed t o  I d e n t i f y  the consumer drld 

farmer need, i d e n t i f y  technology t o  w e t  the necds, dumonrstrote arid 

d isperse the technology, and prov ide research backup. 

8.6 TC Admin is t ra t ion 

Another s t ra tegy  t o  consider would be t o  make the coord inat ion o f  TC 

and networks under the D D G ' s  o f f i c e  so t h a t  the a c t i v i t i e s  of the 

var ious networks are more coordinated. This would help reduce the 

number of separate I C R I S A T  contacts i n  each country. This does not  

necessar i l y  mean t h a t  network responsib i  1 i t y  be separated from the 

programs bu t  could take the  form of an advisory o r  coord lnat  lny 

comnit tee o f  I C R I S A T  s t a f f  organized by the  DM;. 







Figure2. SYNTHESIS OF L E V E L  4 NODES W I T H  RESPECT TO GOAL 
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DA : DIRECT ASSISTANT 
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